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Robotic welding machines working
on a Nissan auto assembly line.

Rallym
Strategies for
Collaboration and

Global Success

TALLYHDO

ANDREW SACKS

hiclesinapproximately 190 countries. To manage thatimpressive

I astyear, Nissan Motor Company sold more than three million ve-
feat, Nissan employed 120,000 people in major facilities through-

out Japan, Europe, North America, and elsewhere around the globe.

Butif you looked at Nissan in
the late ‘90s, you might not have
predicted its continued success
with such confidence. Because
the company—Ilike many others
of its size—had grown in part
through acquisition and had also
acquired a disparate range of
technologies. As a consequence,
different regions ran on different
operating systems and e-mail
systems, making collaboration
difficult.

“We were one company oper-
ating as different companies,”
says John Schaefer, technology
strategist, Nissan North America
(NNA). “We all did things our
own way. To schedule a meeting
or to share a document was ex-
tremely difficult.”

For example, executives and

engineers in Japan couldn’t easily
arrange teleconferences with
counterparts in the United States.
Scheduling meetings required a
flurry of e-mail messages while
differences in time zones caused
inevitable delays in scheduling.
And if conference rooms weren’t
available at the agreed upon
times, the process had to start
over again.

“Meetings took four times as
long to arrange as they should
have,” says Larry Berger, man-
ager, Computer Services, NNA.
“And because of the delays,
sometimes the meetings didn’t
happen atall.”

These delays weren’t justa
matter of inconvenience. By
making collaboration and deci-
sion-making more time >>




consuming and expensive, Nissan increased the
cost and time-to-market of new products at exactly
the moment it needed to increase its agility to beat
increasing global competition. Nissan’s average
time-to-market for new products was 24 months—
at the short end of the industry average, but still
not good enough for a company seeking to boost
revenues, profits, and a global reputation for
excellence.

"The challenges multiplied when Nissan execu-
tives traveled, mostly because they were at the
mercy of unreliable hotel
Internet connections. Security
systems designed to minimize
unauthorized access to corpo-
rate networks also made it dif-
ficult for the executives to ac-
cess network resources that
they needed to collaborate
fully with colleagues while
they were on the road.

Like Nissan, most global
companies will face similar
challenges, and an overriding
lesson will be learned: In order
to compete successfully in the
global marketplace, employ-
ees need to collaborate in
ways that bring better prod-
ucts to market more quickly and cost effectively.

TOSHIFUMI KITAMURA

T'he challenge isn’t limited to corporations.
Governments also face the strain of taming global
networks. For example, Switzerland maintains
3,000 PCs and 500 servers in 156 embassies and
consulates around the world. Managing that far-
flung network involved sending technicians
around the world to install, update, and trou-
bleshoot the computers. The Swiss estimated that
the direct expenses plus lost productivity added
up to $1.1 million per year in unnecessary costs.

It’s an irony that this technology—which has the
potential and the purpose to make our lives eas-
ier—actually makes the simple act of managing
communications quite complex and cumbersome.
Information workers must juggle e-mail, instant
messaging, Web and audio conferencing, desk
phones, mobile phones, PDAs, laptops, and more,
with multiple mailboxes on some of these devices.
But if traditional technologies have been road-
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blocks to meeting the goals of the global organiza-
tion, innovative collaboration technologies—many
already available and others anticipated to join
them over the next few years—are key to meeting
these goals in ways executives and officials may
never before have thought possible.

"This article examines the context in which
these new collaboration technologies must oper-
ate, the evolving nature of these technologies and
what they can deliver, and three important re-
quirements supporting them: mobile computing,
security, and streamlined I'T' management.

Global Trends

Communications are essential to the success of
any organization in today’s global business envi-
ronment. Accordingly, businesses are evaluating a
new generation of tools that will transform the
communications and collaboration experience in
the new world of work. These new tools accelerate
correspondence within businesses and among net-
work users, customers, and partners, thereby en-
hancing productivity. Any company or organiza-
tion seeking to leverage these technologies should
do so with the following trends in mind:

One World of Business—Political and economic
dynamics are forging a single global market in-
cluding workforce, customers, partners, and sup-
pliers. Collaboration across time zones, across or-
ganizations, and across firewalls is increasingly
common. Organizations are increasingly chal-
lenged to maintain the security and confidentiality
of their intellectual property in an environment
where collaboration technologies make that intel-
lectual property more accessible than ever before,
as well as a global workforce of mobile and at-
home employees.

