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ABSTRACT

In today’s knowledge based economy information is a company’s most valuable 

resource. The technology industry in particular demands vast amounts of 

knowledge for innovation and development. Software development requires 

constant communication, exchange and collaboration. Although there is a 

variety of business collaboration and communication tools on the market, from a 

rather basic social intranet to a full-fledged digital workplace, most organization 

cannot manage to harvest their full potential and benefits for their business’s 

performance.    

By means of a case study carried out at an internationally operating Swedish 

game development studio this report aims to investigate what technological 

and cultural factors influence the result of an organization’s communication 

ecosystem. Based on the findings the goal is to better understand how to 

implement collaborative tools that add value to employees’ work with a focus on 

knowledge sharing.

A literature study to identify common factors that are intertwined with the success 

of an organization’s collaboration tools ecosystem was performed. Thereafter a 

number of selected employees were involved in qualitative research in the form 

of interviews, focus groups and contextual inquiries at their workplace. 

The literature revealed 10 recurring factors that are inseparable from the success 

or failure of an internal communication ecosystem. The main findings include that 

a well functioning digital workplace initiative by all means can improve overall 

performance, not only increasing work efficiency but also by positively influencing 

employees’ relationships. 

Digital workplace tools have become an essential part of modern business 

operations and will most likely become even more important in the near future. 

Businesses must learn much about themselves, their employees and how to 

make knowledge accessible without hindrances if they want to stay competitive in 

the world of tomorrow.
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SAMMANFATTNING

I dagens kunskapsbaserade ekonomi är information ett företags mest viktigaste 

resurs. Speciellt teknikindustrin kräver en ofantlig stor mängd kunskap för 

innovation och utveckling. Mjukvaruutveckling kräver konstant kommunikation, 

utbyte och samarbete. Även om det på marknaden finns en stor variation av 

samarbets- och kommunikationsverktyg för företag, från grundläggande sociala 

intranät till fullfjädrade digitala arbetsplatser, så kan de flesta organisationer inte 

nå sin fulla potential gällande deras verksamhets prestation.

Genom en fallstudie som genomförs vid en internationell spelutvecklingstudio 

i Sverige ämnar den här rapporten att undersöka vilka tekniska och kulturella 

faktorer som påverkar resultatet av en organisations kommunikations ekosystem. 

Målet är, baserat på fallstudiens resultat, att få en bättre förståelse hur 

samarbetsverktyg ska implementeras för att addera värde till de anställdas jobb, 

med fokus på delande av kunskap. För att identifiera faktorer som är kopplade 

till en organisations framgång och deras samarbetsverktyg så genomfördes 

en litteraturstudie. Därefter var ett flertal av de anställda involverade i en 

kvalitativ studie med intervjuer, fokusgrupper och kontextuella frågor gällande 

sin arbetsplats. Litteraturstudien avslöjade tio återkommande faktorer som 

är oskiljaktiga för framgång eller misslyckande i ett internt kommunikations-

ekosystem. Huvudsakliga resultatet inkluderar att ett välfungerande digitalt 

arbetsplatsinitiativ för all del kan förbättra den övergripande prestationen. Inte 

bara gällande ökad arbetseffektivitet utan även de anställdas relationer. 

Digitala arbetsplatsverktyg har blivit en viktig del av modern affärsverksamhet och 

kommer sannolikt att bli ännu viktigare inom en snar framtid.
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INTRODUCTION
In this part I will give an overview of the purpose of this thesis, the research question 

and scope, as well as the motivation behind the topic.

MOTIVATION
In the world’s global service economy knowledge is the number one resource 

and the most valuable good. Expertise and skill are not only necessary to do 

work efficiently but also to grow and mature as an organization by educating 

employees and fostering their abilities as best as possible. Professional education 

and personal development programs are an essential part of good employers in 

today’s industries and a crucial strategy for companies to attract and retain talent 

(Hamori et al. 2015).

As active communication is key in enabling knowledge exchange between 

individuals  within an organization companies must find ways of providing the 

opportunity for said exchange and remove possible barriers along the way.  

Avalanche Studios, a Swedish game developer operating from Stockholm, 

Sweden and New York, USA, has recently launched its “Craft” initiative to 

encourage the exchange of knowledge and expertise between its employees.

RESEARCH QUESTION
How can an intranet platform or digital workplace initiative encourage 

engagement among employees and facilitate knowledge sharing within an 

organization in the creative entertainment technology industry?

Sub questions
What do creative entertainment technology worker need from a digital 

workplace?

How can digital workplace communication platforms foster corporate 

identification and relationships between geographically distant co-workers?
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PURPOSE & OBJECTIVES
The aim of this project is to find strategies to increase knowledge sharing and 

mechanisms to capture said knowledge to make expertise accessible to current 

employees of similar disciplines or in different locations as well as to future 

generations of employees.

Based on these findings the thesis will try to generate recommendations 

concerning what strategy to use in order to succeed in integrating a new 

knowledge sharing platform into the organizational ecosystem. This includes 

finding criteria and establishing guidelines for design and communication of the 

platforms throughout all steps of the process - initiation, adoption, long-term 

maintenance. Lastly the report will attempt to come up with a general framework 

as a guide for other organizations facing similar problems.

DELIMINATIONS
As this is a case study in which all relevant factors are based on Avalanche 

Studios’ specifications the results can only only offer guidelines for other 

organizations pursuits. It does not provide a blueprint nor does it provide definite 

answers.

