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Foreword

By infusing a wide portfolio of collaboration technology into its business model, Cisco’s U.S. and
Canada Sales Organization has broken new ground in the way we work together. The resulting
transformation of the workforce experience has measurably reduced travel costs, increased
productivity, and strengthened the capability of our sales team to work more intimately with
partners and customers.

This Cisco on Cisco case shares our collaboration story. We describe our business context, the
steps we have taken to think beyond the norm about collaboration technologies and management
practices, and the business results we have realized.

Our story is still in its early chapters. By sharing the impact we’ve seen thus far, we hope to provide
a roadmap for how organizations can utilize the power of technology-enabled collaboration to reap
similar benefits. Untapped opportunities to further drive transformation through collaboration
technologies are yet to be discovered on the road ahead. We look forward to continuing to write
this story, both for Cisco and for our customers and partners.

hode —

Donna L. Rhode
Vice President,
U.S. & Canada Sales Planning & Operations
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“It was time for us to
think differently about
how we work.”

— Rob Lloyd, Senior Vice

President, U.S., Canada and
Japan

Executive Summary

Signficant growth aspirations, and a desire to apply
creative solutions to improving the customer experience
and sales operations, led to a series of ideas that
transformed the way Cisco Sales works.

By improving collaboration, both internally and in its
dealings with customers and partners, Cisco was able to
redirect the skills and talents of its employees to more
productive purposes. When teams shifted their focus away
from low-value activities such as traveling and searching
for information, they were able to increase quality time
spent with customers and partners. Technology was a
critical part of the answer, of course, but equally important
were conscious changes in process, policy, and attitudes
that made rapid adoption of new ways of working together
possible.

The results were dramatic: air travel expenses fell by 37
percent between October 2006 and July 2008. Fewer trips
resulted in a reduction of more than 27 million cubic
meters of carbon emissions, not to mention the
repurposing of tens of thousands of working hours.
Indeed, targeted individuals increased their interaction

Summary Facts

Company Name

Cisco

Industry

High technology

Business Problems Faced

® Establish connected communities in
the face of geographic dispersion

® Increase the productivity of highly
qualified, highly paid resources

® |mprove the cost-effectiveness of
internal operations, particularly in light
of escalating travel expenses

Technologies Used
® Cisco TelePresence™ video

® Cisco® Unified Communications
portfolio

® Cisco WebEx® Connect
® Cisco WebEx

® Cisco Unified Video Advantage
(CUVA)

Results

® 37% reduction in air travel costs per
person

® 45% increase in expert interactions
(during test pilot)

® 27,136,509 m® of emissions saved,
equivalent to 11,461 cars off the road

with customers and coworkers by as much as 45 percent, while simultaneously reducing the hours
in their workweeks by 10 percent. The ability to achieve dramatic cost savings and increased
productivity highlights the intrinsic potential of technology-assisted collaboration. The results so far
have been phenomenal, but Cisco foresees even greater benefits ahead as it continues to broaden
and build more innovation into its collaborative technologies and practices.
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“Our field was buried
under a mountain of
information, yet we
were constantly
reinventing the wheel
to re-create
information, since there
was no systematic way
to collaborate across
the organization.”

—Doug Dennerline, Senior
Vice President,
Collaboration Software
Group

“My most highly skilled
specialists were
spending more time at
the airport than they
were spending with
customers.”

—Carl Wiese, Vice

President, Advanced
Technologies

Chapter 1

Changing the Way We Meet Customers’ Needs

To do its part to achieve the company’s overall goal of 12 to 17 percent annual growth, Cisco’s U.S.
and Canada (US&C) Sales Organization’s teams knew they needed to connect more effectively
with one another and with customers and partners. But to make these connections, US&C had to
address several fundamental business challenges.

First, the basic task of finding and delivering relevant expertise about Cisco’s growing portfolio of
robust product and service offerings required an ever-increasing amount of effort. Many in the
organization felt there was simply too much raw data and not enough relevant information on the
Cisco intranet, which hosts tens of millions of documents. At the same time, some of Cisco’s best
tacit knowledge was just that—silent—because it was stored on remote hard drives or in the minds
of talented individuals scattered about the company.