Always On, Akoays Connected— 1'he challenges of
the “always on, always connected” world call for
converting information into insights; managing
time and staying focused on high priority tasks;
finding the right information and connecting with
the right people, and managing the balance be-
tween work and family life. These challenges are
magnified for the global corporation (on which the
sun never sets). Executives may have small daily
windows to connect with colleagues in different
countries. Likewise, with colleagues always work-
ing somewhere in the world, the information that
inundates the executive in a global organization >>
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Case Study: Bowne Global Solutions

Bowne Global Solutions (BGS), a profes-
sional services firm with 2,000 employees in
38 offices in 24 countries, had relied prima-
rily on e-mail for communication among em-
ployees and customers. But the inherent de-
lays in response were a drag on productivity,
and e-mail alone was insufficient to bring to-
gether worldwide virtual teams that needed
a real-time collaboration solution. Some BGS
employees used MSN Messenger for instant
messaging, but they could only use the serv-
ice with employees with whom they already
had contact—and there were risks in sharing
sensitive company information through a
public service.

To address these problems, BGS adopted
Microsoft Office Live Communications
Server 2005 and Microsoft Office
Communicator 2005, an enterprise instant
messaging and rich presence solution that
integrates presence and instant messaging
with productivity applications and other
communications systems, and provides the
option to maintain connectivity to public in-
stant messaging networks such as MSN, AOL
and Yahoo. Live Communications Server
(LCS) is a unified communications engine

that enables the integration of presence in-
formation with productivity and line-of-busi-
ness applications; Office Communicator is
the preferred instant messaging client for
LCS. Some of the solution’s capabilities in-
clude PC-based voice and video, VolP, and
enterprise telephony integration. With
Communicator installed on every desktop,
team members can connect to one another
more securely in real-time. BGS employees
are finding that enterprise directory-enabled
instant messaging reduces the amount of e-
mail or unnecessary voicemail traffic. Phone
calls made directly from Communicator pro-
vide high quality voice communications that
significantly reduce communication costs,
according to Lara Pasqualucci, director of
the company’s Latin American operations.
Because BGS's virtual teams span the
globe, team members benefit greatly from
the integration of Communicator with the
Microsoft Office Outlook 2003 messaging
and collaboration client and Microsoft
Exchange Server 2003. For example, employ-
ees can both see and show current availabil-
ity—and future availability, if appropriate—
within the context of an e-mail header, and

then simply click to call or launch an IM or
Web conferencing session. They can also be
alerted through a notification when a contact
becomes available, eliminating wasted time
checking back with unavailable colleagues.

“You can find out quickly if the person is
available,” says Oyvind Kaldestad, IT director
at BGS. “If he or she is available, you can eas-
ily instant message, have an audio conversa-
tion, or have a sharing and collaboration ses-
sion with that person.”

Plus, global workers have to update their
own presence status each time they become
available or unavailable. Thanks to
Communicator's integration with the calen-
dar in Outlook 2003, the software updates
an employee's status automatically. The
shared desktop features enable employees
to view the same documents and work to-
gether on projects without a flurry of mail-
box-clogging e-mails.

“Everyone can actually view the same
thing so everyone knows what the others are
talking about,” says Kaldestad. “Everyone
has the same experience. It's a significant im-
provement over how we used to do it with e-
mail and phone calls.”



has never been greater. New collaboration tech-
nologies must simplify rather than complicate, and
must automate many low-level tasks.

The Transparent Organization— 1'he systems that
make organizations more agile also make them
more accountable. Governments, markets and
consumers are demanding visibility into internal
processes to ensure that businesses are acting in
compliance with their legal, fiduciary, and public
responsibilities. Balancing compliance responsi-
bilities with confidentiality has already proven to
be a tricky and costly proposi-
tion. New technologies can
help by giving organizations
more granular control over the
collection, management, and
security of their internal data
in ways that are more effective
while being less burdensome
to the business.

NetGen Meets Baby Boom—
The “Net generation” has
lived its entire life in the digi-
tal age. They are rapid
adopters of new information
technology and are not only
comfortable, but expect to
work collaboratively with oth-
ers. E-mail, the Internet, real-
time interactive games, instant messaging, and
mobile devices are as natural today to the younger
generations of the global workforce as the tele-
phone, television, and ballpoint pen were to the
previous generation.