ABOUT AVALANCHE  STUDIOS
Avalanche Studios is one of Sweden’s largest game developers and the studio 

behind titles such as the “Just Cause” series and Mad Max. The Company was 

founded in 2003 in Stockholm and currently employs around 250 people in 

two offices in Stockholm and New York City, US. The studio is known for flat 

management hierarchies and great organizational freedom. Along with the 

benefits of this model, however, come some challenges regarding standardization 

and policies. Thus Avalanche Studios has long struggled with establishing 

a functioning, company wide platform to be used throughout the different 

project teams and studios. Many attempts have been undertaken but no ideal 

solution has been found. However, the company realizes the benefits of such 
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a platform and is keen on establishing a comprehensive information system in 

order to increase efficiency and productivity but also change company culture 

in such a way that employees feel as part of the company brand, rather than a 

single project or studio, to boost solidarity and foster sharing of knowledge and 

competencies.

Studios
Avalanche Studios has two studios, the 

first one founded in Stockholm and a 

second office, which opened in 2011 in 

New York. Depending on the current 

projects these studios are either involved 

in the same title or work  independently.

Avalanche Studios is known for flat 

hierarchies as well as open team 

collaboration that is fostered between 

employees in an open office space.   

[This paragraph originally contained information the company has deemed sensitive. It can be 
found in the Appendix 2 after after signing an NDA with Avalanche Studios. See App 2.1]

Projects
At any given time there are multiple projects in development. Projects are the 

fundamental unit of management at Avalanche. Except for a few company 

policies and standards they are given freedom to organize and plan according to 

their wishes. 

Since game development requires extremely agile teams who can respond 

quickly to new information, challenges and changes in requirements, this freedom 

poses a great advantage when it comes to successful, high quality results of the 

end product. As there is no standard recipe or success formula because every 

game is fundamentally different development teams benefit greatly from this 

system since they are the ones who know best what is needed and what they 

require to deliver quality work. 

Since the high quality of games is at the heart of the company it easy to see that 

prioritizing project teams’ needs in order for them to deliver their best work is 

Figure 1:  Avalanche Studios STHLM Office
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Figure 1:  Avalanche Studios STHLM Office

the right decision from a business perspective. However, from an organizational 

point of view it bears a challenge to the company as an entity as there is no 

unified system to manage the standardized flow of information between different 

parties of interest. This is problematic in two ways: First, tools and knowledge 

from one project might be useful for another. However, in order to be transferred 

and applied by another project team there has to be an awareness of both the 

problem and the solution in both projects, which might not always be the case, 

especially when the tool or knowledge is archived within a closed project that 

nobody is currently working on. Second, people often switch between projects, 

depending on resource requirements, or sometimes are involved with two 

projects at the same time. In this case they have to familiarize themselves with the 

new system or even follow two different systems at the same time. This consumes 

time and is prone to mistakes.

Generally there is a lack of transparency as externals may find it hard to 

understand where to find project information should they need it.

Crafts
Crafts are part of Avalanche’s educational program. They can be described as 

a vocational meet-up where employees from different projects with the same 

role get together and exchange knowledge and skills. They are communities of 

practice throughout the organization whose goal is to foster relevant education 

between employees of different levels of experience. Crafts were established in 

late 2015 as an initiative to nurture a sense of belonging not only to the isolated 

project groups but to the company as a whole.

Crafts are encouraged to document keynotes of their get-togethers so that 

absent group members but also other crafts can read up on what they are going. 

The platform on which this is currently taking place bears the problem that 

people can either join the online group and receive every single update post or 

not be part of it, which denies them access to the content.

Departments
Like most companies of similar size Avalanche Studios has an HR as well as an IT 

department  that carry out functions commonly associated with them.
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BACKGROUND/THEORY

This section will introduce the reader to relevant fields of research that provide 

insights into what factors influence the success of a knowledge sharing initiative 

aided by the introduction of a social communicata

Based on the literature study 10 important factors are identified, which influence 

knowledge sharing with regard to online communication tools. The image (see 

Figure 2) intends to demonstrate their complex interdependence on each other. 

KNOWLEDGE: Knowledge Management - Learning Organization

Knowledge, in the 21st century’s service economy, is undoubtedly an 

organization’s most precious asset. Skills and expertise are the paramount driver 

behind innovation and  excellence. Moreover knowledge poses a key factor for 

companies in building competitive advantage and staying ahead in a global, 

competitive environment. Learning Organizations, organizations who effectively 

leverage internal knowledge can reap the many benefits such as the ability to 

respond quicker and more appropriate to rapid market changes and react to 

external pressures (McHugh et al. 1998) and help improve overall performance 

and efficiency (Pedler et al. 1997). 

Figure 2:  Knowledge Sharing Success Factors - The 10 Factor Framework
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Types of Knowledge
Within any given organization there are different types of knowledge. One of the 

most common classifications is the division into explicit and tacit knowledge 

(Nonaka and Takeuchi 1995). Explicit knowledge refers to knowledge a person 

is aware of and identifies as such, making it easy to communicate to colleagues. 

In contrast tacit knowledge is knowledge a person does not recognize as such 

and thus cannot share with others. This can entail internalized experience or a 

more efficient work routine an individual has adapted subconsciously.  However, 

some voices have criticized this framework as oversimplified and constraining 

(Snowden 2002), pressuring for additional research on the subject. An alternative 

categorization distinguishes between new knowledge through creation, namely 

innovation, and the transfer and to and adoption of established knowledge (Bray 

2005).  

Knowledge Sharing
Regardless of the framework authors agree that knowledge (of any type) must be 

shared in order to unleash its potential for a company. 

The particular processes and structures for cultivating, sharing and creating 

knowledge within the organization are the subject of the discipline called 

knowledge management. Knowledge management strategies will differ between 

organizations as every single one of them has different needs and goals but in 

broad terms the initiative’s purpose is to create and maintain “‘conditions’ in which 

individuals are stimulated to assimilate, create, transfer, share, capitalize and 

apply knowledge, coherently with organization’s aims” (Corso and Giacobbe 2005).