Moreover, known experts were stretched too thin to meet the demands for their time. The ever-
growing need for product, technical, and industry specialists—who, incidentally, are among Cisco’s
most highly qualified and paid employees—often caused long delays in communication. The need
to synchronize busy calendars over multiple geographies and time zones only exacerbated this
issue. In addition, specialists were spending 51 percent of their time on tactical tasks and only 30
percent on strategic priorities.1 With more than 10,000 daily transactions, the US&C Theater
needed to achieve far greater individual productivity to more efficiently deliver results for
customers.

Finally, there was the deeply ingrained conventional wisdom that face-to-face interaction was the
only way to truly connect with customers, partners, and colleagues. Not surprisingly, account
managers and experts spent a great deal of their time traveling, which contributed to a loss of
productive time during transit, too much time away from home and family, and ballooning travel
expenses (with per-person expenses growing as quickly as 25 percent year over yearz).
Customers also experienced this burden as they booked countless flights to San Jose to meet with
Cisco executives and specialists at headquarters. Under this model, it was projected that Cisco
would need to grow its ranks of specialists by more than 300 percent over the next four years3 to
meet growing customer demand.

There was a clear opportunity to innovate the business model. The time had come for the US&C
Sales Organization to pioneer a new way of working. The key to success would be to move quickly
to use the innovative new collaboration tools and technologies that Cisco itself was developing for
commercial sale.

Based on an analysis of specialist calendars and survey data. (Source: Specialist Optimization Access Results Pilot)
Based on per-person air travel and other T&E spending for Q206 vs. Q205. Year-to-year increases in FY06 ranged from 9
percent (Q4) to 25 percent (Q2). (Source: US&C Sales Operations)

Based on estimates for US&C Advanced Technology forecasted headcount needs for 2011 versus 2007. (Source: Delta
Team Analysis, as cited by SOAR Pilot Results)
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Chapter 2

“We have fundamentally

New Ways of Workin g transformed the way we operate as

. , . " an organization, and the results
Cisco US&C’s comprehensive ambition to transform
4 ) have been tremendous. The travel
collaboration®—to fundamentally change how people in )
. . ) savings alone would more than
the field work with others—was a multiyear endeavor. It

entailed not only upgrading technologies but also
establishing new operating norms that encourage more

justify all of our efforts, but the
benefits from increased productivity
and connectivity may be even more

frequent use of “virtual” interaction with colleagues, ,
valuable.

partners, and customers. In this chapter, we introduce
— Donna Rhode, Vice President, U.S. &

the different levels of collaboration that Cisco’s US&C ) .
Canada Sales Planning & Operations

organization addressed and examine how implementing
those changes has already yielded dramatic business results.

Levels of Collaboration

Collaboration in the business world typically falls into three categories. Intra-company within a
function is the most common form of collaboration. Corporations are already making investments to
reap the easy benefits of enhancing strictly internal work interaction within functions. Intra-company
cross-functional collaboration enables people to work directly with colleagues from other
organizational silos and locations. The political barriers to realizing cross-functional collaborations
are exacerbated by the practical fact that different operational entities within large companies often
have distinctive workflow practices and have made different technology choices. As such, there is
much room for improvement in this type of collaboration. Inter-company collaboration holds
perhaps the greatest and most exciting potential, because it can allow companies to work much
more closely with partners and customers on product development, solutions delivery, and supply-
chain management.

What Changed

In addressing its challenges, Cisco chose to focus, in parallel, on both intra- and inter-company
collaboration. This required fundamentally rethinking the specifics of how the company dealt with
customers and partners, right down to the person-to-person level. Many of those same
collaborative technologies and practices would also prove very useful in streamlining internal
operations and collaborations.

Interaction with Customers and Partners

Cisco enhanced its collaboration with customers and partners by creating more productive personal
interactions, facilitated by new ways of connecting over the network. Virtual meetings and online
self-serve resources enabled the salesforce to improve customer and partner relationships by
speeding the flow of information and building stronger, more enduring, and interactive connections.
The most visible result has been a shift in how people in the field spend their time. By reducing,
and in some cases eliminating, many low-value tasks, they have freed up time for more strategic
activities such as thinking about the business, spending time with customers and partners, and
connecting with team members.

