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Programme
Introduction
•  Lieven Eeckelaert (Flanders Synergy)

NWoW from an STS perspective
•  Merijn Zee (Ulbo de Sitter Kennisinstituut; Bridgehead)
•  Betsy Merck (STS Roundtable; Merck Consulting)

Case: Equicoaching (Raf Sempels)

Conclusion
•  Lieven Eeckelaert (Flanders Synergy)

Time & place independent 
work, from an STS perspective"
"
Merijn Zee!
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An innovative 
workplace is  
not a place of 

innovation	  
Hank	  Kune,	  director	  of	  educore	  	  

Walls do not create borders 
removing walls do not create 
teams 

2004  2008 
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An organization is a socio-technical system:  
the design of the “organizational temple”  

needs to be in balance and starts with structure 
(design rules) 
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Change from a 
Complex Organization 
with Simple Jobs to a 
Simple Organization 
with Complex Jobs 


Change form 
economies of scale to 
economies of flow
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Integrated 
Systematic 
Project based 
Formal processes 
Standards 
Methods 

Collaborative 
Multidisciplinary 
Knowledge Intensive 
Creative 
Improvise 
Team effort 

Routine 
Procedures 
Automated 
Short cycles 
Easy low skills 
 

Expert 
Monodisciplinairy 
Knowledge intensive 
Specialized 
Personal 

Team 

Individual 

Simple jobs  Complex jobs 

conceptions 

1.  Most organizations are classic functional differentiated hierarchical structures 
(complex organizations with simple jobs). NWoW does not change this. On the 
contrary: it may lead to even more task specialization and more bureaucracy. 
NWoW thrives in and is driving bureaucracy. 

2.  Giving people more freedom to plan their activities across time and place does not 
make them (more effective) team-players. Effective teams just as workplaces 
needs careful design.  

 Great places to work & places that work great are a matter of an integrated 
design approach. 
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Random unity of 
Time & place 
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The pattern 
in the 
activities of  
the individual 
doing a job 

+STS 

NWOW 
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+Team 

Individual 

  

The classic office 
  

New ways of working 
(Activity based Flex office) 

Socio technical 
team activity based 

workspace 

Socio technical 
distributed 

team workspace  
physical and virtual 

Func%on	  hierarchical	  interac%on	  model	  

Network	  interac%on	  model	  

Physical 
Face 2 Face 

(unity of time, 
place & action) 

Virtual 
Digital 

(random unity  
of time, place & action) 

Conclusion and handover to Betsy Merck 

1.  NWOW should focus on the re-design for rich collaboration in teams with complex 
in stead off ever more individual and simplified (expert) jobs. 
(traditional focus of MST). 

2.  This re-design requires both physical and virtual binding in and of teams. 

+ 
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Time & place independent 
work, from an STS perspective"
"
Betsy Merck

What Are We Trying to Understand? 

Key Questions 

�  How can we best coordinate 
work and knowledge across 
time and space? 

�  What are the most appropriate 
coordinating mechanisms that 
enable effective knowledge 
sharing and learning in key 
deliberations at different stages 
in the R&D continuum? 

Key Premise  

�  The nature of deliberations    
(i.e., key ‘choice points’) and the 
Coordinating Mechanisms 
required to effectively manage 
them will vary based on the level 
of Task Uncertainty and degree 
of equivocality/ ambiguity at 
different points along the R&D 
continuum. 

