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Abstract
This cross-sectional study investigates how businesses can manage wikis to facilitate
collaboration in the workplace. In doing so, it describes a process framework for
managing wiki implementations and analyses how ‘learning organisation’ themes can aid
in that process. It also considers whether a wiki can act as more than a mere
technological enabler for wider information dissemination, by providing an independent
mechanism whose management and widespread use can encourage organisational
learning.
Based on interviews and responses to a web-based survey, this study found that wikis are
relatively new phenomena in businesses, whose use, management and growth, to date,
have been dependent largely on grassroots initiatives of self-motivated ‘technical’ users.
Those users are typically technologically familiar, more venturesome, well-networked
and able to cope with uncertainty during early adoption stages.
However, to sustain wiki-usage and grow it to other user groups more active/responsive
managerial support is required to help develop a shared understanding of, and the
skills/practices required for, wiki usage, and to overcome key barriers to wiki adoption.
Furthermore, each stage of the wiki management cycle should be informed by, and
provides opportunities to engage in, organizational learning practices, involving systems
thinking, leadership, learning, teamwork and feedback.
It also indicates that wikis have provided platforms for collaborative and emergent
behaviour, enabling people to work/communicate more efficiently and effectively, learn
from past experience and share knowledge/ideas in organisational contexts that are not
averse to collaboration. Whilst it has not been possible to conclude whether changes to
organizational learning characteristics have resulted from wikis’ fostering of such
collaborative/emergent behaviour, or will become more pronounced as wikis mature, it
does highlight scope for longitudinal research in this area.
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Purpose of the Research
There is considerable opinion on the internet and within the business community
regarding the scope for social web-based technologies such as wikis to improve
collaboration, productivity and innovation. However, the body of empirical research
examining those opinions and the effect of organisational context on wiki uptake and use
is still emerging. Consequently, the overall aim of this research is to investigate how
wikis can be managed in businesses to facilitate collaboration and organizational learning
practices.
This research will be of interest to:
• Businesses considering using wikis to improve work and collaboration processes
and/or wishing to improve existing wiki implementations;
• Consultants advising businesses regarding the implementation and management
of wikis.
By establishing a wiki for recording information regarding this project (see
http://pennyedwards.net) I have created a publishing medium through which those
stakeholders can freely access and contribute to my research, principally through their
participation in interviews and a survey.
The objectives of this project are to contribute empirical research to the body of
knowledge regarding wiki management, and to provide stakeholders with:
•
•
•

an analysis of current literature regarding management of wikis in businesses and
its relationship with ‘organisational learning’;
insights into how wikis are being managed in other businesses;
recommendations for managing wiki implementations.
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Introduction
Collaboration
Reports indicate that for many years businesses could compete through cost-cutting and
economies of scale. Increasingly however, as businesses seek to create
strategic/competitive advantages in ever-changing markets, the focus has shifted to
support for collaboration to facilitate better and faster decision making, development of
innovative products and process, and improved employee and customer satisfaction
(Brynjolfsson (2007) p51; Hansen and Nohria (2004) p23).
In that context, collaboration is viewed as a core competency, involving practices which
cut across organisational boundaries (contrasting the more circumscribed concept of
teamwork), requiring learning and continuous improvement to (Bessant et al (2001);
Logan and Stokes (2004) p9):
access valuable stakeholder knowledge;
encourage innovation through cross-pollination of ideas and knowledge sharing;
transfer best practices;
create an environment where people derive satisfaction from their work; and
lower or remove barriers to the above.

•
•
•
•
•

To cultivate collaboration, businesses need to (i) implement/encourage the use of
adaptive information technology systems which serve people’s everyday needs (Bryant
(2003) p4) and (ii) develop an environment of trust, teamwork and learning (Logan and
Stokes (2004) p5).
Wikis - Background
A wiki is a website whose page(s) and content can be collectively created, structured,
viewed, and/or edited, by users with corresponding permissions, removing the distinction
between author and reader. Ward Cunningham created the concept and coined the term
over a decade ago - the word being an abbreviation of ‘wikiwiki’ - Hawaiian for
something "quick". Perhaps the most recognizable wiki is Wikipedia, the public online
encyclopedia that anyone can edit (subject to certain ‘protocols’). Characteristics of wiki
include (Gilbane Report (2005) p2; Wagner (2006) p269):
•

•
•
•

A largely self-regulated shared medium (or platform) for the accumulation and
collective authoring of content which is visible to/accessible by communities of
users;
Simple browser interface and markup scheme or WYSIWYG1 editing;
Easy or automatic creation of new pages;
Structure and navigation developed through links to other web pages or external
websites, and tags (freely-chosen keywords categorising content);

1

WYSIWYG is an acronym for What You See Is What You Get, used in computing to describe a system in
which content during editing appears very similar to the final product -see WYSIWYG at
http://en.wikipedia.org/wiki/WYSIWYG#_note-0.
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•

A range of content management and other features (e.g. recent page changes,
author tracking, locking, templates and application plug-ins).

Wiki benefits
The technical differences between wikis and existing ‘collaboration’ systems, and the
shortcoming of the latter, have been well documented (Wagner (2006); Bryant (2003);
Gonzalez-Reinhart (2005)). Consequently, reports indicate that wikis provide numerous
benefits for businesses including (Majchrzak et al (2006); Gilbane Report (2005)):
•
•
•
•

Reduced email traffic;
A common flexible platform (rather than a private channel) for collecting,
organising and sharing knowledge and experience of all stakeholders;
Adaptability to a range of uses including knowledge repository, project/action
tracking and intranet;
Swifter more widespread and effective communication.

Wiki management
Increasingly, wikis are being implemented in businesses to address concerns with
knowledge management/collaboration practices (see Wagner (2004) p276) and
limitations of existing systems (Bryant (2003); McAfee (2006a)). However, their use in
the workplace maybe inhibited for a variety of reasons including:
•
•
•
•

Potential lack of clear purpose since wikis may not replace existing systems or
processes;
Lack of content or too much unmanageable content if not refactored (i.e.
editing/organising pages);
Bureaucratic command-and-control organizational (sub-) culture(s) and structure
which stifle knowledge sharing, openness and trust;
Risk of abandonment if users do not perceive a clear need for, or benefit from
using, wikis or other barriers to their use are not overcome.

Those difficulties raise specific issues about wikis’ management and use, the effect of
organisational context (i.e. structure and culture) on wiki uptake, and more generic issues
about adoption of innovations. Similarly, a business’s ability to collaborate effectively
reflects issues at the heart of technology management, namely improving the
effectiveness of an organisation and its people through the application of concepts and
techniques for operating, improving and integrating an organisation’s systems, and
introducing innovatory systems (see T840 Open University 2004 p33).
Conceptual problem
There is considerable correlation between the concepts related to the adoption of
innovations, development of a ‘learning organization’ and successful management of
wikis in business to promote collaboration, including (McAfee (2006a) p26-27):
•
•

development of a receptive culture and managerial support;
role of leaders in promoting interaction, dialogue and feedback;
7

•
•

top-down and bottom-up approaches to learning and management;
widely shared vision for what is required, and the teamwork, adaptiveness and
creativity necessary to advance that vision.