ORGANIZATION: Knowledge within the Organization

Retaining Knowledge within the Organization
The knowledge within an organization is the sum of the knowledge of its 

employees. That is why knowledge commonly leaves the company when an 

employee’s work relation ends. Leonard et al. (2014) described how so-called 

‘deep smarts’, people with a large number of years of experience, undocumented 
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tacit knowledge and well-established network relationships, take with them much 

more than the obvious and visible expertise of the position. The authors argue 

that losing these individuals’ critical knowledge costs organizations a multitude of 

the obvious cost for recruiting and training their replacement. This makes it clear 

that companies should by all means make attempts to capture knowledge of their 

‘deep smarts’ before it is too late. Often, though, organizations will find that experts 

are reluctant to share their expertise as it may give them a serious advantage, 

depending on organizational culture. It is therefore imperative that managers find 

ways to get these employees to open up to the idea of sharing what they know. 

One of the most effective strategies to do so is to make employees understand 

how sharing their knowledge will facilitate their job more effectively, develop, both 

professionally and personally and build recognition and reputation (Kogut and 

Zander 1992) . 

In capturing and conveying knowledge Hansen et al. (1999) proposed to different 

strategies. Codification gives name to the concept of translating knowledge 

into a format which can then be stored in a database and retrieved at will. 

Personalization, in contrast, indicates the sharing of knowledge directly between 

the sender and the receiver. The appropriateness of either strategy highly 

depends on the the type of knowledge itself. One can easily recognize how 

explicit knowledge translates easier to data whereas tacit knowledge tends to be 

communicated more easily via personal contact. 

Knowledge Sharing in Multinational Organizations
Multinational companies face an additional layer of obstacles with regard 

to knowledge flow within the organization (Pedersen et al. 2003). Although 

knowledge gained from remote offices in other countries is a valuable resource 

spreading it throughout the organization can be a costly venture. If unsuitable 

mechanisms are in place the company risks knowledge to become lost which 

may impact performance.  

Geographical as well as cultural disparities can result in psychological distance 

between employees in different locations. Along with cultural clashes knowledge 

that is vital in one location may not be of use in another due to business culture, 

etc.
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Pedersen suggests that in order to strengthen relationships between offices and 

thus encourage the flow of knowledge, especially the experience based kind,  

companies should consider allowing direct contact between managers through 

informal networking activities and face-to-face interaction. 

Knowledge Sharing and Organizational Structure
Organizations with strict and steep hierarchies will face more difficulties in 

encouraging knowledge sharing than those with flat hierarchical structures. 

Reducing these constraints and increasing interaction between different teams, 

units or departments can lead to better relationships and thus more knowledge 

exchange, especially among those entities that face the same external market 

circumstances  (Tsai 2002). 

CULTURE:  Sharing Culture & Flow of Knowledge

Encouraging Knowledge Sharing 
As with any new initiative within a company the biggest challenge with 

transforming into a knowledge sharing learning  organization is changing people’s 

behavior. Change cannot be forced upon employees by requiring them to change 

their actions but much rather must be encouraged and enabling by changing the 

work context in such a way that this changed behavior will take place intrinsically 

and voluntarily (Bock et al. 2005). The most foundational step in this direction is 

to create a work environment of ‘psychological safety’ (Edmondson 1999). This 

entails structural requirements such as clear definitions of team membership 

and task provision, team composition and awareness as well as accessibility 

of necessary information but also inter-personal relationships that allow for 

feedback, mutual support and to openly talk about difficulties. Organizations 

should make sure to foster a culture in which taking risks and failures are 

acceptable since otherwise employees may be discouraged from asking for help 

or reporting mistakes for fear of being ruled incompetent. Psychological safety 

within a team depends heavily on trust and mutual respect. Especially leaders in 

key positions are crucial in establishing a work atmosphere of psychological safety 
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as employees often look up to for guidance. Organizations would be well advised 

to identify opinion leaders with strong ties to many co-workers as they have the 

capability to accelerate the spreading of information (Ma et al. 2013).

Knowledge Sharing in Teams
Team size and relationships affect the willingness of members to inquire 

information and seek knowledge from others. Hansen et al. (2005) differentiate 

between three phases within the knowledge seeking process in which 

unfavorable environmental conditions can hinder the individual. First, an individual 

has to make the decision to search for knowledge. Second, they will estimate 

the search cost involved, that is identifying the target from whom to inquire 

information and estimating the likelihood of success in approaching them. Third, 

the transfer cost will be assessed, meaning the effort needed to transform, edit 

and modify the received knowledge to apply to the specific problem at hand. 

The authors conclude that frequent and dense relations within a work team 

reduce the probability of team members to search for information outside of that 

group. Network size increased the likelihood of knowledge seeking whereas high 

perceived competition between teams increased the search cost. 

In addition to understanding the process behind employees inquiring knowledge 

from co-workers companies should consider the different ways of how individuals 

contribute to the scope of organizational knowledge in order to put appropriate 

mechanisms in place. Knowledge can be stored in organizational databases, 

shared in formal or informal interactions between colleagues or spread through 

practice communities of common interest (Bartol and Srivastava 2002). 

Knowledge Sharing Cultures & Environments
The strategies and measures to create conditions in which knowledge sharing 

among coworkers will bloom depend on the kind of corporate culture present in 

the respective organization. 