Defined as person-to-person interaction (physical or virtual) between two or more people that enhances complex problem
solving and enables the sharing of tacit knowledge, experience, and context to work together toward a common goal.
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Use of technology helped realize Driving the transformation in external interactions was a comprehensive set of
results from initiatives and supporting technologies. The adoption of virtual interaction using web,

video, and unified communications technologies provided customers with faster,

- CiscoTelePresence more frequent access to Cisco executives, specialists, and account teams. For

L]

* Unified Communications

+ Cisco WebEx Meeting Center

* Cisco WebEx Connect

« Cisco Unified Video
Advantage personal video

* Directory 3.0

« Salesforce.com

* Sametime

example, virtual demonstrations transformed one-on-one interactions into meetings

between one specialist and dozens of customers, allowing customers’ needs to be
met while reducing the average specialist workweek. Expanded Cisco TelePresence
high-definition teleconferencing centers provided customers with enhanced access
to a high-quality briefing program and contributed to a 19 percent increase in the
number of customer briefings year over year.5 The Accelerated Collaboration with
Executives (ACE) program, which focused on connecting Cisco executive sponsors
with their global customers, increased connectivity with Cisco’s leading customers,
in part by taking advantage of the ability to have more frequent virtual interactions.

A parallel set of initiatives promoted virtual collaboration with partners. These
included the Virtual Quarterly Business Reviews and Virtual Services Refreshes that
augmented the traditional face-to-face meetings to update partners on the latest Cisco
developments. In addition, the Cisco Partner Space was launched, creating a virtual trade show
where partners can build “booths” and interact with Cisco, other partners, and even customers. All
of these efforts have contributed to increased connectivity and engagement with customers and
partners through a model that is fundamentally more sustainable and scalable.

Internal Operations

The new technologies and methods that did so much to improve collaboration with external entities
also helped employees work together more effectively and efficiently. For example, the
organization was able to decrease the amount of time spent on inefficient internal tasks and
redundant research efforts, and return those hours to the field to be spent more productively.
Moreover, the increased connectivity and new focus on improved information sharing and
community building fostered more interaction within the organization itself, which in turn ensured
more consistent messaging.

Collaboration Tools and Technologies

A number of critical tools and technologies enabled these changes. Web 2.0 tools such as wikis,
searchable profiles, and virtual web communities helped salespeople in the field quickly locate
subject matter experts and enabled account teams to share information more easily, thereby
improving collaboration across teams. Cisco US&C also deployed a comprehensive suite of
multimedia conferencing tools that encompassed the latest capabilities in shared audio, video, and
web access, all of which facilitated virtual face-to-face conversations that in turn reduced travel and
resulted in more and higher-quality field interaction.

Increase in the total number of customer briefings held in the US & Canada theater for Q1-Q3 FY08 versus Q1-Q3 FY07.
(Source: US&C Sales Operations)
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Examples of travel cost savings

« A Z-day, 150-attendee
guarterly sales meeting is
nowy 3 ¥ day virual
meeting, saving $200,000
every quarter

* The hi-annual, 56-
attender Sales Planning &
Cperations team "all-
hands"meeting has heen
virtualized, saving $82 000
annually

* Virtual interviews ofsales

associate candidates

generated §25, 000 in

savings —for just 200

intemies

The same multimedia conferencing infrastructure also made it easier to provide virtual training

sessions and internal broadcasts to convey important messages (such as product launches) in a

more vivid way to engage the attention of busy people
in the field. The easy availability of virtual interaction
also encouraged sub-specialization, which was not
possible in a world constrained by physical
relationships that resulted in general expertise being
duplicated in every city. Sub-specialization provides
deeper expertise and more meaningful engagement
with customers and partners. The flexibility and
versatility of all these tools has allowed Cisco to avoid
a “one size fits all” approach to virtual collaboration by
implementing guidelines that match the most
appropriate tool(s) to the nature of the interaction.