VOSS: B. Merck, B. Painter, P. Posey 



9	  

HIGH Uncertainty LOWER Uncertainty 

‘Orchid’	  Project	   ‘Uniform	  Data	  Set’	  Project	   ‘Large	  Video	  Game’	  Project	  

Pure	  Research	  
Work	  
	  
	  
	  
	  
	  
	  
	  
	  
	  

DON’T	  KNOW	  	  
HOW	  	  

to	  carry	  out	  the	  
research	  

	  

Applied	  
Research	  Work	  	  

	  
	  
	  
	  
	  
	  
	  
	  
	  

KNOW	  
	  HOW	  	  

to	  carry	  out	  the	  
research	  

	  

Exploratory	  
Development	  

Work	  
	  
	  
	  
	  
	  
	  
	  
	  
	  

DON’T	  KNOW	  
	  HOW	  

	  to	  achieve	  it	  

Advanced	  
Development	  

Work	  
	  
	  
	  
	  
	  
	  
	  
	  

DON’T	  KNOW	  	  
HOW	  	  

IN	  DETAIL	  	  
to	  achieve	  it	  

Start-‐Up	  	  	  
	  (pilot	  plants,	  	  
beta	  tesDng)	  
Development	  

Work	  
	  
	  
	  
	  
	  
	  

KNOW	  	  
HOW	  	  

CONCEPTUALLY	  
to	  achieve	  it	  	  

Scale-‐Up	  	  
(volume	  &	  costs)	  
Development	  

Work	  
	  
	  
	  
	  
	  
	  
	  

KNOW	  	  
HOW	  

OPERATIONALLY	  
to	  achieve	  it	  
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Six Stage Continuum of the Innovation Process 

DON’T	  KNOW	  

	  WHAT	  	  

we	  are	  
looking	  for	  

DON’T	  KNOW	  	  

WHAT	  

(i.e.	  end	  state	  
or	  objecDve)	  

KNOW	  

	  WHAT	  	  

KNOW	  

	  WHAT	  	  

KNOW	  

	  WHAT	  	  

KNOW	  

	  WHAT	  	  

Adapted by Carolyn Ordowich, STS Associates, Inc. from Andrew C. Revkin, R2-D2 and Other Lessons From Bell Labs, New York Times, Dot Earth Blog, December 12, 2008 
& Eddie Obeng, Putting Strategy To Work, 1996, Financial Times Pearson Publishing. 

VOSS: B. Merck, B. Painter, P. Posey 

What are Key Conversations/Deliberations?  

�  Key Conversations (also called 
deliberations) are patterns of 
exchange and communication 
in which people engage with 
themselves or others to 
reduce the equivocality of a 
problematic issue 

�  The salient elements of a 
deliberation include the …  
¡  Topics or problematic issues 

facing the social entity about 
which people reflect and 
communicate 

¡  Forums in which they occur 
which may be structured,     
semi-structured, unstructured  
or ad hoc 

¡  Participants - both those who 
are currently involved and those 
who ideally should be involved 
in the deliberation 

VOSS: B. Merck, B. Painter, P. Posey 
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VOSS:  B. Merck, B. Painter, P. Posey           November 21, 2014       

Knowledge Development Barriers* that can 
Negatively Impact Deliberations 

�  Knowledge Sharing and 
Planning barriers 
¡  Lack of cooperation, conflicting 

priorities, and/or lack of 
planning, unrealistic time-
frames 

●  Knowledge Frame of 
Reference barriers 
¡  Language and cultural 

differences, diverse work 
practices, tacit knowledge that is 
implicit and unshared  

�  Knowledge Retention 
and Procedural barriers 
¡  Lack of documentation, unclear 

procedures, diffused 
responsibilities, lack of external 
consulting, and thus, not 
utilizing existing knowledge 

�  Knowledge Acquisition 
barriers 
¡  Lack of available information 

and/or knowledge required for 
decision-making or doing the 
task. 

* The Influence of Deliberations on Learning in New Product 
Teams, R. Purser et al., Journal of Engineering & Technology 
Management, 1992. 