Ling (2011) identifies four broad categories of corporate culture that are defined 

by two variables, namely sociability (friendly and kind nature of relationships 

and trust between colleagues) and solidarity (the ability to pursue common 

objectives). A networked culture is one in which individuals display high levels 



17

of sociability but low solidarity. Professionals are likely to reliable exchange 

knowledge as they expect reciprocity but have no common interest. A communal 

culture has both high levels of sociability and solidarity. As their objectives are 

tightly linked team members are likely to regard knowledge as a common 

good and are more inclined to share it freely. A mercenary culture is one where 

workers have low sociability and high solidarity. This group focuses on short-term 

goals to get a job done and do not view relationships and long-term knowledge 

acquisition as a priority. A fragmented culture is described by low sociability as 

well as low solidarity which results in a lack of motivation on all levels. 

MOTIVATION

Expectations and Motivations 
A flourishing knowledge sharing environment faces difficulties in multiple steps: 

Employees might not be aware that they have knowledge that is valuable to the 

company and even if they are they might not be motivated to share it. (Hannon 

1997). Employees who have higher expectations toward how knowledge sharing 

will increase and deepen the mutual relationships between colleagues are much 

more inclined to participate in a corresponding initiative. Therefore organizations 

should focus on creating a positive emotional association among their staff when 

introducing a new knowledge sharing program in order to make them receptive 

and approving of it. Companies’ priority should be to enable and strengthen the 

employees’ self-efficacy and not the knowledge capturing mechanisms (Bock and 

Kim 2001).

External Motivators’ Ineffectiveness on Long-Term Behavior Change
In general terms, if organizations wish to incorporate knowledge sharing into their 

daily activities and become a learning organization, they must trigger the intrinsic 

motivation of their employees. Extrinsic motivators, such as monetary rewards, 

only have a short term effect on altering performance (Davenport and Prusak 

1998). Changed behavior will return to normal when rewards are removed.  

Examples of key motivational factors are workers’ awareness of their contribution 

to the company’s success, a feeling of empowerment, for example through 
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improved efficiency and performance, and increasing one’s reputation through 

sharing one’s expertise. Moreover, praise from superiors when applicable to 

performance appeals to intrinsic motivation and inspire employees to actively 

participate whereas plain orders will have a negative effect  and repel workers 

from the initiative (Vuori and Okkonen 2012). 

Knowledge Creation vs. Knowledge Appropriation

The act of creating usable knowledge for others by documenting differs from 

editing reviewing or contextualizing knowledge (Beck et al. 2014). Creating 

knowledge is fundamentally tied to intrinsic motivation of the author while 

integrating said knowledge by modifying it has some relation to external factors. 

ONLINE BEHAVIOR

Social Media Platforms
Social media technologies can be a helpful tool for conveying knowledge gained 

by experience. Their interactive nature facilitates collaboration beyond geographic 

distance and allow users to connect with each other by allowing them to discuss 

topics online, network and build communities around topics of interest. In 

situations where users do not have to option to meet in person social media can 

be a good alternative to build relationships and connect to others (Grieve et al. 

2013).

In a professional environment these features can be applied to conduct a peer-

review like examination of content and exchange, critique and validate their 

expertise. 

Knowledge Sharing through Networks
Depending on the type of work and culture of a company or industry 

organizations can apply a range of social media platform features to provide for 

their employees to take part in the corporate knowledge base. In contrast to the 

outdated, centralized one-way communication which classic intranets provided 

social media tools allow for peer-to-peer communication that connects users to 

each other instead of  leading them to an information repository. User-friendly 
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multimedia features enable them to create user generated content and thus give 

rise to a collective intelligence within the organization. For this to work companies 

must make sure to establish a work environment in which employees partake 

in social Interaction, share experiences and observations, and have informal 

relationships with each other that are based on mutual trust (Panahi et al. 2012). 

Fostering relationships is one of the top priorities when it comes to knowledge 

sharing which is my organizations should put mechanisms and strategies in place 

that help employees build said relationships with each other. The more interaction 

takes place among users the more opportunities for knowledge to flow between 

parties will occur as relationships break down possible barriers in communication. 

Increasing one’s social capital and therefore establishing new weak ties among 

colleagues through network-informed associating employees’ knowledge is 

positively affected (Majchrzak et al. 2013, Hansen 1999).  

This cultural conduct is even more important in an online environment, where 

people do not have to interact with each other if they do not want to, as a valuable 

knowledge base can only be created if employees voluntarily contribute to it. 

Community expectations regarding the usefulness for members’ own daily work 

therefore determine the success of a knowledge sharing platform (Chao-Min et al. 

2011). High quality user generated content by members of the virtual community 

is the most crucial and convincing criterion for users to continuously access a 

platform. Only if employees expect to find what they need on the platform in 

question will they accept the new initiative and spend time to ask and answer 

questions, contributing knowledge. 

High quality, relevant and up-to-date content guarantees that the benefits from 

the platform’s applications outweigh the efforts users have to put into using it. 

This is especially relevant since the fear that using a social media platform for 

knowledge sharing will consume extra time, additional to previous practices, and 

will not contribute anything new in return is the most prevalent factor leading 

to negative associations among employees when it comes to this form of 

collaborative online technologies (Vuori and Okkonen 2012). 

Analogous to the triumph of social media technologies in private communication 

the corporate equivalents of these tools are slowly but surely on the rise in 

business. Social collaboration and communication tools are on the verge of 

becoming the most frequently used form of business communication in many 

industries. With the changing demographics in the workforce brought about by 
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retiring baby boomers and millennials entering the labor market the application of 

digital technologies is growing and becoming more and more ubiquitous as they 

are the preferred method of communication among younger generations (Cardon 

and Marshall 2014).  

Social Media Capabilities
Organizations who attempt to adopt a new social collaboration and knowledge 

sharing platform should be aware that these new technologies are not intrinsically 

useful and do not improve productivity sharing per se, but rather they are tools 

to be used in an appropriate manner in order to achieve a goal. Majchrzak et al. 