Key Business Results Realized

Cisco US&C'’s efforts to improve collaboration created
substantial measurable value by simultaneously
lowering costs and increasing effectiveness. More
sophisticated collaboration also allowed Cisco to
achieve closer relationships with its customers and
partners by enabling more frequent interaction. That
in turn enhanced the company’s
ability to be more responsive in
meeting their needs. The overall
impact was impressive, as shown in
the “success dashboard” at right.®

The business value generated by
collaboration centered on four key
factors: increased productivity,
greater customer and employee
engagement, continuous
innovation, and stronger
environmental citizenship.

Productivity Increased Markedly

Optimization Access & Results).

sSuccess
dashboard

Productivity
T 2204 Specialist productivity
i, 37% Air travel expense

$118 million- Savings from travel
236 million avoidance

$55 million  Savings from
productivity gains

‘..‘;%

Customer and talent
engagement

1 4504 Expertlinteractions with
customers and partners

84% !:ield citing positive |
impact|of technologies

78% Employees reporting
increased productivity and
improved lifestyle

4.7

Environmental citizenship

{ 27,136,509 m?

in carbon emission

farc & green
tomorro

Reduced travel costs created some of the most dramatic productivity changes,

with total Cisco savings related to travel avoidance estimated at $118 to $237
million since October 2006.” Over that same time period, Cisco’s per-person air
travel costs in the United States and Canada dropped by 37 percent.8 In terms of
absolute dollars spent, total costs were below the October 2006 starting level,

Results of programs ranging from company-wide rollouts (Cisco TelePresence) to pilots for specific geographies (Specialist

As of August 18, 2008, savings were estimated at $118 million based on four participants avoiding travel per meeting, $236

million estimate based on eight participants. (Source: Rami Mazid, Cisco Emerging Technology IT)

(Source: Cisco Sales Finance)

Comparison of per-person travel expenses for the quarter ending July 25, 2008 versus the quarter ending October 27, 2006.
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“My blood pressure
was a standing 135/90
forever and now
because | can squeeze
in regular workouts 3 to
4 times per week . . .
my blood pressure is
better than 120/80.
That's work-life
balance at its best!”

— Channels Product Sales
Specialist

despite the fact that the United States and Canada theater headcount increased by 12 percent over
this time period.9 The organization also generated savings of $3.6 million each quarter in
telecommunications toll charges alone by using Cisco’s own Unified Communications solution,
which includes the Cisco WebEx ' online collaboration platform.

Collaboration technologies, of which Cisco TelePresence is an integral part, drove productivity
improvements that resulted in savings of $55 million.”" The Specialist Optimization Access Results
(SOAR) Canada pilot program, which systematically used this technology, increased virtual
interaction and demonstrations and offloaded low-value activities, boosting field sales productivity
by 22 percen’[.12 Virtual specialists in the SOAR pilot project spent 16 percent less time on low-
value tasks than the average product sales specialist.13 Customers were invited to high-quality
interactive web-enabled sessions that simultaneously reached twenty to thirty customers with
minimal cost and maximum efficiency—a strong contrast to costly traditional face-to-face sessions.

The overall productivity of the organization increased significantly as multiple collaborative
technologies were deployed more widely. Cisco TelePresence usage became widespread, with
100 TelePresence rooms across the United States and Canada hosting more than 80,000
meetings.14 The use of Cisco WebEx online conferencing also grew rapidly. The number of unique
WebEXx users skyrocketed, growing at a monthly rate of 25 percent,15 and the volume of WebEx
meetings rose even faster, growing by 30 percent per month to reach a total of 83,000 meetings by
March 2008."° As online meetings became more common, they also became more effective,
thanks to the identification and sharing of best practices and the development of new features. For
instance, presenters were able to get instantaneous feedback by polling online viewers.
Participants used instant messaging to communicate with each other and presenters in real time,
often sparking energized discussions that otherwise would not have occurred.

Video sharing also became a popular tool. Cisco uploaded 6,198 new videos to its own C-Vision
site (a corporate version of YouTube), and CiscoTV Live experienced more than 106,000 internal
views and more than 13,000 external ones. This growth in usage helped spread consistent
messages and provided a regular context for business decisions as well as specific product
information.