So, whilst a wiki may contribute to communication and collaboration making it a
potentially useful tool for encouraging practices associated with a ‘learning organisation’,
using a wiki effectively in business may itself depend on the extent to which a business is
able to cope with complexity/change, learn and continuously improve.
One school of thought maintains that wikis (and other Web 2.0 technology including
blogs, bookmark managers (see http://del.icio.us) and network/micro-blogging services
(see http://twitter.com)) will not address or substantially change the barriers that prevent
organizational learning e.g. free flow of knowledge, lack of trust, missing incentives,
power differentials, unsupportive cultures and general busyness of employees (Davenport
(2007)). The other school (including McAfee (2007), Suarez (2007) and Hinchcliffe
(2007)) recognizes that technology by itself will not resolve the dilemma, but views the
increasing use of Web 2.0 as a catalyst for change.
Proponents of the latter view consider wikis (and Web 2.0) to be radical departures from
previous generations of collaboration/knowledge management tools, since they are easy
to learn, deploy and use, giving people the ability to self-organize and ‘collaborate’ in
ways which best suit their needs. They consider that well-executed wiki adoption and
management, coupled with a growing need for businesses to focus on supporting
innovation/collaboration, will encourage organizational learning.
Since the clear message from the literature is that managing wikis is as much about
understanding organizational culture, learning, collaboration practices and human
behaviour as it is about the technology itself (McAfee (2006); Karash (1995)), the
conceptual sub-problem to be explored here is two-fold investigating:
1) how themes of the ‘learning organisation’ can aid and be reflected in the
management of wikis in businesses; and
2) the extent to which such management can in turn encourage organisational
learning and foster collaborative behaviour.
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Literature Review
Wikis – adaptive information technology
The original wiki design principles (http://c2.com/cgi/wiki?WikiDesignPrinciples)
encourage emergent work and do not impose structure, process or rules, contrasting
applications characterized by a top-down command-and-control mentality (McAfee
(2006a) p25). That can allow people to work together in self-directed ways, encouraging
levels of openness, autonomy and knowledge sharing which other systems could not well
support (Wagner (2004) p277). Consequently, wiki implementations should be viewed as
change processes rather than the introduction of a new technology per se (McAfee
(2006b) p142).
Systems thinking and wikis
A business’s “ability to implement major changes in its processes requires an
understanding of technology and the adoption of structures, processes and culture
necessary to exploit the full benefits of an innovation” (see T840 Open University (2004)
p56). Importantly here is the idea that business behaviour like complex systems. As such
wiki implementations should be viewed holistically in terms of their connections with
other sub-systems, and how those sub-systems affect/can be affected by wikis, with
resultant implications for management activities (see Figure 1).
Figure 1: Organisational sub-systems

The ‘learning organisation’
Senge (1995) identified systems thinking as the cornerstone of a ‘learning organisation’.
A ‘learning organisation’ has been characterized by behavioural change, new ways of
thinking, shared insights, and the capability to build on past experience/knowledge to
change the way work gets done as a result (Garvin (1993) p80). Whilst there is some
lack of clarity regarding the distinction between the ‘learning organisation’ (‘end form’)
and ‘organisational learning’ (‘means’), interwoven themes are apparent in the literature.
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Moss-Jones (2005) summarises those themes (in bold – my emphasis) and their
relationship as follows:
“In order to practice the [learning organization] concept the organization needs
to be perceived with a systems perspective. The leadership group is the prime
mover in establishing vision and identity, and modifying the internal culture. The
vision must give high priority to people issues to maximize learning, for people
are the vital element in learning. The ongoing learning needs to focus on
challenging existing mind-sets, and developing creativity, adaptiveness, effective
team-working, and feedback. And taking all these together, it is argued that the
whole organization needs to develop a culture which promotes all these themes
continually.”
‘Leadership group’ refers to the new view of leadership, where managers are designers,
stewards and teachers, and are vital for encouraging the generation and spreading of new
ideas/practices about purpose, values and vision (Senge (1990) p321-335). ‘Vision’
requires the maximum number of people to contribute to and share a picture of where the
organization is going in terms of its external context (e.g. target products/clients) and
internal design, development and operation (Moss-Jones (2005); Senge (1995)). ‘People’
includes the principal and often “massive undeveloped potential” that exists within every
organization, and raises issues about creating and sustaining cultures/processes to tap that
potential (Moss-Jones (2005)).
‘Learning’ refers to double-loop learning which requires challenging existing mindsets
that form the basis of (possible out-of-date) behaviour and affect perception of feedback.
It probes the cause of things going wrong at a system level rather than simply identifying
and correcting errors within existing organizational routines (Senge (1995)). The
ultimate goal being to spread such learning from individuals and teams throughout the
organization, ensuring that work experiences are captured, consolidated and disseminated
so as to create new capabilities as a whole (Bessant et al (2001) p72-73).
Within that learning process, ‘teamwork’ involves working across organisational
boundaries, questioning routines and providing feedback (Bessant et al (2001) p72-73).
‘Creativity’ and ‘adaptiveness’ are required to cope with rapidly changing environments
and act upon learning by altering behaviours. That requires generating attitudes,
processes, skills and knowledge, and translating them into more effective organisational
practices (Moss-Jones (2005)). Finally, feedback is central to systems thinking, and
critical to learning and adaptation, because “current perceptions of what is going on must
continually be as close as possible to ‘reality’” (Moss-Jones (2005)).
Managing the change process
Of interest here is how the above themes can aid in the management of wikis in
businesses and whether such management can develop organizational learning practices.
Cyclical process frameworks for technology management have been suggested as means
to aid consideration of technology’s role, how it affects the organisation, and the nature
of activities and managerial involvement required for its success (Gregory (1995); Klobas

10

(2006) p184). The literature indicates that a wiki management framework should include
‘need’ identification, planning, adoption, growth/maintenance and evaluation (Klobas
(2006) p184; McAfee (2006a) p146-147) (see Figure 2).
Figure 2: Wiki Management Cycle

Identify ‘needs’
McAfee (2006b), p146 advocates an “inside out approach” focusing first on business
needs, collaborative behaviours and capabilities to be developed, then on identifying the
technologies which can support those needs/capabilities. However, Rogers (1995)
suggests that in practice the chance of identifying an innovation to cope with a particular
problem is relatively small. Instead, he maintains that organisations continuously scan
for innovations, matching promising innovations with relevant problems (p422-423).
The effective matching of an innovation with an organisation’s need determines whether
the new idea is sustained overtime.
Plan
Having identified wikis as suitable technology, its implementation and management
requires consideration.2 The literature indicates a need to balance emergent and planned
approaches to foster learning which allows patterns of usage and self-sustaining
behaviour to evolve over time, whilst providing direction/purpose to co-ordinate and
guide efforts towards the shared vision of what is to be achieved (Charman (2006)).
Since a wiki must be clearly better than other ways of collaborating to encourage its
uptake, consideration should be given to the practical applications and purpose(s) of the
wiki, how it will fit with existing technology systems and work processes, and the nature
of facilitation to support and sustain usage (Charman (2006); McAfee (2006b) p149).