(2013) have investigated the applications of social media functionalities for the 

purpose of knowledge sharing within companies and what capabilities they 

hold. The first feature identified is metavoicing which gives name to the ability of 

users to give their opinions directly on contributions and in doing so framing the 

content in context. Metavoicing entails such actions as comments, likes, shares 

and upvotes etc. On the one hand this facilitates sorting content for the users as 

popular pieces of  information are more easily identifiable. Given that a critical 

mass of users participates trending posts will be pushed, mistakes or weaknesses 

discovered and feedback provided. One the other hand the accumulation of 

one-sided commentary might deceive future users into falsely believing the 

comments or likes are actually representative and thus conform with the crowd 

,causing so-called ‘groupthink’. 

Triggered attending is the ability to stay disengaged with online content or 

uninvolved in a conversation until such a time that an alert will notify the user that 

a change has been made to said content or a new contribution of interest to them 

has been made. While this lifts the burden of having to regularly follow up on all 

important areas to see if relevant changes have taken place the authors argue 

that it could potentially narrow the conversation and thus limit the opportunity for 

serendipitous moments of innovation to occur. 

Network-based associating describes the ability to view connections between 

people or content and using that information to put contributions into context. 

Unlike previous technologies this allows the user to see what colleagues are 

involved with or how topics in different kinds of knowledge and information are 

related. 
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Even in unorganized and unstructured online communities the phenomenon of 

generative role-taking can be observed. This occurs when heated discussions get 

out of hand or participants drift off topic. In such a case individuals will emerge 

who, for example, temporarily take on a moderating role to stir the conversation 

back on track or reprimand users for inappropriate behavior. 

Another distinctive capability social media provide is persistence of content. 

Because conversations are stored chronologically the user can browse and 

understand the development and thus comprehend how and why decisions were 

made etc. This way organizations can learn from past mistakes and constantly 

improve their workflows. 

The study concluded that social media features have positive as well as negative 

features by their nature. Consequently organizations should be aware of possible 

outcomes in order to take action early on if direction is necessary. 

PLATFORMS

ESN or Social Intranet
Enterprise Social Networks (ESN) or social intranets are social media like digital 

platforms that enable users to create profiles, make contributions in the form of 

writing blogs, comment on colleagues’ posts, store and share documents, as well 

as communicate via instant messaging.

Figure 3:  Social Intranet Example Figure 4:  Social Intranet Example
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ESNs are a standard communication and collaboration tool, especially in larger 

and geographically dispersed organizations and gaining popularity with the 

advent of cloud based services. The increasing application of these technologies 

cannot be ignored as they are especially popular among younger generations 

(18-30 year-olds) and therefore can be expected to be of significant importance in 

the future (Cardon & Marshall 2014). The purpose of Social Intranets is to enhance 

a business’s communication across the organization a bridge the gap between 

offices, departments and projects. In a globalized economy the benefits of 

communication that is not restricted to time and place are obvious.

Digital Workplace
In contrast to ESNs or social intranets the newly emerged term Digital Workplace 

does not give name to a technology but rather describes and embraces a new 

approach to the concept of work in an era of ubiquitous technology.

The digital workplace encompasses a philosophy that views work as independent 

from location such as office buildings. With mobile digital devices people can 

work from anywhere. Thus it challenges conservative beliefs that productivity 

is tied to presence. Industry leaders suggest that managers should monitor 

outcomes and not employees.

The digital workplace introduces the idea of consumerization of IT or IT as a 

service (ITaaS). In contrast to traditional top down approaches of introducing 

standard software packages and prohibiting alternatives the IT department 

operates like a business treating users as customers by offering services that 

satisfy their needs. This entails giving users freedom of choice in whether to use 

certain applications or not as well as providing service that is tailored to their 

needs. Incidentally this autonomy also brings about a sense of ownership as 

employees are responsible for their decisions and can lift the burden off the IT 

department by encouraging user self-service within the digital ecosystem.

Potential 
Since one of the digital, cloud-based collaboration platforms’ most significant 

ability is to enable individuals to connect and communicate regardless of time 

and location the potential to improve performance by removing these factors. 
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Colleagues who work on different floors and briefly met in the hallway or even 

employees from different countries’ offices can continues their conversation 

online. Knowledge sharing within the company benefits from such a networking 

platform as informal relationships among colleagues facilitate knowledge 

sharing conversations among coworkers (Tushman 1978). Connections among 

employees increase individual social capital which in turn improves relationships, 

establishes a sense of corporate identity and belonging and increases openness 

and willingness to connect with more people in the future. This means that 

employees who are active participants in the happenings such a platform are 

more emotionally connected to their network and organization, have more 

interest in exchanging thoughts with others around the globe and are more likely 

to contribute to the company’s success by sharing their knowledge and expertise 

(Steinfeld et al. 2009). 

In a study conducted at IBM addressing their company wide social platform 

“Beehive” Steinfeld et al. found that especially newer employees benefitted from 

the networking site. One can therefore assume that these tools are especially 

valuable to integrate new hires faster into the work environment.

COMMUNITIES OF PRACTICE

Communities of practice (CoP) are groups of individuals who are linked through 

the same profession. Unlike communities of interest, in which members’ mere 

interest in a subject qualifies them to participate, members of CoPs’ members 

distinguish themselves by the fact that they all practice a common activity 

(Wenger and Snyder 2000). Within an organization CoPs can have tremendous 

impact on the facilitation of knowledge flow as members can share best practices 

and experience that all participants may integrate in their own teams to improve 

performance. 

CoPs can take on any form, from physical meetings to online forums any tool 

that helps facilitate communication between group  members can be applied. 