Just as importantly, the increase in digital collaboration extended well beyond the walls of Cisco. In
the SOAR “Virtual Expert” pilot project initiated in Canada, interaction between Cisco experts,
customers, and partners increased by 45 percent within just two months." Virtual specialists in one
pilot had 4.3 additional exchanges per week with external customers—almost 40 percent more than
average. '® Customer and partner feedback indicated that not only was the frequency of interaction
higher, but its effectiveness was greater as well.

Comparison of total air travel expenses and U.S. & Canada headcount for the quarter ending July 25, 2008 versus the
quarter ending October 27, 2006. (Source: Cisco Sales Finance)

% Source: Bailey Szeto, Cisco manager of strategy and architecture for communication and collaboration, as cited in the article

“Cisco Reaps Rewards of Synergy with WebEx.”

As of August 18, 2008, based on a conservative number of participants who avoid travel (four), the number of unproductive

hours per participant per trip (four), the total number of trips avoided, and average Cisco hourly rate. (Source: Rami Mazid,

Cisco Emerging Technology IT)

As of August 18, 2008. (Source: Rami Mazid, Cisco Emerging Technology IT)

Based on a time study of virtual specialist time and survey results compared to baseline data of US&C specialists. (Source:

SOAR Commercial Virtual Specialists Results)

" As of August 18, 2008. (Source: Rami Mazid, Cisco Emerging Technology IT)

'® As measured from July 2007 through March 2008. (Source: US&C Sales Operations)

'® As measured from July 2007 through March 2008. (Source: US&C Sales Operations)

"7 Measurement of total external interactions from March 17 to April 30 (post SOAR) compared to a September through
November 2007 baseline. (Source: SOAR Pilot Results)

'® Measurement of total external interactions based on survey data and activity-tracking reports for Commercial Virtual
Specialists versus all other Commercial PSS. (Source: SOAR Commercial Virtual Specialists Results)

1"

12
13
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Customer, Partner, and Employee Engagement Improved

As field sales personnel became more effective collaborators, they became more effective
salespeople. Eighty-four percent of those in the field surveyed said they were better able to sell
solutions (such as unified communications), citing “positive or outstanding impact” based on
deployment of Cisco’s latest technologies internally. In the SOAR “Virtual Expert” pilot, partners
receiving virtual help rated their satisfaction at 4.7 out of 5—the same score customers gave to
virtual demonstrations in the SOAR Canada pilot. These scores reflected the fact that more senior
experts were available online to perform the demonstrations, and customers appreciated the
flexibility and predictability that virtual interaction allowed. As Cisco account managers and systems
engineers received positive feedback from their customers, any initial reluctance to use virtual
meetings evaporated.

The SOAR Canada pilot also received average user satisfaction ratings of 4.93 out of 5'° and
reduced attrition of specialists by reducing travel requirements. At the same time that the new
model increased the amount of interaction and overall productivity, it decreased the average
specialist workweek by 10 percent. Better quality of life for employees is, in fact, one of the primary
benefits of many technological improvements that increase collaboration.

Continuous Innovation Became the Norm

One big benefit of becoming better collaborators is that salespeople promoted and suggested their
own improvements for collaboration technologies that they used daily and found especially useful.
For example, NEW (Network Enhanced Workspace), a network that runs the latest Cisco Unified
Communications technologies, provided the field with firsthand experience of the benefits of each
product that Cisco sells. Account managers used this information to hone their skills, compete more
effectively, and have a direct channel to provide feedback to the product organization to yield
further innovation. Web 2.0 tools such as online forums and wikis enabled broader sharing of best
practices and the co-creation of new knowledge and expertise.

An Important Social Benefit: Being a Good Environmental Citizen

Traveling less not only gave everyone more time to use more productively, it also significantly
shrank Cisco’s carbon footprint. As of August 2008, Cisco TelePresence helped reduce Cisco’s
carbon footprint by over 27 million cubic meters—the equivalent of removing 11,461 cars from the
road.? The SOAR Canada pilot alone reduced carbon dioxide emissions by over 170 metric tons.
Cisco CEO John Chambers has committed to a company-wide 25 percent decrease in carbon
footprint by 2012, and a large part of that reduction will come from the organization’s ability to use
its own technologies to engage in better collaborative practices.