2

There is a range of technical management and resource activities which will not be addressed here, e.g.
wiki selection, infrastructure or hosting requirements, testing, technical support and functional capabilities.
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As wikis’ “impressive openness of options for access and content navigation” may not be
perceived as an opportunity but anarchy (McAfee (2006b) p149), its design (e.g. the level
of structure/openness) requires thought, creativity and adaptiveness from users and
managers alike. Initial structuring and seeding of wikis may provide a starting point for
reaction and response (McAfee (2006a) p27), focusing on “drawing users in, engaging
them and extending the experience by encouraging dissemination” (Bryant (2003)). And
whilst user permissions offer the ability to restrict a wikis’ openness, that may affect the
level and nature of emergent behaviour and communication which takes place (GonzalezReinhart (2005); Albrycht (2006)).
Adopt
Wiki ‘adoption’ refers to the stages through which users typically progress before
committing to a new technology, with different adopter ‘types’ progressing through the
stages at different times and speeds. Rogers (1995) identified five adopter categories
based on their characteristic responses to technology innovation requiring behavioural
changes (see Figure 3).

Typically, those users become aware of a technology’s potential and then develop an
understanding of it, which can lead to testing through trial usage, and if successful, to its
application in everyday work, before full adoption across the organization as a key
element in work processes (Patterson and Conner (1982)). Although other research
suggests that the path of increasing commitment is rarely linear (Garcia (2002) p21),
recognizing the different stages can help identify support/transition mechanisms to ensure
each user-category is more likely to adopt wikis, and help to avoid their rejection, which
may occur during any stage of the adoption process (Rogers (1995) p177).
More particularly, the literature indicates that a balance needs to be struck between
voluntary grass-roots adoption and directive usage to encourage participation (Gilbane
Report (2005) p7; Charman (2006)). That raises issues about the nature of training and
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teamwork to spread learning, guidelines for use, the role of leaders/facilitators (in
communicating the purpose, possible uses and benefits of the wiki), support for different
communication styles, and the unlearning of habits regarding overuse of
inefficient/ineffective technologies.
Maintain
Closely related to adoption, is wiki growth and propagation of good practice throughout
the organization. Issues here relate to managerial support, content management and
wikis’ integration with other systems and work processes. The literature indicates that
direct involvement is required from managers including (Nevis et al (1995) p82);
Charman (2006); McAfee (2006a) p27):
•
•
•
•

Leading by example, mandate and reminding;
Reducing barriers to use;
Encouraging experimentation so that wiki usage is adapted to best suit the
team/task;
Monitoring wiki and individual/team work practices for ideas and best practices
then propagating them throughout the organisation.

Such ‘new’ style of leadership and wikis’ growth will in turn be affected by the
organization context (e.g. whether there is a climate of openness and trust where people
are unafraid and willing to share their ideas, make mistakes, and seek and provide help)
(Hansen and Nohria (2004); Holton (2001) p36).
Since a key driver for wiki implementations is to stem the difficulty of finding an
information resource, content management is a critical issue (Socialtext Wiki Overview
(2007); McAfee (2006a) p26). Wiki content should become more useful, structured,
searchable and navigable over time if people are updating, linking and tagging wiki
content. But, if users do not learn to or readily maintain content it will quickly become
chaotic and out-of-date. So, consideration needs to be given to mechanisms which best
encourage and support wiki content maintenance.
Evaluate
The wiki implementation process and the wiki itself should be regularly evaluated to
encourage feedback and learning from the implementation process, and to allow for
revisions to implementation plans, and wikis’ design, usage and maintenance (Klobas
(2006) p202; Moss-Jones (2005)). Measuring users’ progress along the adoption curve
(e.g. number of users or projects using wikis) and how often people are using wikis will
provide some elementary figures on wiki diffusion and infusion in the organization
(Garcia (2002) p21) and may provide grounds for investigating any barriers to the
implementation process. Feedback can also be sought as to whether the wiki is easy to
use, contains readily accessible quality content, and is perceived as beneficial during
everyday tasks (Klobas (2006) p204).
More difficult issues relate to evaluation of wikis’ impact on bottom-line performance
and development of organizational learning practices. Measurements focusing on
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bottom-line performance improvement in terms of accelerate project cycle time, reduced
email overload and reduced search costs (Socialtext Wiki Overview (2007)) may provide
some hard data to support return on investment. However, they do not consider
important effects of wiki management/usage on organisational learning and collaborative
capability development, where people expand their knowledge, begin to think differently
and alter their behaviour accordingly (Garvin (1993) p90). Not only is it more difficult to
establish direct causal connections between wiki management/usage and improvements to
those factors, any evidence would be in the form people’s opinions/perceptions.
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Research Design and Methodology

4.1

Research questions
This study investigates the following related research questions:
•
•

How should wiki implementations be managed in business?
To what extent can managing and using wikis encourage collaboration and
organizational learning?

4.2

Research Design
Whilst the literature review revealed several patterns regarding wiki management, there is
still conjecture regarding elements of that management and whether the process of wiki
management may contribute to developing a learning organization. That led to the
adoption of an inductive research approach to gain broader insights into the range of
factors which may affect wikis’ management.

