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…and why the heck are you here?
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how this workshop is organized
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what to expect
What this is about:

• The nature of (open) collaboration.
• Not about technology… unless forced to.
• No science lecture but research based.
• Not exhaustive but pragmatic.
• Connecting dots to help you navigate your collaborative experience.

Some logistics and hygiene:

• When you have a question – ask, don’t wait.
• This is a workshop.
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1980 2010

Source: Hollenbeck, Beersma, & Shouten, 2012

20% 80%



2022 • Thomas A. Bryner • 6Source: freepik.com; Teamwork photo created by freepik



2022 • Thomas A. Bryner • 7

1 2 3 4 5

Introduction
Starting Position
Connecting the Dots



2022 • Thomas A. Bryner • 8

official definition of collaboration
“…
Collaboration (from Latin com- "with" + laborare "to labor", "to work") is the process of two or more people, 
entities or organizations working together to complete a task or achieve a goal.[1] Collaboration is similar to
cooperation. Most collaboration requires leadership,[vague] although the form of leadership can be social within a 
decentralized and egalitarian group.[2] Teams that work collaboratively often access greater resources, recognition 
and rewards when facing competition for finite resources.[3]

Structured methods of collaboration encourage introspection of behavior and communication.[2] Such methods aim 
to increase the success of teams as they engage in collaborative problem-solving. Collaboration is present in 
opposing goals exhibiting the notion of adversarial collaboration, though this is not a common use of the term.

In its applied sense, "(a) collaboration is a purposeful relationship in which all parties strategically choose 
to cooperate in order to accomplish a shared outcome."[4]

…”

_ Wikipedia.org

Source: wikipedia.org; Picture: de.wikipedia.org
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connecting the dots

Source: freepik.com; Technology circle vector created by kjpargeter
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the learning impact
Research suggests that learning occurs only at about 10% in formal ways, i.e. class room, teacher/trainer, e-
learning etc. situations. About 20% of “human learning” is based on feedback – and the majority of our learning 
experience is when “we talk with our peers”: community and peer-based learning.

1

In this aspect you can also refer to the expert dilemma: while most businesses offer trainings of different flavors the expert-level opportunities are scarce. Since experts are few in numbers and learning 
occurs mostly when discussing and exchanging one’s experience and results, thoughts etc. with peers the development gap becomes apparent.

20% 70%

2 3

Source: the 2020 workplace

formal learning feedback community
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impact the learning!
Eric Kandel1 outlined, as part of his Noble Prize awarded research about how the 
efficiency of synapses can be modified, what factors most for human long-term 
memory effectiveness.

1) https://www.nobelprize.org/prizes/medicine/2000/press-release/

interest relevance

emotion
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collaboration

a function of
human interaction

fundamentally 
social

enabled by 
communications

is three things:

1 2 3

Collaboration is one of the two major value creation drivers in any organization. The 
other on is transactions based on processes and systems.
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why do we collaborate?
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Pictures: 1) greenbookblog.org (inverted), 2) sandiego.ncsy.org, 3) itsmwatch.com, 4) lionnelweb.com, 5) youngstapreneur.com, 6) scienceonline.com, 7) wertefabrik.wordpress.com , 8) go4blog.ch;  123rf.com

all this (big) data you have
1

the organization you live in

2

the processes you run
3

your experience
7

your potential & interest

5

the skills you have

6

the people you know… or not

4

what you know
8

YOU

loose ends are pain points
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pain points beyond loose ends
productivity engagement

Source: PWC; expanded by author; Picture: uni-giessen.de
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Trying to find and 
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decision transparency
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communication

Picture: ardalis.com; Conway’s Law
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knowledge

(pssst… but shared!)
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where corporate knowledge is

5%

1

20% 75%

2 3structured data
unstructured 
data brains

Source: Initial data by Gigagroup (now Forrester); 2003. Updated via Google. In 2020, the structured – unstructured ratio was about 1:4.
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unleashing knowledge

Visualize the people fabric 
to enable tapping brains.
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culture [map]

Source: Erin Meyer, The Culture Map; p 67
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culture [map]

Source: Erin Meyer; The Culture Map; p 72

low context

high context

direct indirect

Effective collaboration 
mandates that cultural 
socialization is 
considered.

Example: Feedback
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labor – a contractual commodity?
There is a considerable level of debate in the public internet and amongst research 
organizations whether human labor can be seen a commodity (“just an asset”).