Given these trends, effective collaboration is re-
quired to enable people to create value within
their companies. Such collaboration is about keep-
ing everyone on the same page, making global
teams work effectively together 24/7 across de-
vices, work styles, and business processes. [t’s
about making data work for decision makers and
making that data available at the right time to the
right person in a secure way within, across, and
outside of the organization. It’s about capturing
the company’s and leaders’ knowledge and talent
to transfer best practices across the organization.
And it’s about leveraging customers and partners
in a coordinated fashion while keeping sensitive
information secure and meeting compliance and
other regulatory requirements.

JOHANNES SIMON
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Communication and Collaboration
Technologies to the Rescue

New technologies are helping address these
trends, with a focus on communication and collab-
oration, which can occur in real-time (synchro-
nous), non-real-time (asynchronous), or both.
Looking ahead to the next few years, there are op-
portunities for global organizations to maximize
employee and workgroup impact, connect effec-
tively with customers and partners worldwide, en-
able informed and timely decision-making, and
manage and protect information in the corporate
environment. "To do so, global organizations need
to develop infrastructures for both real-time and
non-real-time communications and collaboration.

B Real-time Communications and Collaboration

Unified communications will provide a single
point of entry to business communications, pro-
viding a consistent end-user and I'T' management
experience across voice and data applications and
devices. People should have a unified view of their
communication options, whether based on voice,
text, real-time or offline, with intuitive access to
tools like e-mail, instant messaging, telephony,
voice mail, Web or audio conferencing, or even
speech-to-text and machine translation. You might
listen to your e-mail or read your voice mail, de-
pending on the circumstances. Project notifica-
tions, meetings, business applications, contacts
and schedules should be accessible within a single
consistent view, whether you’re at your desk,
down the hall, on the road, or working at home.
Connecting employees, business partners and
customers in a seamless way has become para-
mount to responding to changes in the market-
place and meeting customers’ needs. More and
more, organizations are realizing that communica-
tion and collaboration tools centered around peo-
ple and business processes are critical components
in their overall strategies for keeping employees
productive and connected.

Bringing Voice over Internet protocol (VoIP)
into this seamlessly integrated environment cre-
ates some exciting scenarios for enhancing pro-
ductivity. Imagine attaching a document to a
voice call or voice mail. Imagine a phone call
about a particular e-mail thread showing up with
the subject line from that thread. Why shouldn’t
voice calls follow you and find you (or not) regard-
less of your current location or mode of communi-
cation, based on the priorities and rules you’ve es-



Managing the Global Infrastructure

As companies expand their global reach, they
also expand their I'T" infrastructure—and the
expense and headache of deploying, updating,
and troubleshooting that infrastructure. Asking
I'T" departments to increase that burden yet again
with additional infrastructures for communi-
cations and collaboration and mobile technolo-
gies may seem impractical. Happily, it’s not. A
range of innovations are making technology
infrastructures—and, in particular, collaboration
technologies—easier to manage. As a result,
implementing global collaboration solutions
becomes a net gain even to the I'T" department.
Such innovations, many of which are part of
Microsoft’s Dynamic Systems Initiative, include
automatic, remote software deployment, updates,
monitoring, and management with Windows
Server Automated Deployment Services,
Microsoft Systems Management Server 2003,
Software Update Services, and Microsoft
Operations Manager 2005.

Among communications and collaboration
technologies, the ability of Live Communications
Server to seamlessly integrate with Windows
Server System and take advantage of a company’s
existing active directory eliminates the need for
maintaining and synching separate directories.
New bandwidth technologies that reduce network
traffic and new, greater scalability in Exchange
Server 2003 make consolidation and centraliza-
tion of a communications infrastructure highly
practical—and fewer, more centrally located
servers are far easier and less expensive to main-
tain. As a company adopts and expands on a
strategy for mobile computing, the ability to ex-
ploit an existing exchange server infrastructure,
rather than adding an intermediary layer of mo-
bile computing servers, boosts cost effectiveness
even more.

Managing Collaboration at Nissan
For its collaboration solution, Nissan needed to
implement new and upgraded solutions in both its
server and desktop environments—and it took ad-
vantage of the management innovations now
available to do so in a highly cost effective way. For
example, rolling out a consolidated collaboration
infrastructure based on Exchange Server 2003
enabled Nissan to reduce the number of its e-mail
servers by half, from 36 to 18, in North America
alone. The number of major server locations has

also been consolidated from 11 to six in North
America. The use of multiple information stores
and clustering technology has increased reliability
and availability.