4.3

Research framework
The wiki management cycle provides the framework for collecting and analysing the
research data. Table 1 summarises issues regarding each process within that cycle and
highlights organisational learning themes most closely associated thereto.
Table 1: Framework for Assessing Wiki Management

Factors Derived From Literature Review
Process Name
Wiki Management Issues
1. Need Identification • Critical business imperative e.g.:
o Improve collaboration
o Quality information flow
o Performance gap
2. Planning

3. Adoption

•
•
•
•
•
•
•

4. Growth/
Maintenance

•
•
•
•
•

Planned emergence
Wiki purpose
Wiki design
Fit with other systems/work
processes
Goals
Adoption stages, categories and
roles
Transition mechanisms and
training
Unlearning old habits
Different communication styles
Facilitation
Managerial support
Content management

Organisational Learning Themes
• Systems thinking
• Vision
• Mental models
• Learning
•
•
•
•
•

Systems thinking
Leadership
Vision
Mental Models
People

•
•
•
•
•

Leadership
People
Teamwork
Learning
Feedback

• Leadership
• People
• Adaptiveness
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5. Evaluation

4.4

• Integration with systems and
processes
• Feedback
• Revisions to implementation
process, plans, design,
maintenance
• Measurement

•
•
•
•
•
•
•

Creativity
Learning
Feedback
Systems thinking
Learning
Adaptiveness
Vision

Research methodology
Type, category and data collection technique
A cross-sectional research methodology has been used, employing structured interviews
and a web-based survey. The mixed-method data collection technique aids in making
appropriate/valid generalizations from, and improving the construct validity and
instrumentation of, the research.
Both the structured interview questionnaire and web-based survey were intended to
measure opinions/practices regarding wiki management and its effect on organizational
learning and collaboration. The open interview questions generated considerable
qualitative data, providing a clearer picture of the issues to be address in the survey.
Consequently, the survey provided a form of triangulation and a means to elicit new
quantitative data on issues that became apparent during the interviews.
The structured interview questionnaire comprised a range of open-ended and multianswer questions. Interviewees completed the survey by telephone interview or by email.
The web-based survey was conducted using a plug-in tool on my wiki (see
http://pennyedwards.net/tiki-list_surveys.php). The survey comprised multiple-option
questions, where respondents were asked to select either all applicable options or were
permitted to select one applicable option.
Population
Due to wikis’ relative newness in business, there was considerable reliance on
discovering ‘what was there’ by:
• contacting businesses to establish if they have a wiki;
• searching the internet for consultants advising on wiki management and
businesses which have publicised their wiki implementations.
Consequently, the population constitutes a non-probability sample, with the following
people ‘opting-in’ to the research:
• Consultants interviewed during February-July 2007 (see the Appendix for further
details): Rod Boothby, Suw Charman, Mark Choate, Martin Cleaver, Ross
Mayfield, Kris Olsen, Euan Semple, Matt Webb and Jeff Weinberger.
•

Businesses: To maintain the anonymity of the people and businesses, their
profiles are included in Table 2:
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Table 2: Business Profiles

Role of Interviewee

Industry

Senior Developer
Developer
Consultant
Research Engineer
IT/Admin Support
Project Manager
Consultant
Systems Engineer
Team Manager
Senior Developer

IT Development
IT Development
IT Consultancy
Telecommunications
Innovation
IT Consultancy
IT Consultancy
IT Development
IT Consultancy
Telecommunications

Number of
Employees
>50
>50
>100
>100
<500
<1000
>1000
>5,000
>5000
>5000

Location(s)
Europe
UK
Multi-national
Multi-national
Multi-national
Multi-national
Europe/North US
Multi-national
Multi-national
Multi-national

Requests for survey participants were publicised:
•
•
•

on my wiki, the Open University Computing and Technology websites and blogs
including http://www.elsua.net, http://www.ddmcd.com and http://wikithat.com;
during my attendance at the Holland Open Conference (Amsterdam June 2007)
and Unicom Social Tools for Business Use Conference (London July 2007);
through email requests to businesses.

The survey was closed after obtaining 102 responses. Survey respondents hold various
positions in companies from several industry sectors (Table 3), although many have
technical roles or are from technical companies. The survey companies are located in
numerous worldwide sites, with 68.63% having <1000 employees.
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5

Research Findings
The qualitative interview data has been analysed to establish whether common
behavioural patterns and opinions are apparent, so as to assess the validity of existing
wiki management theory. The quantitative survey data has been collated, graphed and
analysed in relation to the qualitative interview data to provide further grounds on which
to assess existing theory. Since the wiki survey plug-in tool automatically collated the
results and did not link answers to individual participants, it provides generalized
numerical data regarding management practices/opinions about the population, rather
than particularized data from which patterns at a more granular level could be deciphered.
Whilst Kasunic (2005) argues that use of a non-probability sample diminishes the ability
to make inferences/generalizations from survey results, because it is not possible to know
why some people participated and others did not, that limitation has been off-set
somewhat by the breadth of experience and perspectives made accessible via the websurvey. Furthermore, whilst the population comprised many technical users, the
consultants provided information regarding their experiences with non-technical users,
which promotes the general applicability of the research.
All references below to the consultants and their comments derive from the interviews
undertaken during the course of this research.
Wikis and Organisational Learning
Interviewees were asked (i) what factors facilitate collaboration in the company, and (ii)
whether those factors were prerequisites for successful wiki implementations or if wikis
could be used as a means to develop better collaborative work practices. Common
threads throughout the responses to (i) highlighted the need for organization-wide
communications, access to/sharing of information/knowledge and a willingness to
contribute/collaborate. In respect of (ii) views diverged. Some interviewees considered
that, whilst wikis can provide a solution to the problem of locating information, they
simply support existing information sharing/communication practices, since politics and
cultural issues often hinder wiki usage. However, others considered that wikis encourage
transparency by “questioning how people are thinking” and “can be used to increase
awareness of people’s contribution to the workplace”.
Ross Mayfield concurred with the latter view stating that “the best thing a wiki can do is
to make transparent an existing culture. It can change culture overtime but if you try to
introduce it into a controlling environment too quickly the entire notion of it will get
slapped down”. That emphasizes the importance of ‘managing’ wikis’ incremental
implementation so as to build towards a supportive user-community.
This idea was explored further in the survey, where respondents were asked to
characterize their companies before and after the wiki implementation based on factors
derived from the literature review. The overall picture is one of change towards ‘learning
organisation’ characteristics (even if only slight in some areas). Graph 1 indicates a
positive relationship between changes to organizational characteristics following the wiki
implementation. The greatest shifts occurred in relation to the level of information flows
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and new ideas being sought/tried, and people’s willingness to help one another carry out
work. These changes appear to have occurred in a relatively short timeframe, with 47%
of wiki installations being under a year-old (Graph 2).
Graph 1: What factors characterise your company be fore and after the wiki implementation?

Commitment to learning/development of all staff
Risk taking encouraged
New ideas sought and tried
People willing to help the organisation succeed
People willingly help one another carry out work
Climate of openness and trust
Post-w iki

Difficulty challenging views in the company

Pre-w iki

Free organisational information flow
Restricted organisational information flow
Regular management communication employees
Limited management communications
Non-hierarchical
Bureaucratic/top-down control
0

10

20

30

40

50

60

# of responses
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Graph 2: How long ago was the wiki installed?

4, 4%

6, 6%
3, 3%

<1 year

13, 13%

1-2 years
48, 47%

2-3 years
3-4 years
>4 years
Don't know

28, 27%

Most respondents considered that the wiki implementation had a minor (27.72%) to
moderate (30.69%) impact in shaping companies’ characteristics (see Graph 3).
Graph 3: To what extent has use/management of the wiki shaped the company's
characteristics?