The biggest trap that organizations need to avoid, however, is to try and manage 

CoPs in order to tap into the knowledge resource they provide. This can affect 

the knowledge sharing negatively. Therefore companies should rather attempt to 
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grant them authority and break down possible barriers that could get in the way 

(Ardichvili et al. 2002).  

CHANGE MANAGEMENT

Deploying a new knowledge sharing platform is an undertaking that requires 

careful implementation and therefore a sensible change management strategy. 

As any significant change in an organization managers will have to consider a 

number of guidelines in order to achieve long-term improvement. A change 

initiative tends to contain two different but equally important approaches, namely 

a ‘soft’ cultural change strategy and a ‘hard’ goal oriented realization focused on. 

The combination of both is needed in order to successfully lead change.

Kotter (1996) identified eight separate steps of change management. The first step 

lies in creating a sense of urgency for a particular aspect of business to change. 

Generally people are not willing to change or adapt unless they feel a strong 

need to do so. In face of imminent threat change advocates will have it easier 

to convince the company that something needs to happen but if the business 

is doing well they will often be met with lack of understanding as other see it 

as a risk factor, rather than an opportunity. However, in today’s rapidly changing 

economy the goal for most businesses it not to merely stay where they are but to 

get ahead, for which they do require constant reevaluating and reshaping of their 

processes. Managers can approach this climate by appealing to the organization’s 

values and present the proposed change initiative as a means to fulfill them 

(Hemp and Stewart 2004). To do this organizations should put managers who have 

internalized these values in key positions and create new social norms that align 

with both values and the change initiative. 

The second step is to form a powerful coalition, meaning getting key personalities 

with influence in an organization to be on board the change initiative. Getting 

these people to work together for the transformation outside their normal 

responsibilities guarantees that passionate individuals will see the process 

through.

Step three requires the development of a clear, concise vision of the change 

initiative’s outcome as well as a thought through strategy of how to get there. 
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The fourth step entails communicating that vision to employees as often and as 

strongly as possible in order to open them up to embracing the change. 

Step five advises to empower others to act on the vision by removing barriers that 

potentially prevent employees from doing so.

Step six requires planning for short-term wins to visualize progress and success 

and convince other of improvements brought about by the change initiative. 

Recognize employees’ contribution to these goals as they can take pride and 

build ownership. While most other steps focus much on the ‘soft’ side of change 

management this one prioritizes ‘hard’ numbers such as KPIs and tangible 

milestones (Sirkin et al. 2005).

Step seven is about consolidating improvements and increase change, meaning 

that the previous successes can be harvested to underpin the vision when 

releasing new features of the change initiative. The most common pitfall at this 

stage is declaring victory too soon, which is why managers need to be cautious 

and aware that ever more work lies ahead. 

The eighth and final step suggests to institutionalize the new approaches of the 

change initiative. The connection between business improvements and the steps 

undertaken need to be made clear and communicated to employees. The new 

cultural norms must be consolidated if the change should have a long-term 

effect. One aspect of this is to demonstrate leadership and lead by example. 

Upper management must leave behind old habits and display behavior that 

consistent with the new vision to ensure credibility, otherwise change attempts fail 

(Beer et al. 1990).

In general managers should bear in mind the main challenges that come with any 

kind of organizational transformation, namely persuading employees to accept 

the change by communicating the plan comprehensibly and managing people’s 

mood in order to prevent backsliding (Garvin and Roberto 2005).

TRANSPARENCY & TRUST

Transparency within in an organization is a major requirement for reaching 

company objectives and driving performance. In an company where transparency 

is not given employees are likely to not understand how their own work 
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contributes to the company’s success and thus lack motivation to put in effort. As 

an essential part in tapping employees full potential companies must make sure 

to clearly and comprehensibly communicate their strategy to their people. 

Thus organizations are well advised to communicate tangible goals to their 

employees and provide insight into structures and networks. If these conditions 

are presents employees can understand why and how to collaborate with others 

and in doing so increase efficiency and performance (Berggren and Bernshteyn 

2007).

Being transparent about decisions and undertakings in a company is the basis 

for employees trust in management which in turn is a crucial advantage for 

the organization. Trusting employees are more likely to be content with their 

employer which, for a number of different reasons, leads to better products and 

performance (Luo 2001, Bockisch and Alejandro 2010).

COMMITMENT

Employees’ commitment to an organization has been found to be a strong strong 

indicator for employee loyalty. This loyalty and commitment to the company’s 

objectives lower the likelihood of employees leaving the company and thus 

decreases staff turnover, actively reducing the risk of knowledge leaving the 

company. 

Organizations can induce commitment by providing ways for employees to 

internalize strategic objectives and identify with the organization’s mission 

(Johnson et al. 2010). 
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METHODOLOGY
In the following I will describe my approach in tackling the thesis subject matter.

Since the research aimed to provide insight in what kind of communication 

technologies could potentially increase knowledge sharing in the organization, 

posing a challenge of finding a general strategy and sketching a bigger picture 

rather than comparing two states with each other, a qualitative research method 

was chosen. This method was realized in the form of semi-structured interviews 

and analysis. The prioritized aspect was to find and map out connections, 

dependencies and causalities of knowledge sharing and exchange between 

teams and departments etc. Qualitative methods could give insight into the 

hows and whys whereas a quantitative method could not have provided such an 

understanding.

The research was approached from a pragmatic mindset (Creswell 2003), 

meaning that the methods were not locked down but rather re-evaluated every 

time new understanding was gained in order to guarantee high relevance for 

solving of the problem.  

PRE-STUDY 

The first project phase was dedicated to doing a comprehensive pre-study in 

order to outline the project scope. Since the task commissioned by the company 

touched on many different scientific fields it was necessary to narrow down 

relevant research areas that play a significant role. This would also serve to set the 

project’s direction.

