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The paper describes a Iong-terrﬁ study of a groupware abplication which covers the
complete lifecycle from the groupware's introduction to its removal. During that time’ our
fleld of application offered the opportunty to gain deep insights into personal,
organizational and technical aspects of the groupware's usage. We focus on the late
phases of a groupware's life, 1.e. on the new aspect of groupware removal and the
resulting requirements for groupware platforms. Additionally we contribute to the current
discussion on organizational change processes which are initiated by the introduction of
groupware.

"t

Introduction ”

Groupware is more and more applied in different types of organizations. As a
consequence of practical experience, the CSCW community has become
increasingly aware of the intertwined relationship between groupware usage and
the structure and culture of organizations (cf. Button and Sharrock 1997); ,The
introduction of groupware is often related to processes of organizational change.
From an economist's point of view the introduction and the change process can be
measured by evaluating whether they improve the given work processes, increase
the quality of the output or offer new options of future development. But looking
at the case studies presented in the literature, we find success stories as well as
major failures even when introducing the same kind of applications (cf. Lloyd and
Whitehead 1996). The different experiences indicate that the way groupware is
introduced and maintained 1n organizations is a crucial success factor. Describing
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our experiences in the POLITeam 'project, we discuss how those organizational
change processes can be stimulated. These processes lead to a beneficial
assimilation of groupware technology in organizations. We also report on
possible problems and obstacles for those processes.

Since groupware technology is rather new there are only few studies which
have followed the organizational adaptation of these technologies over several
years (cf. Orlikowski 1996, Karsten and Jones 1998). Such studies are important
to judge on the role groupware can play in organizations Our study offered the
opportunity to cover a complete lifecycle of a groupware application, from its
introduction to its removal. Especially the removal phase with 1ts problems has
not yet been observed 1n field studles elsewhere and induced new requirements
for groupware platforms. "

We will first describe the research settmg and methods. Then we take a closer
look at the core work processes in our application field. Using the groupware
lifecycle phases as a structure, we'then describe the major experiences in the
application field and finally analyze and discuss the results.

[
y

Research Settihg ancl Method

The case study took place in the government of a Northern German state 1n the
context of the POLITeam prOJect (cf. Figure 1). In this contribution we focus on
work processes connecting the’ State Chancellery (SC) (located in the state's
capital)of that state and the State Representative Body (SRB) 1n the federal capital
Bonn with the Bundesrat (The second chamber of the German parliament
representing the different states). o

In the SRB about 30 people were occupied representing the nterest of their
state within the process of '
federal legislation. The SRB
belongs to. the State
Chancellery. Within the
State  Chancellery one
organizational unit (a head
and three employees) is o
responsible for the  State Capital
coordination of the different . Fe(:{efol Capital
state ministries within the '
process of political decision e
finding. The SRB is . Hé :
responsible for transferring o=
documents and distributing Bundesrat State Representative Body
information between the '
state government and the

State Chancellery

Figure ’]..'(‘)rganizations and Information Flow

-



201

Bundesrat. A detailed description of the related work processes will be given
later. ' o

Before the beginning of the POLITeam-project, employees of the state
government were only partly equipped with computers. Network-PCs were
mainly used by typists and secretaries. Thus, the SRB had no I T-department on its
own, the IT-department associated with the SRB belonged to the State
Chancellery in the state's capital, 700 kilometers away. When problems occurred
they asked the IT-support of another state's Representative Body in the same
building.

A groupware application based on LINKWORKS™ by Digital was introduced in
the government administration of the state and its SRB in the federa capital
Bonn. The functionality of the system offered support for shared workspaces,
electronic circulation folders, email including electronic document transport "and
related basic awareness services. The groupware based on a client/server,
architecture. An application programming interface alowed extensions of the
groupware system. '

The POLITeam project was a cooperative software development project in
which the applying organizations required technical support for distributed
cooperation. We developed the groupware application evolutionary according to
the users' requirements. After the project was established in summer 1994, it
started with a series of semi-structured interviews with nearly al potential users
to learn about their work practice. The interviews resulted in textual scenarios
describing typical work processes. Following this we tailored the LINKWORKS
application according to the requirements found, and presented it to the users of
the different organizational units in training workshops. By the end of 1994 the
system was introduced. During the introduction phase users have been supported
with daily site visits. Over the following four years of usage' project members
visited the different sites twice a month for a full day to provide individual
support by visiting every user briefly. A telephone hotline was offered to the
users. When necessary, we facilitated discussion groups in workshops where
mainly organizational problems were discussed. Once a year we conducted
interviews with selected users to ask about training and support, individual and
collaborative work with the system, cooperation and usage of information, search
facilities, awareness of others and conventions. The results presented in this paper
are based on acollection of transcripts from user interviews, site visits, telephone
hotline calls, and group discussions. Concerning POLITeam in theestate
government the authors were engaged in different roles: interviewer, facilitator of
discussion groups and provider of system support.

Most of the published POLITeam papers, which are related to organizational
aspects (eg. Mambrey et d 1996, Mark et al. 1997, Wulf 1997, Prinz et al. 1998),
draw their cases from another application field: a federal ministry. As the
industrial partner of the POLITeam consortium guided the project in the state
government, originally less scientific attention was paid there.