Don't know
No changes to
characteristics
No impact

Minor impact

Moderate impact

Significant impact

0

5

10

15

20

25

30

35

# of responses

The apparent benefits to be gained from wiki implementations in relatively short periods
seem to have rather modest barriers/disadvantages described in Graph 4, where survey
respondents considered time to contribute (11.67% of responses), and reliance on email
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(11.67%) to be more significant barriers to wiki usage than culture (9.05%) and lack of
managerial support (7.14%). That maybe partly attributable to the climate of openness
and trust, and other learning characteristics, which organisations were considered to
possess prior to the wiki implementation.

Graph 4: What are the greatest barriers to using the wiki?
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Need Identification
Suw Charman noted that “there is a difference between what businesses need and what
they think they need”. She indicated that due to their popular public uses (e.g.
Wikipedia), businesses implement wikis to help employees find and access past/current
information, instead of thinking about issues surrounding efficient work, and better
collaborative, practices. Consequently, “they tend to look at the problem the wrong way
round … since it is not about sharing knowledge and introduction of a new technology
per se, but about getting work done quickly and easily”.
Graph 5 illustrates that survey respondents’ key business ‘needs’ span three broad areas
of supporting collaborative work practices (27.88% of responses), increasing the
effectiveness/efficiency of tools (22.68%), and improving the ability to locate or retain
information/knowledge (23.05%), reflecting concerns interviewees raised regarding
existing systems and practices.

21

45

50

Graph 5: Why was the wiki introduced?
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Respondents were then asked to identify the wiki’s original intended use and its actual
use, to gauge whether there is a correlation between the ‘need’ identified in the early
question, and its planned and actual use. Graph 6 illustrates relatively minor shifts
between the wikis’ intended and actually use with responses indicating that wikis are
being used primarily as knowledge bases (22.53% of responses), with high usage rates for
ideas generation (16.21%) and project collaboration (16.21%).
However, the correlation between planned/actual usage and ‘need’ identification is not so
clear. With the primary need being to support collaborative work practices, higher
planned/actual uses for ideas sharing and project collaboration may have been expected
instead of its predominant use as a knowledge base, echoing Charman’s comments above.
Conversely, it maybe inferred that the primary need is being satisfied through a variety of
wiki uses, of which the knowledge base currently predominates, with actual uses for ideas
sharing and project collaboration increasing as people discover other uses for the wiki.
Also, wikis are being employed mainly for internal purposes and not for
marketing/external client relations, although the actual is greater than the planned use for
the latter. Given the relative newness of many wikis, the responses suggest that wikis and
capabilities regarding their use/management are still being developed internally before
being extended outside the organization, where important collaborations lie with
customers.
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Graph 6: What was the wiki intended to be used for and what is it actually used for?
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Planning
When asked what lessons had been learnt from prior successful IT implementations and
whether they were applicable to the wiki implementation, several interviewees indicated
that the wiki was a new form of collaborative technology and very different from other IT
implementations, so they were “learning from scratch and by using the technology”.
Consultants concurred, indicating that wikis do not replace discrete pieces of software or
processes whose use maybe highly structured and/or obligatory (interviews with Olsen,
Charman, Cleaver). As such, thought needs to be given to the wiki’s purpose and its
relationship with existing work processes, to help ensure the wiki provides a substantial
positive impact on people’s ability to work efficiently/effectively, thereby facilitating
uptake (interviews with Charman, Boothby, Mayfield).
Euan Semple indicated that a different mindset is required, where implementers
encourage and respond to emergent uses and users with different expectations, rather than
trying to preconceive/control how the wiki should be used. Mayfield commented that
clearly defined goals/targets can help guide emergent behaviour and provide parameters
for later evaluation. Weinberger’s comments reinforce these points, referring to projects
which were making good use of the wiki from the outset, despite the grassroots’
implementation being entirely unplanned. However, he noted that management issues
arose due to a lack of planning regarding the wiki’s adoption in other parts of the
company and spreading best practice.
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Survey responses indicate that most implementations have been grassroots initiatives;
with wiki management activities being more emergent than planned or simply not
apparent (see Table 4).
Table 4: Wiki introduction modes and management characterisation

How was the wiki introduced
into the company?
Grass-roots initiative
Top-down initiative

#

%

69
30

67.65
29.41

Don’t know

3

2.94

Total

102

100

How would you characterize the
management of the wiki?
More emergent than planned
Combined planned and emergent
approaches
No wiki management activities
are apparent
More planned than emergent
Other
Total

#

%

39
29

38.24
28.43

20

19.61

5
9
102

4.90
8.82
100

Furthermore, emergent, voluntary behaviour is apparent from high levels of grass-roots
facilitation (36.92%) (Graph 7) and self-motivation to use the wiki (35.51%) (Graph 8).
Graph 7: How was the wiki promoted in the company?
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Graph 8: How were you encouraged to use the wiki?
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High levels of self-motivated/self-directed behaviour have also been reflected in wikis’
design, with Graph 9 illustrating the use of many unstructured wikis. Whilst there was a
significant vote in favour of unstructured wikis aiding uptake, survey responses also
highlight simple structures/templates, seeded content and unrestricted access/editing as
key features aiding wiki uptake/usage (see Graph 10).
Graph 9: How is your wiki designed?
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Graph 10: What features help you use the wiki?
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Adoption
A common vein throughout consultants’ comments highlighted the distinction between
users who are technical (e.g. technologically familiar or curious) or non-technical, with
‘technical-users’ more readily adopting wikis and associated concepts of teamwork,
knowledge capture and sharing, and learning therefrom (Charman, Cleaver and Olsen).
More particularly, Weinberger suggested that ‘technical users’ tend to be ‘innovators’
and ‘early adopters’ often comprising people from technical companies and engineers.
The research population provides corroborative evidence in that regard.
Consultants also indicated that users should ‘learn by doing’, with facilitators (or wiki
‘champions’) supporting the user-learning curve through (i) brief up-front targeted
coaching, (ii) seeding the wiki, (iii) providing best practice guidelines which suggest
structure but allow patterns to emerge for different uses, and (iv) answering questions
whilst encouraging users to engage in peer-to-peer support (Olsen, Choate, Weinberger,
Webb). Likewise, interviewees emphasized that the entry barrier must be low by
ensuring the wiki is easy to use, with learning encouraged through experimenting/trial
and error, building non-business/social pages, peer support, and drop-in training sessions.
Mayfield considered that a key determinant of a wiki’s success is the investment made in
up-front ‘training’ of the wiki community, not just regarding technical wiki features but
also to generate a shared understanding of the practices required to support the
collaboration goal (including distributed responsibility for content maintenance) and
imbuing those practices in the community.