This phase consisted mostly of identifying key stakeholders within the 

organization who were inquired in unstructured interviews (Blaxter et al. 2006) 

about what they thought would be a desirable vision and analyze their thoughts 

to identify the most pressing pain points. This exploratory research allowed to find 

out the most important variables (Creswell 2003) for the project. The interviews 

served as a guide to understand what the company wanted to achieve and 

subsequently where to put the focus of the following research.
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LITERATURE STUDY

Based on the consensus of the vision expressed by interviewees the most 

relevant academic research fields were pinned down. Literature was mostly taken 

from peer reviewed management journals as this would increase the likelihood for 

validity concerning the problem at hand.

The goal of the literature study was primarily to come up with a general 

framework on which to base the strategy and later on implementation of the 

future knowledge sharing platform and broader communication ecosystem. 

Within each field a number of pertinent takeaways were singled out and added to 

the conclusive framework. 

QUALITATIVE RESEARCH

Interviews 
A round of interviews was conducted with seven employees in key positions 

such as leaders of communities of practice and senior management, in order to 

map out the relationships between employees in teams, departments and upper 

management as well as to map out the flow of information and dependencies 

related to collaboration. 

These interviews also served to find out about what previous attempts to tackle 

the subject matter had been made by the company prior to the project. 

The successes and failures of these previous attempts were noted and analyzed 

in order to be made use of the hows and whys when developing the vision and 

strategy for the project. This way mistakes made could be avoided with the new 

initiative. 

Employees’ insights into the company’s structure allowed to understand 

associations and expectations of different parties and thus could be used 

tactically to get people on board the project. 

Focus groups
Two focus groups were held with the producers in the STHLM office, consisting 
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of  seven participants, and leads in NY (via teleconferencing), consisting of 

four participants, respectively. The participants were selected because of their 

key position that allowed for them to have a comprehensive understanding 

of the company’s structure and hierarchy on the one hand, and a closeness 

and relationship to the project team members on the other. Most of them had 

been with the company for several years and thus possessed the experience 

to make accurate judgements regarding employees’ needs in collaborative 

work. Their accumulated perspectives gave insight into the established flow 

of communication and knowledge as well as dependencies and connections 

between the different teams and departments. Moreover, contrasting both focus 

groups’ answers allowed to evaluate the nature of the relationship between both 

studios.

Both focus groups were recorded and the notes compared to find similarities and 

consensus in order to establish the most pressing issues. 

Contextual Inquiry
In order to get a better understanding for how employees use tools for information 

exchange in their daily work people from different projects and departments were 

interviewed in their work environment. Six volunteers were visited at their desk 

where their use of communication tools was observed . The interviewees’ answers 

were analyzed for recurring patterns in communication. 

LIMITATIONS

The research results are limited insofar as they are context specific to Avalanche 

Studios as an organization. The results can therefore not deliver a blueprint for 

other companies as they are not generalizable. However, other organization may 

find use in the general literature framework. 

As is almost always the case with interviews the subjectivity and bias of 

interviewees has an influence on the overall results. Due to practical reasons 

the number of interviewees had to stay within a certain range. Although the 

participants were chosen to have a diverse background a small sample number 
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can distort results. 

The literature study relied almost exclusively on academic research papers. A 

consequence of this approach was that even recent papers were somewhat 

lagging behind the rapid development of communication technologies. The 

results therefore cannot guarantee accuracy concerning the tools that are 

currently available on the market. For this reason the results were kept somewhat 

general rather than discussing particular applications or systems. 
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RESULTS
This part will apply the 10 Factor framework that emerged from the literature study to 

Avalanche Studios’ organizational climate and describe the findings. The assessment 

of the original situation of the communications ecosystem at Avalanche Studios 

through interviews with stakeholders allowed to identify a number of recurring issues.

KNOWLEDGE

One major source of trouble for the company was the retention and exchange 

of knowledge within the organization. In leaving the company people would 

take years of experience and vast amounts of tacit knowledge with them that 

could possibly be retained and accessed through exchange via company-wide 

communication platforms.

[This paragraph originally contained information the company has deemed sensitive. It can be
found in the Appendix 2 after after signing an NDA with Avalanche Studios. See App 2.2]

This made it hard for producers to find the right people to add to their team when 

their own project became more demanding. For project team members it meant 

that often they would have to search for solutions to specific problems outside the 

organization even though there might be a potential consultant among the staff. 

Figure 5: Graphical overview of the applied 10 Factor framework
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ORGANIZATION

Since the platforms in use were not 

selected and endorsed by senior 

management there was no clear 

structure of content ownership. As 

nobody was explicitly responsible for 

managing information the content 

grew outdated soon after being 

published. This resulted in a lack of 

trust in the accuracy of information and 

sparked the reason to further abandon the platforms.

A side effect of this was that the IT helpdesk would be addressed with the same 

questions by many different people as employees lacked the confidence in 

finding information on the system by themselves. Similarly employees were 

not aware of HR and Office Management information, unless it was sent out via 

email during their time of employment, and instead turned to their producers for 

guidance.

The lack of confidence regarding the intranet ecosystem’s information and 

mistrust in its accuracy and reliability made acquiring relevant information a 

long and tedious process for new hires. They would, bit by bit, have to inquire 

necessary knowledge from team-mates or when socializing with coworkers 

outside their projects without any guarantee that they would ever gain complete 

overview of all the information the organization has to offer.

CULTURE

On a cultural level one main issue was the lack of standard communicated. In 

the absence of one official information hub several tools emerged as grassroot 

initiatives to cover employees’ needs. Since nobody organized or structured to 

application of these platforms or the content on them in a centralized way these 

tools coexisted, creating content silos with varying degrees of accessibility. 