"% Measurement of user satisfaction with virtual help offerings. (Source: SOAR Pilot Results)
2 Asof August 18, 2008. (Source: Rami Mazid, Cisco Emerging Technology IT)
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Chapter 3

The Innovation Journey

Cisco recognized from the beginning that it would take several years to fully transform collaboration
across its sales organization. The company also realized that it had to create a technological
infrastructure to support collaboration and then adapt its business practices. To achieve its full
potential, Cisco had to both effectively manage the changes and enable the collaboration
technologies.

Collaboration Journey

Sustain and

Scale to unlock perpetually

Build foundation to business impact innovate to unlock

unlock participatio growth and
strategic advantage

Cisco’s continuing journey comprises three overlapping phases that build on each other:

¢ Phase 1: Build the foundation to unlock participation

This phase began in the latter half of FY06, when Cisco identified the organizational
challenges outlined in the previous chapters and created specific collaboration initiatives to
span across the entire US&C Theater. This was one aspect of an initiative called “Scale the
Power of Cisco,” with the intent of increasing productivity, reducing expenses, and creating
more interaction through the use of collaboration tools, particularly video. Early emphasis
was placed on building infrastructure, training, and performing pilots in a variety of business
settings. Cross-functional relationships between groups such as IT, WPR,?' and WWSE??
were essential to ensure buy-in, support, and continued progress. Also in this phase, the
Cisco Interactive Network became a corporate program, delivering technical and business
sessions to thousands of customers and partners.

e Phase 2: Scale to unlock business impact

Phase 2, which began in late FY07, captured more results by broadening the application
and adoption of the tools and technologies. Key initiatives such as SOAR and other high-
powered applications supported by the infrastructure built in phase 1 were rolled out. Cisco
also introduced the next wave of technology tools and innovations (e.g. Web 2.0).

e Phase 3: Sustain and perpetually innovate to unlock growth

Starting in FY09 and continuing into the future, Cisco will expand innovations, monitor
progress, and integrate tools and technologies into cohesive solutions for itself and its
customers and partners.

% Workplace Resources
22 Worldwide Sales Enablement
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Two key elements facilitated the program’s success: technology enablement and effective change
management.

Technology Enablement

Cisco US&C deployed a comprehensive set of solutions, including the company’s latest
collaboration technologies that take advantage of Cisco’s upgraded infrastructure and integrated
with existing investments and tools:

Customer- and partner-facing solutions enabled field sales to create stronger, more productive
customer and partner relationships that benefited both sides. The offerings started with Cisco
TelePresence, where the “Have a Meeting on Us” initiative allowed customers to try out the
technology in Cisco’s own offices. Other virtual sessions included video-based expert meetings
with customers, the TelePresence Center’s virtual briefing program for customers, and the weekly
Cisco Interactive Technology workshops and demonstrations. The latter received a customer
satisfaction score of 4.8 out of 5. In addition, Cisco provided increased on-demand resources (such
as knowledge wikis with FAQs and first-level live help from rapid response teams).

Internal productivity solutions helped increase field effectiveness and efficiency. A variety of tools
made accessing information and expertise easier. One of the first technologies to be introduced
was the Cisco Unified Video Advantage (CUVA) desktop video solution. Thousands of units were
rolled out to help ensure that internal communications consisted of “face-to-face” video interaction
whenever possible. The Specialist Virtual Community created a Cisco WebEx Connect “web
universe” with discussions, links, competitor information, and other resources. The Expert Locator,
integrated with Directory 3.0,

Collaboration-enabling Technologies

generated an automated map and
mashup with presence information. A _ '

reference database, when integrated m G @ ﬂ
with Salesforce.com, showed . P
referenceable customers by location.
Finally, competitive wikis, virtual

trainings, and PLUG (Product Launch
Update Gig)—broadcast monthly and

then converted to video on demand
. Bookmarking
(VoD)—provided more resources to

more employees in more locations

without significantly increasing costs.

Another field initiative was the WAN, Cisco Unified Meeting Place, Cisco Unified
o Video Advantage, Enhanced Audio Video, Cisco
Enhanced Audio Video (EAV) room WebEx. and Cizco TeloP <

deployment. It recreated, in the field
sales offices, the experience of high-end dedicated video facilities by utilizing advanced audio video
systems and special lighting. In doing so, customers and partners could use the immersive video
conferencing facilities to reduce their own travel time and carbon footprints.