26

45

50

However, survey responses indicate that high levels of self-learning (69.93% of
responses) have been supported by peer-to-peer learning (18.18%), with very little
targeted/tailored training (1.40%) or issue of best practice/usage guidelines (10.49%)
(Graph 11). Graph 8 above indicates that popular mechanisms used to supplement selfmotivated usage and ‘unlearn’ older inefficient yet familiar habits include information
being placed onto the wiki, people being involved in projects using a wiki and emailing
links to the wiki. Those mechanisms also move users rapidly through the first adoption
stages of awareness to understanding through trial/experimentation with the wiki.
Graph 11: How did you learn how to use the wiki? (% to number of responses)
Self-learning
15
Targeted/tailored formal training
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Growth/Maintenance
Olsen and Charman emphasised that directed usage/active managerial promotion should
be balanced with grassroots facilitation to encourage emergent organic growth and ensure
wikis are useful in everyday work. Semple reiterated the importance of engaging a broad
cross-section of people, who will (voluntarily) fulfill different roles in the wiki “since
some people are naturally drawn to create ideas, others to write and some to
refactor/garden”.
For Mayfield wiki growth and maintenance is inextricably linked to the wiki’s
incremental roll-out to, and ‘training’ of, an initial core group, who establish how the
wiki can be used to best suit their needs and build the community to support that use. He
explained how that group should then ‘invite’ others to undertake the same process, and
so the cycle continues, growing the wiki across the organization with each group
establishing their routines/norms to suit their needs.
Interviewees commented that wiki usage grew as “management introduced communities
of practice to guide contributions, use and maintenance responsibilities”, “content
became more diverse and useful” and “people started to discover it and take advantage of
its features”. When asked whether the wiki has been integrated into everyday work
processes, interviewees provided various examples of wikis’ integration, ranging from
technology integration with email and using single sign-on, to use for specific tasks
(previously executed in other systems) and publishing /disseminating information.
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However, 17.82% of survey responses have reported no significant wiki growth (Graph
12), with key barriers to use being content maintenance, wikis being too unstructured and
appearing chaotic, and lack of integration with other tools (see Graph 4 above).
Graph 12: Has wiki usage grown throughout the company?
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Graph 13 illustrates survey responses regarding responsibilities for wiki content
maintenance, with no maintenance occurring in 18% of cases. That figure is a direct
reflection of the responses regarding no significant wiki growth. Furthermore, whilst the
user community in the majority of cases maintains content, its skill/diligence in doing so
maybe inadequate, suggesting that people are not effectively learning to adapt their
behaviours and the wiki to best suit their needs.
Graph 13: W ho maintains wiki content? (% to number of re sponses)
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21, 18%
56, 48%
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When the above figures and comments are read with the figures in Graphs 10-11
regarding wiki structure aiding wiki use, and self-learning and targeted training, it
appears that ‘technical-users’ still need help from leaders in building the
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community/responsibilities and support, e.g. in the form of initial page structuring, even
though they more readily adopt wikis and are self-motivated to use/learn about wikis.
Evaluation
Opinions about the level of planning and emergence regarding wiki management
activities are reflected in approaches to evaluation identified during the interviews and in
survey responses. Olsen indicated how evaluations tend to be ad-hoc rather than formal
assessments of the wiki and the implementation process. Likewise, Semple highlighted
how the emergent nature of wiki usage and the wiki itself requires “conversations and
actions, not pre-planning and control”. Consequently, in his experience ‘evaluation’ has
been a continuous process requiring managers to be (i) awake to how people are
working/using the wiki by engaging with and being open to user feedback and (ii)
prepared to amend original ideas about the implementation and allow/encourage users to
take responsibility for ensuring the wiki meets their needs.
Contrasting those ‘emergent’ approaches to evaluation, Mayfield described a more
directed/planned approach where initial goals, milestones and indicators/measurements
are identified at the outset and later used to establish progress and/or reassess plans.
However, he did highlight the difficulties of measuring benefits associated with fostering
transparency, innovation and culture change, or establishing whether any improvement in
a targeted work process is directly attributable to the wiki, which tends to rely on soft
data.
Whilst most interviewees indicated that no formal evaluation takes place, when asked
whether their companies have learnt to better manage/use wikis, they identified a range of
initiatives to improve wikis including change of wiki-structure to reflect active
communities of practice, improved training mechanisms, and seeking out best practices
(e.g. from http://wikipatterns.com). Likewise, the majority of survey responses (30% of
responses) indicated that no feedback was sought/given regarding the wiki (Graph 14).
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Graph 14: Is feedback sought regarding the wiki in respect of:
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However, where evaluation had been undertaken it focused largely on the wiki itself (e.g.
content maintenance, the ability to locate information and ease of use) rather than the
implementation process (e.g. identifying collaboration and training needs). Nevertheless,
companies that are evaluating their wikis have also been seeking ideas from external
sources regarding best practices in wiki management (Graph 15), suggesting a propensity
to seek ideas from outside the organization and to learn how to integrate those ideas.
Graph 15: Do you seek ideas/information from external sources
regarding best practices in wiki management to help you manage your
wiki implementations?
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Graph 16 illustrates survey respondents’ opinions regarding wikis’ impact on
collaborative work practices. Primarily, wikis have helped share knowledge and ideas
(27.42% of responses) and find past and current project information (21.07%). A
significant number of responses also indicate that wikis have helped respondents work
and communicate more efficiently/effectively (21.07%) and create new ideas (11.04%).

Graph 16: Has the wiki helped you:
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Survey respondents were also asked their opinions regarding the impact of wikis’
use/management on several organisational learning factors (derived from Bessant et al
(2001) – see Graph 17). Responses indicate that wikis have helped transfer
knowledge/ideas throughout the company (22.76% of responses), improved people’s
willingness to share knowledge/ideas (17.31%), encouraged learning from past
experience (12.50%) and helped people work with others in different teams/departments
(12.18%). There are also smaller yet significant indications that wiki implementations
have encouraged challenging viewpoints and the bottom-up flow of ideas – which can
have consequential effects on fostering transparency and challenging mindsets.
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Graph 17: Would you say the wiki implementation has:
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Figure 4: Wikis and collaborative work practices

Wiki management overview
Figure 4 collates all the work in this paper, providing an overview of factors identified in the literature review, research and the
following conclusions, illustrating their relationship to wikis and collaborative work practice development.