On the desktop side, Nissan deployed Microsoft
Office Professional Edition and Windows XP
Professional simultaneously in North America as
partof its collaboration effort. The software was
distributed to employees automatically on a com-
bined image. Systems Management Server was
used to distribute department applications that
were not on the base image.

“Systems Management Server worked extremely
well and saved us the cost of sending technicians
to every desktop, at the cost of $100 per visit,” says
Nissan’s Berger. “When you have 8,500 desktops
as we do in North America, that’s a significant
amount of money.”

Windows XP Professional has particular man-
agement benefits for Nissan and other global
companies. Nissan has reduced the number of
Windows XP desktop images it must support
from 48 to two. A key reason: The multilanguage
support in Windows XP and Office Professional
Edition 2003 eliminates the need for Nissan to
maintain separate versions of each image in each
language in which the company operates, includ-
ing English, French, Japanese, and Spanish.
Under Nissan’s earlier system, the Windows op-
erating system and Microsoft Office programs
would only run in the language of the underlying
image. In the new environment, any Nissan em-
ployee can log on to any Windows XP-based
computer in the network, anywhere in the world,
and select the preferred language in which to run
the system.

In addition to providing greater flexibility for
users, this multilanguage support vastly reduces
the administrative burden for the I'T staff, since
fewer desktop images mean fewer images to up-
date. Previously, it took 96 hours to manually up-
date each of the company’s 48 images—a time-
consuming, expensive process that meant many
images weren’t updated in a timely manner. The
two desktop images that Nissan maintains now
take only eight hours to update. With Systems
Management Server, these updates are deployed
automatically, without manual intervention.



Carlos Ghosn, CEO and pres-

ident of Japanese au- =

tomaker Nissan and French
automaker Renault, poses in
front of Nissan's concept car,
"GT-R PROTO" during the
preview for the 39th Tokyo
Motor Show 2005 on
October 19, 2005, in Chiba,
Japan. "GT-R PROTO" is ex-
pected to be launched

in 2007.
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Communications
and Collaboration:
The Bottom-line Benefits

Enhanced communication and increased col-
laboration are having a clear impact at Nissan.
"T'he company’s new tools make it easier for engi-
neers dispersed throughout the world to work to-
gether, so they collaborate more frequently and
effectively. As a result, they have been able to re-
duce complexity in the number of parts used in
Nissan vehicles. The company cut the number of
new parts 30 percent, from 20 to 14 per automo-
tive platform (an automotive platform is a group
of cars sharing a common parts infrastructure). It
cut the total number of parts by 50 percent. And it
cut the number of unique parts by 60 percent.
Fewer parts, in turn, contribute to faster time-to-
market for new vehicles.

For example, Nissan cites the design of a sin-
gle knob, which replaced three different knobs
designed previously by engineers in different
regions. By working together, engineers elimi-
nated the need for two additional design and
manufacturing processes and designed the sin-
gle knob to be used more broadly than the set of
knobs it replaced.

Nissan’s move to a new, consolidated technol-
ogy infrastructure, coupled with the greater collab-
oration enabled by that infrastructure, are con-
tributing to what the company says are savings of
atleast $135 million over the next few years. The
savings come from increased productivity of
Nissan’s staff, together with reduced expenses for
travel, printing, telephone, and outsourcing. And
Nissan expects the benefits to increase as it
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extends its new environment to Support con-
sumers in new ways, perhaps in the vehicles, per-
haps through the Web.

“This is a very strategic technology for us, and
we anticipate that we will be depending on it to
achieve great deliverables for our business,” says
Steve Mejia, senior manager, Information
Systems, at Nissan North America.

Many companies are experiencing similar bene-
fits. At Volvo, in a pilot deployment of Live
Communications Server, 150 employees saved an
estimated $587 each per month in improved effi-
ciency and reduced travel costs. Based on the data
from the pilot, Volvo projects its rollout to more
than 50,000 users will save the company more than
$29 million in the first year of use.

Global enterprises—and enterprises that aspire
to be global—are adopting frameworks for commu-
nications and collaboration that enable them to
take advantage of the technologies that are avail-
able today, and to integrate tomorrow’s technolo-
gies when they become available. In an increas-
ingly global marketplace, the design and
implementation of such frameworks will be an in-
creasingly important determinant of global success.
Businesses leaders should develop a broad per-
spective on the promise of communications and
collaboration technology and develop today’s infra-
structure with tomorrow’s possibilities in mind. |s|
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