VOSS: B. Merck, B. Painter, P. Posey 

VOSS:  B. Merck, B. Painter, P. Posey           November 21, 2014       

COORDINATION  
Across the R&D Innovation Continuum  

R1 D4 

Drive Problem Solving 
Shape  and 
Reinforce 

Converge Convey 

Standardization 
Rules Based 

Mutual 
Adjustment 

Peer-to-Peer Hierarchical 

Exploration Prescriptive 

Uncertainty 

Mystery Heuristic Algorithm 

Certainty 

R1# D4#

Standards#
Rule##
Based#

Informal#
Mutual#

Adjustment#

Peer$to$Peer' Hierarchical'

Explora1on' Prescrip1ve'

HIGH'
Uncertainty'

LOWER'
Uncertainty'

Formal#
Mutual#

Adjustment#

Plans##
Result#
Based#

VOSS: B. Merck, B. Painter, P. Posey 
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Case: Equicoaching"
"
Raf Sempels (Equicoaching; Viisiteam)!
!


Conclusion"
"
Lieven Eeckelaert
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“True self organization 
does not exist!
!
Any form of productive collaboration 
needs some degree of organization 

MACRO	  
STRUC-‐
TURES	  

VISIE	  VISION	   PROCESSES	  

LEADER-‐
SHIP	  

TEAM	  

INDIVIDUAL	  
&	  

CULTURE	  

MICRO	  
STRUC-‐
TURES	  

SYSTEMS	  

Workplace Innovation Roadmap

Mobilizing 
people

Structuring 
the organization
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1. Scenario

2. Context

3. Actors

4. Action

Mobilizing
people

Structuring
the organization

MACRO	  
STRUC-‐
TURES	  

VISIE	  VISION	   PROCES-‐
SES	  

LEADER-‐
SHIP	  

TEAM	  

INDIVIDUAL	  
&	  

CULTURE	  

MICRO	  
STRUC-‐
TURES	  

SYSTEMS	  

1. Scenario

MACRO	  
STRUC-‐
TUUR	  

VISIE	  VISION	   PROCES-‐
SES	  

LEIDER-‐
SCHAP	  

TEAM	  

INDIVIDU	  
&	  

CULTUUR	  

MICRO	  
STRUC-‐
TUUR	  

SYSTE-‐
MEN	  

What makes this 
organization worth 

working for? 

What are the kind 
of things that need 

to get done 
around here? 
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2. Context

Who can we count 
on to take 

responsibility for 
what in our 

organization? 

How do we divide and 
share work in our 

organization? 

MACRO	  
STRUC-‐
TURES	  

VISIE	  VISIE	   PROCES-‐
SEN	  

LEADER-‐
SHIP	  

TEAM	  

INDIVIDU	  
&	  

CULTUUR	  

MICRO	  
STRUC-‐
TUUR	  

SYSTE-‐
MEN	  

3. Actors

MACRO	  
STRUC-‐
TUUR	  

VISIE	  VISIE	   PROCES-‐
SEN	  

LEIDER-‐
SCHAP	  

TEAM	  

INDIVIDU	  
&	  

CULTUUR	  

MICRO	  
STRUC-‐
TURES	  

SYSTE-‐
MEN	  

What are the roles and 
functions that need to be 

defined in our 
organization? 

How do we make sure that 
every member in this 

organization can rely on 
the talents of co-workers? 
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4. Action

MACRO	  
STRUC-‐
TUUR	  

VISIE	  VISIE	   PROCES-‐
SEN	  

LEIDER-‐
SCHAP	  

TEAM	  

INDIVIDUAL	  
&	  

CULTURE	  

MICRO	  
STRUC-‐
TUUR	  

SYSTEMS	  

What kind of 
behaviors and skills 

do we see as 
inherent to the 

membership of this 
organization? 

What artifacts and 
technologies need to be 

available for the 
organization and its 

members, customers and 
other stakeholders? 

“A problematic structure !
in the real world!
is even more problematic 
in a virtual world!
!
A bureaucracy without walls is still a 
bureaucracy
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Organzational stress test 

“ If you hire an architect to 
remodel your office for new 
ways of working, !
you should also hire an 
organizational architect to 
remodel your organization 
too.
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NWoW?

NWoO!
(New World of Organizing) 

www.flexwerkscan.be 
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www.flexwerkscan.be 

lieven.eeckelaert@flanderssynergy.be