Conclusions
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To what extent can managing and using wikis encourage organizational learning?
The research indicates that wikis have improved organisational information flow, enabled
people to work/communicate more efficiently and effectively, learn from past experience
and share knowledge/ideas, in organizational contexts which are not averse to
collaboration and learning. Accordingly, wikis have provided platforms for collaborative
and emergent behaviour, which could not satisfactorily proceed through existing
technology.
However, it is not possible to conclude from the research whether slight changes in
certain organizational learning characteristics have resulted from wikis’ fostering of such
collaborative/emergent behaviour or will become more pronounced as wikis mature.
Nevertheless, the level of grassroots’ implementations, facilitation and organic growth,
illustrate instances of people at operational levels challenging mindsets regarding work
practices and the utility of existing systems, experimenting with new solutions and
adopting individual/team practices (including peer-to-peer learning) conducive to doubleloop learning.
To grow this behaviour across the company and tap people’s “massive undeveloped
potential” (Moss-Jones (2005)), management must be more alert to those initiatives and
address barriers which inhibit wiki use. To that end, undertaking activities proposed in
the wiki management cycle offers managers opportunities to engage in organizational
learning practices and develop corresponding capabilities.
So, whilst there is much more to organizational learning and much more than can be
supported by wikis alone, their use/management maybe informed by practices associated
with the ‘learning organisation’ which in turn may facilitate changes to culture and
stimulate organisational learning practices, making wikis more than a mere technological
enabler for wider information dissemination.
How can wikis be managed so as to facilitate collaboration in businesses?
Wikis are new phenomena in businesses, with most of the wiki implementations in this
study still maturing. Nevertheless, the management style required for their successful
implementation and the issues raised regarding development of collaborative work
practices reflect well-established organisational learning and innovation adoption theory.
In many businesses such management requires changes to existing mindsets and culture
before gains can be realized in the form of team productivity, effectiveness and
innovation through collaboration, knowledge sharing and cross-pollination of ideas.
Overall, the research suggests that in practice a flexible management cycle addressing the
activities below can help:
• ensure suitable transition mechanisms are in place for different adopter
categories;
• balance directive use with emergent behaviour allowing for revision to any
goals/ideas guiding the implementation process and its/the wiki’s evaluation;
• sustain wiki-usage, grow it to other adopter categories and embed new
perspectives into organizational routines.
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Need identification
Wikis’ predominant use for knowledge capture/sharing suggests people are ‘matching’
innovations with problems (e.g. inability to locate/retain information) instead of focusing
on the collaborative behaviours/capabilities which need to be developed. This is perhaps
unsurprising given the number of grassroots initiatives (where people are implementing
tools to meet immediate needs) and reported lack of managerial support necessary to
encourage development of organization-wide capabilities.
Given the nature of reported barriers to wikis’ use, a more holistic ‘inside-out’ approach
is needed (as McAfee (2006b) advocates) to ensure the goal of ‘better supporting
collaboration’ is properly addressed, of which knowledge capture/sharing is only one
part. That requires systems thinking to consider how different sub-systems interact/need
to be supported, challenging existing mindsets regarding how work is actually executed,
and double-loop learning to understand how collaboration capabilities can help resolve
issues with existing knowledge management practices.
Planning
Some ‘planned emergence’ is evident in the way several organizations have designed,
seeded and otherwise encouraged people to use the wiki. However, most management
activities are either wholly emergent or not apparent, relying on high levels of ‘technical’
users’ self-motivation, self-learning, and grass-roots support/facilitation. Such
approaches have resulted in a myriad of barriers hindering wikis’ use and growth,
including lack of clear purpose, reliance on email and chaotic/badly maintained content.
Consequently, to sustain early adopters’ usage and grow it other groups, emergence
should be balanced with more up-front direction/thought to ensure those barriers are
circumvented from the outset.
That approach echoes many consultants’ comments in relation to planning wiki
implementations, which in turn supports existing theory outlined in the literature review.
Because wikis are different from other IT implementations, and represent a reaction to
existing technology shortcomings, their management requires a different mindset, which
actively engages and supports people in their use, structuring and maintenance so as to
best suit their needs.
In terms of wikis’ design and planning user adoption, the findings in principle support
existing theory regarding the utility of best practice guidelines, and wikis’ initial
structuring and seeding. More particularly, indications that (an initially imposed) simple
structure aids navigability and ease of use, coupled with criticisms of messy, hard-to-find
content, suggest that developing linked/tagged content and search behaviours will support
but not replace the familiarity offered by such initial structure (at least at current levels of
user expertise and wikis’ maturity).
Adoption
The research supports the view that progress through the different adoption stages is not
linear (Garcia (2002)). Consequently, Figure 5 combines Rogers’ Technology Adopter
Categories model and Patterson/Conner’s Adoption Stages model to reflect that:

35

•

adoption stages for ‘technical users’ (constituting the first adopter categories) are
shorter and converge as they proceed quickly through initial (awareness,
understanding and trial) stages, creating their own ‘transition mechanisms’
involving self-learning and experimentation with wiki use.

•

adoption categories and processes are fluid, as different users can be drawn into
the process without early categories having completed the ‘typical’ cycle. For
example, due to organic growth other categories maybe made aware of the wiki
prior to its ‘adoption’ (e.g. through involvement in projects wikis), and
commence their adoption process.

•

progress through stages can be halted (i.e. no growth through abandonment or
rejection) if there is no perceived ‘need’ to use the wiki and/or barriers are not
overcome.

Figure 5: Revised Wiki Adoption Process

Whilst early adopters more readily enter the adoption process because they are more
technically competent/inquisitive, the implication from the above points is that top-down
support /facilitation is equally important for developing good ‘wiki’ practices within the
initial adopter group as for later adopters. Such facilitation involves generation of a
shared understanding about collaboration goals, wiki purpose, responsibilities and
36