A robust infrastructure laid the foundation for the rollout of these key collaborative technologies.
Even the process of building this infrastructure was an exercise in using collaborative technologies.
Teams collaborated with WPR to ensure that videoconferencing was part of any room
refurbishment or move. Network upgrades enabled many of the tools and technologies necessary
for collaboration. The entire process made heavy use of Cisco technologies such as Cisco Unified
Communications, Cisco WebEXx, Cisco Unified Video Advantage, Cisco TelePresence. Directory
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3.0. Blogs and vblogs were also used, as were third-party tools such as Salesforce.com, and
Sametime.

With all the technology in place, sales employees are now better positioned to build customer
solutions and relationships in the drive to meet revenue goals.

Change Management—New Policies, Processes, Governance, and Accountability

Cisco knew it had to adopt a holistic set of policy, process, and governance changes before it could
achieve the level of collaboration it desired. These changes focused on six areas: (1) well-defined,
widely communicated initiatives with clear governance; (2) strong role modeling and reinforcement
on the part of the leadership; (3) encouragement of key early adopters and grassroots efforts; (4)
coordinated training initiatives at multiple levels; (5) specific policy changes to encourage usage;
and (6) measurement, accountability, and incentives for results.

Well-defined initiatives, clear ongoing communications, and governance kept programs focused
and on track. Clear cross-functional owners and regular communication motivated salespeople,
enabled the adoption of technology, and started to transform the way Cisco and its customers
worked together. The creation of boards and councils expanded the number of individuals involved
in strategic decision making, ensuring that all aspects of the organization had a stake in the
collaborative process. They also helped promote specific initiatives such as the Scale the Power
program, which made video-based interaction within and between the field, customers, and
partners possible anytime and anywhere, and SOAR, which increased specialist productivity and
made use of collaboration tools.

Role modeling and reinforcement by the leadership provided the impetus that kept the entire
program moving forward, reinforced its goals and behaviors, and broke through old mindsets.
Senior leaders were some of the first to hold critical meetings virtually—and in doing so they
demonstrated that virtual interaction was not only acceptable, it was expected. They made the
collaboration program’s action plan and progress a regular part of all sales leaders’ monthly
meetings. Early in the process, many senior leaders created blogs and vblogs, using them to
engage a large group of people in order to spur creative energy and often to tap into the collective
wisdom to make better business decisions. Finally, their strong messaging and visible support for
the effort continually emphasized its importance and relevance to all levels of Cisco.

Encouraging early adopters and grassroots efforts helped build the foundation for later, broader
collaboration and technology applications. By targeting people who have a natural affinity for a
technology, Cisco quickly created momentum. Such early adopters became evangelists who
publicized the technology’s benefits and persuaded others to use it. Specific programs included the
WebEx Connect Early Adopters Program (EAP), which enlisted 4,000 field representatives from
around the world to pilot WebEx Connect and recruited specialists who tend to experiment with and
adopt new technologies.

Grassroots efforts helped increase initial participation and extend programs to broader
communities. By having the field provide input on their locations’ and groups’ priorities for
technology investments, Cisco helped build excitement and increase the likelihood of technology
adoption. Keeping a constant eye out for successful small-scale efforts enabled the company to
recognize and, when appropriate, extend successful initial efforts to the broader field (for example,
video-based communication in a single region, and early Commercial customer wikis that were
later used across US&C).
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An example of catalyzing grassroots support was to involve administrative assistants. By providing
comprehensive training for them, US&C was able to increase buy-in of collaborative technologies
across the sales organization. Not only did the assistants become more conversant with the
technology, they also were more likely to encourage and help others use the collaborative tools.

Coordinated training helped Cisco develop required capabilities quickly and cost-effectively. These
courses and workshops covered not only how to use technology and tools, but how to use them
effectively. Coordination with the Worldwide Sales Enablement team, which develops and conducts
sales training, ensured that the rollouts were well executed and that they complemented other
efforts, rather than conflicting with them. As has been mentioned, special efforts were made to
provide early access to technology and the necessary education for executives and administrative
assistants, whose adoption is crucial to the widespread use of tools and technologies. This was
particularly critical for the rollout of Cisco WebEXx.