The International Labor Organization’s [ILO] founding documents clearly state “no”. However, 
if looked at under the principles of economics, there are reasons to judge otherwise, too.

From a collaboration perspective, the implications are important:

- Bermuda triangle: Salary market-level, rises, salary bands, …
- Bermuda triangle: Appreciation performance reviews, promotion, development, 

benefits, expense…

The question is, how is this being lived up and what is the perception?

Reference: https://en.wikipedia.org/wiki/Labour_is_not_a_commodity
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engagement

Source: Willis Towers Watson; 2021 Employee Experience Survey Highlights
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engagement

Source: Willis Towers Watson; What is employee engagement?

ENGAGED: To give committed effort requires believing 
the goals of your exertion are worth it.
Otherwise, why bother?
ENABLED: In short, enabling work is making it easy to 
get things done. An employee will stay late to complete 
that one extra task if there are no obstacles to that work 
and the systems to deliver it are efficient.
ENERGIZED: Energizing employee performance is 
putting fuel in the tank. An employee fatigued from a 
day's work is unlikely to take that customer call at 
quitting time. 



_ Towers Perrin 2003/2010 © 2011 - Thomas A. Bryner | IBM Corporation | 27
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This is a slide I 
used in 2011.
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engagement

Source: adpri.org; Global Workforce Study 2020
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engagement

Source: flickr.com, casalewebnet2
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bermuda triangle of engagement

_ Bryner 2005

appreciation

job content salary
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organizational

Picture: Code of Conduct: complianceandethics.org; Open Decision Framework: openpracticelibrary.com

Create a socially safe 
environment and strictly 
enforce against any toxic 
attempts.

https://openpracticelibrary.com/practice/open-decision-framework/

Open Decision Framework



2022 • Thomas A. Bryner • 32

+ organizational
• Make sure there is a goal and that it is clearly understood
• Goals usually have deadlines – explain the why
• Meetings shall have an agenda
• Diverse Teams
• The principle of “Good Intent”
• No to Yea-Sayers
• Actively deal with narcists
• Pay attention to “Can not” vs “Want not”
• Try FLIP when commenting on ideas
• …
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connecting the dots

Source: freepik.com; Technology circle vector created by kjpargeter
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Model
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collaborative impact model

Social Sphere

Political – Economic – Environmental Sphere                        Technical Sphere

Market
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KnowledgeLearning
Strategic 

Competitve 
Advantage

_ Bryner, 2010; last updated 2022



Social Sphere
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collaborative impact model
Political – Economic – Environmental Sphere                        Technical Sphere

Market
Dynamics

Technology
Change

Network
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Competitve 
Advantage

_ Bryner, 2010; last updated. 2022

Personal Collaborative Activity

Level of Personal Engagement

Collaborative Propensity

Work Motivation and 
Engagement



Minefield of Personality and Belonging
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collaborative impact model

_ Bryner, 2010; last updated. 2022

Level of Personal Engagement Work Motivation and 
Engagement

Knowledge Gain Recognition Sense of Progress Trust

Hoarding Search Transfer Not Invented Here

Drivers

Barriers

Not willing to help

Competition
Narrow incentives

Too busy
Fear

Unable to find

Company size
Physical distance

Information overload
Poverty of networks

Unable to share

Tacit knowledge
No common frame

Weak ties

Unwilling to reach out

Insular culture
Status gap

Self reliance
Fear

Levers
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collaborative impact model

_ Bryner, 2010; last updated. 2022

Level of Personal Engagement Work Motivation and 
Engagement

Job Resources

Person-Job Fit

Person-Org Fit

Minefield of Personality and Belonging

Knowledge Gain Recognition Sense of Progress Trust

Hoarding Search Transfer Not Invented Here

Personal Values

Basic Assumptions

Personality
Traits

Experience Knowledge SkillsLearning Dimension
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1 2 3 4 5

Open Org
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open organization
“[…] an organization that engages participative communities both 
inside and out—responds to opportunities more quickly, has access to 
resources and talent outside the organization, and inspires, motivates, 
and empowers people at all levels to act with accountability. […]"

Building Blocks:

• Igniting Passion
• Building Engagement
• Meritocracy – not Democracy
• Letting the sparks fly
• Make inclusive decisions (see “Open Decision Framework”)
• Direction
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open organization

Source: redhat.com
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open organization

Source: redhat.com
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summary
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