‘gardening’ practices. The experience/knowledge of those adopters can then be coupled
with other transition mechanisms (e.g. more ‘technical training’, involvement in projects
using a wiki and information being made available on the wiki) to accelerate the diffusion
process to other adopter categories.
The high level of ‘learning by doing’ and peer-to-peer support illustrates an opportunity
for users to participate in a collaborative learning experience, which provides an ideal
platform for encouraging communication and collaborative behaviours in general (e.g.
helping transfer knowledge/ideas throughout the company, working across organizational
boundaries and learning from past experience/best practices of others).
Although reliance on email and familiarity of other tools may illustrate a reluctance to
‘unlearn’ habitual less effective work practices, the interviewees’ comments support the
approach in existing theory advocating a need to balance directive wiki usage with
support for different communication styles as people become accustomed to using wikis
and the different capabilities they can provide. That also requires responsiveness to
feedback and analyses of ways in which existing tools can be integrated with wikis to
best support people in their work.
Growth/Maintenance
Due to wikis’ newness, people are still discovering their uses, how to integrate them into
work processes and cope with issues regarding content maintenance. Their lack of
growth is more likely to be due to those barriers and lack of managerial support, than
their ability to provide tangible benefits to users.
Consequently, managers should be more involved in the adoption and growth of wikis by
giving people time to become accustomed to, experiment with, contribute to and maintain
the wiki, being responsive/alert to how the wiki should be integrated with work processes
and new areas for its use, and leading by example and reminding (e.g. placing
information and tasks on the wiki). In that way, people will be encouraged to capture
tacit knowledge (which could be otherwise lost in casual/social problem-solving
encounters) that is valuable to them in their everyday tasks and which they care enough
about to make it worthwhile maintaining.
It also re-emphasises the need for initial adaptable structures to guide users and the
support/training previously described to encourage people to be responsible for
maintaining content. The latter could be achieved through users delegating and rotating
the role of wiki gardener to people within their community of practice (since people are
rarely adopting that role voluntarily), supplemented by managerial support to encourage
more dispersed voluntarily-assumed responsibilities for such gardening.
Evaluation
The lesson from the ‘learning organisation’ is the need for continual and live attention to
ensure processes, skills and structures encourage the best possible feedback from outside
the organization, and between all elements within the organisation (Moss-Jones (2005)).
Some organisations are demonstrating elements of that behaviour as they adapt their
wikis to reflect communities of practice/work processes and adopt ideas from outside to
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learn how to improve its management. Others are not actively seeking feedback, and are
relying on more subtle forms of evaluation that occur seamlessly as people use the wiki,
and adapt it and their behaviour accordingly. Furthermore, where feedback has been
sought, it has focused on wikis’ utility rather than internal usage patterns, transition
mechanisms and user commitment/drop-out levels (i.e. the implementation process and
barriers thereto).
Such approaches overlook the value of evaluating the implementation process and fail to
view evaluation as central to that process. In other words, evaluation must be a
continuous process providing opportunities to engage in dialogue, discover barriers to
wiki use/growth and possible solutions thereto. That approach reflects the importance of
understanding the needs wiki use/management is endeavouring to satisfy, which can aid
in setting flexible goals to guide development of capabilities at all organisational levels,
changes to organisational systems, and subsequent assess thereof. The evaluation process
itself may also help develop behaviours conducive to good wiki use/management and
collaboration (being the principal need identified in this research).
The ‘soft’ research data provides some anecdotal support of the positive impact of wikis’
use/management on collaborative capability development, but as the literature indicates,
it is not possible to establish whether other factors were also instrumental here.
Nevertheless, wikis are acting as some form of enabler, and with more active/responsive
management not just during evaluation but throughout the implementation process, even
greater benefits maybe forthcoming.
This view of ‘evaluation’ is somewhat different to the predominantly measurement/goaloriented evaluation approach evident in the literature, which focuses on wikis and their
implementation as ends in themselves, rather than on the needs to be met/capabilities to
be developed. Whilst the former evaluations have a role in monitoring wiki
implementations, they and other measurements focused on performance improvements,
are useful only in so far as they facilitate assessment of activities which meet the
underlying need.
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7

Recommendations
Further research
Whilst I have collected some elementary cross-sectional data/opinions on wiki
management and its effect on organization learning and collaboration, it is beyond the
scope of this study to establish definitive measures/metrics to assess wikis’ impact in that
regard (if indeed that is possible/worthwhile) or whether there are consequential effects
on organisations’ productivity/performance.
Furthermore, wikis’ usage, management and growth, to date have been dependent largely
on the grassroots initiatives of self-motivated ‘technical’ users. Those users tend to be
more venturesome and able to cope with uncertainty during early adoption stages.
Consequently, longitudinal development of this research could investigate whether wiki
management practices are spreading wiki usage to less technical groups, the impact of
those practices on organizational learning and collaborative practices, and the extent that
this actually improves business performance.
Wiki management
The following guidelines can be identified from the research which may aid in the
management of wikis and overcome impediments to their implementation/use:
1.

For new implementations, consider the needs to be addressed/capabilities to
be developed, how people currently work and changes that maybe necessary
to routines/behaviours, as well as the nature of the culture, structure and other
organisational subsystems, which initially will have to be worked within
whilst gradual change is encouraged. For existing implementations, evaluate
their impact (if any) on the foregoing factors, and who is (and is not) using
wikis and why (including issues users have in respect of wikis and their work
processes).

2.

View the implementation as a change process and allow for planned
emergence during adoption and growth/maintenance, and encourage
evaluation throughout.

3.

Involve a broad cross-section of people in the definition of flexible
(collaboration) goals, and the consideration of how the wiki should be
designed and people’s behaviour altered to (better) meet identified needs. Use
those goals to guide and evaluate how well the needs are being met.

4.

Consider the tasks being undertaken and the level of user competence when
deciding whether some flexible structures/templates would help to avoid the
wiki appearing chaotic and content being hard-to-find, as people learn how to
create their own structure/maintain content.

5.

Identify key ‘technical’ users (with needs corresponding to those identified)
who can form pilot groups, or who can expand wiki usage to other

39

areas/projects. Encourage experimentation to discover how the wiki can be
used to best suit their needs and uncover issues with its design, integration
with existing tools and/or impact on other subsystems.
6.

Don’t rely solely on the self-motivation of the initial adopter groups. Develop
and support good practices from the outset by supplementing self-learning
with targeted training and best practice guidelines to help users understand the
goals and wiki practices necessary to facilitate more effective/efficient work.

7.

Recognise that later adopters may need greater support helping them
understand how to use the wiki and work more collaboratively. Engage
existing users in this process to grow the wiki organically. Focus on and
demonstrate the uses/benefits of wikis’ use for everyday work (with
knowledge collection being a by-product of wiki usage rather than an end in
itself).

8.

Allow people time to develop their skills with the wiki and gradually move
them away from use of inefficient tools by constantly and subtly promoting its
use (e.g. through moving tasks/information onto the wiki, sending people
links/referring people to wiki pages and involving people in projects using
wikis). However, support different communication styles and recognise that
using a wiki may not be suitable in certain circumstances.

9.

Encourage user delegation, and rotation of, a wiki gardening role to people
within their respective communities of practice, whilst developing more
dispersed habitual gardening practices amongst users.

10.

Be alert to how people are using the wiki and seek feedback continuously to
learn how people can best be supported in their work. Ensure that any
measures used during the evaluation process are aligned with the needs which
are driving the implementation. Assess/refine the implementation goals,
process and wiki itself even if that means relying on soft data.
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Appendix: Consultants
Name

Resume and blog at:

Rod Boothby

http://www.innovationcreators.com

Suw Charman

http://strange.corante.com/

Mark Choate

http://choategroup.com/index.html

Martin Cleaver

http://wikiconsulting.com

Ross Mayfield

http://ross.typepad.com/about.html

Kris Olsen

http://www.wikithat.com/

Euan Semple

http://www.euansemple.com/

Matt Webb

http://interconnected.org/home/

Jeff Weinberger

http://disruptivemarketing.jeffweinberger.com/
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