Collateral materials were developed for those who wanted to use self-paced training. For example,
a Collaboration Guide was created to provide a brief overview of Cisco’s collaboration technologies
and tools. The guide offers brief descriptions of the types of virtual meetings such as sales calls,
briefings, seminars, and broadcasts, and recommends Cisco technology options for each. It also
provides key information on collaborative technologies including RSS, blogs, discussion forums,
wikis, and podcasts, and helps to save time by providing a robust set of definitions of collaboration
buzzwords and a centralized source of links to related information for employees.

Policy changes to promote usage encouraged adoption and increased the technology’s
effectiveness. Travel was one of the first areas Cisco addressed. It rewrote its travel policies,
providing clear rules on when travel is necessary for a meeting and when Cisco TelePresence,
WebEX, or another vehicle is appropriate. The basic guideline stated that face-to-face internal
meetings were to be held by exception only. To ensure adherence to these new policies, all levels
of the sales organization, from regional managers to vice presidents, received travel and
discretionary expense targets. The sales operations and sales finance teams collaborated with
each other and administered these changes. Specialist deployment policies also shifted.
Specialists and teams were virtually aligned and supported by virtual subspecialists (for example,
experts in particular applications such as retail), helping specialists focus more on high-value
activities and, by working with just a few teams, develop even higher levels of expertise.

Strong measures, accountability, and incentives motivated performance and established clear
consequences for both success and failure. For example, monthly reports highlighted potential cost
savings for all meetings and events that could be held virtually, helping Cisco avoid unnecessary
expenditures. Senior management reviewed detailed reports that ranked organizations by their
expense levels, actively following up with “top spenders.” Finally, targets for travel expense
reductions made up a significant part of sales incentive bonuses—up to 40 percent for area vice
presidents.

As these examples illustrate, change management is crucial for the adoption and success of
collaboration. Without it, people rarely adopt, much less sustain, new behaviors, preventing
companies from capturing the benefits of their investments. Because Cisco recognized the
importance of change management and folded it into its initiatives, the company captured its
desired results, and anticipates even greater returns as improved collaboration becomes just a part
of day-to-day business.
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Chapter 4

The Way Forward

Cisco’s US&C Sales Organization has used many of the new network technologies that the
company itself helped popularize to unleash the power of collaboration and fundamentally change
the way it works. Already, it can see measurable results in the form of higher productivity, lower
costs, and a more connected, engaged, and energetic workforce.

While the results have been tremendous, the potential for the future is even greater. Going forward,
one of Cisco’s top priorities will be to proactively scale up early pilot successes, such as the
Specialist Optimization Access Results effort in Canada, across the entire Theater, to ensure that
these new collaborative ways of working become mainstream, and that improved productivity will
spread throughout the organization. Over time, with the continued emphasis on Web 2.0
approaches, the growing set of collaborative tools will evolve and broaden into a cohesive platform
that employees will find simple to use and access. Cisco will also continue to invest in improving
collaboration across company boundaries, including expanding the use of Cisco TelePresence,
WebEXx, and other virtual meeting technologies to foster deeper connections with partners and
customers.

By continuously innovating through the use of collaborative technologies and practices, Cisco’s
US&C Sales Organization will empower its employees, incorporate the ideas and insights from
even more minds into critical decision making, and realize the impact of improved collaboration at
every level of every activity. Ultimately, US&C will become the very model of a global networked
sales organization that can respond anywhere, anytime to any customer need.
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This case study highlights the potential that can be realized by unleashing better collaboration
within customer solution and co-development.

Figure 1.  Five critical business areas for enterprise collaboration
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Other industries and processes where this case is applicable

o Companies with large, geographically dispersed sales forces (in any industry)

e Processes dependent on knowledge workers, particularly where subject-matter
expertise tends to be tacit and difficult to locate

e Processes of any kind that require complex problem solving, sharing of best practices,
and constant communication

e Functions and activities for which in-person communication is the norm, creating
extensive demand for employee travel
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