As some of these platforms increased in popularity and reached a significant 

Figure 6: The unofficial HR Landing Page 
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portion of users misunderstandings about the company endorsement status 

emerged which meant that some people felt left out of the conversation and 

ignored concerning the decision to make the platforms in question the main ones. 

Simultaneously neither platform had reached all employees so that many of them 

did not even know that they could find information there. 

A number of employees in key positions, whose work was more extensively 

tied to certain platforms due to their function, expressed the wish for education 

on how to use the systems in place or at least have a number of guidelines for 

users. Although certain software solutions had been acquired a large number of 

employees stuck to the conventional way of sending emails, simply because they 

had not been informed well enough about the capabilities and use of said tools. 

[This paragraph originally contained information the company has deemed sensitive. It can be
found in the Appendix 2 after after signing an NDA with Avalanche Studios. See App 2.3]

One of the most effective ways of building relationships and bridging the gap 

between the studios was thought to enable mobility between the offices. 

Management from both studios agreed that is was the best way to share 

knowledge and increase cultural understanding, but also by far the most cost-

intensive. 

Due to obvious geographic restrictions the restrictions the thesis research relies 

on a stronger insight into the happenings in the STHLM studio where most 

of the work was carried out. With regard to the Stockholm studio the general 

observation can be stated that a desire for relationship building emerged, 

across studios but also within the STHLM office, addressing such connections as 

between project team members and human resources or IT.  

MOTIVATION

Motivation to share knowledge with coworkers is generally thought to be high. 

However, barriers and obstacles prevent employees to share their expertise in 

certain ways, rather than another. While face-to-face communication poses no 

problems collecting and exchanging knowledge via internet based platforms 

Figure 6: The unofficial HR Landing Page 
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proofs more challenging. 

Due to the platform situation stated 

above the willingness and motivation 

to document knowledge publically 

online was absent. On the other hand 

trust in information was lost so that 

there was no motivation to access 

the platforms when looking for 

knowledge either. Moreover different 

teams and departments had their own 

preferences concerning which software 

they wanted to use which meant that motivation varied strongly between these 

groups. 

 

ONLINE BEHAVIOR

A key issue related to the software technology was that communication via email 

happens to a larger extent than employees would like to have. Although a good 

source of important information, among others due to good searchability of the 

platform, a lot of non work related communication happened through emails, 

resulting in spammed inboxes. 

[This paragraph originally contained information the company has deemed sensitive. It can be
found in the Appendix 2 after after signing an NDA with Avalanche Studios.See App 2.4]

PLATFORMS

Generally speaking the interviewees mentioned problem points that describe the 

current systems in place as fragmented and often unreliable, due to cultural (lack 

of rules and guidelines concerning usage) as well as technological (functionality 

and usability) related reasons.

The company employed a number of common communication and file 

management platforms. Although this allowed for flexibility and autonomy in 

Figure 7: Email is inefficient for group communication
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choosing tools of the trade the fact 

that most of these software packages 

were not connected hindered 

the accessibility of information as 

multiple log ins and licensing issues 

discouraged users. Moreover some 

platforms that were intended to 

serve a purpose were barely used. 

Instead of open communication 

within the company this lead to 

content silos that store information 

whose existence many employees 

were not even aware of. This became 

a problem for employees who 

did not know what platform the 

information was on as there was no 

comprehensible search function.  

Permission control built into 

some tools was challenge as new 

employees or non project team 

members had access to all areas unless somebody granted it to them. Some 

central systems were not accessible outside of the company network which 

resulted in managers not being able to retrieve information when working from 

home or via office wi-fi. 

COMMUNITIES OF PRACTICE

Crafts have been initiated as a step towards increased knowledge sharing and 

skill development at Avalanche Studios. Employees within the same area of 

expertise receive one hour a week to focus on objectives tied to their profession 

to contribute to the organizations. This is a ground for exchanging knowledge and 

discuss ideas for the future. Prior to the introduction of crafts employees identified 

strongly with their project and team but did not feel connected to their coworkers 

Figure 8: a custom made wiki platform and a Google Plus based 
craft community both were abandoned due to poor usability

Figure 7: Email is inefficient for group communication
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in other teams.  One of the main reasons behind crafts was to increase solidarity 

and strengthen a sense of belonging to the company rather than a specific 

project, an objective that has been well received and largely successful. 

Crafts have not been implemented in the NY Studio yet. However, the senior 

management intends to change this in the foreseeable so that employees 

overseas can also profit from the benefits of the knowledge sharing program. 

Some of the crafts in Stockholm are somewhat lenient when it comes to 

documenting topics and discussion outcomes of craft meetings which means that 

craft members who are absent do not have access to the information. 

CHANGE MANAGEMENT

The response received from interviewees in managerial positions allowed 

to conclude that the organizations was ready for and accepting of change 

concerning the subject matter. A decision on which platforms to use and what the 

communication ecosystem should look like was more or less actively demanded. 

What was missing was a definite decision. Due to somewhat disappointing 

experience with similar attempts in the past management was reluctant to 

choose an option to stick to. Although there was not much resistance many were 

somewhat skeptical about the actual benefit and quality of the solution.

TRANSPARENCY & TRUST

[This paragraph originally contained information the company has deemed sensitive. It can be
found in the Appendix 2 after after signing an NDA with Avalanche Studios. See App 2.5]

Due to lack of viewable information switching between projects, which is a 

regular occurrence when project resource requirements change, was more 

difficult for employees than it should and could be. 

Because of the time difference the NY studio would not be available for 
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conversations that happened during the first half of the day in the STHLM studio 

and vice versa. This became a transparency issue when important information was 

not documented and provided to the overseas colleagues. If crucial information 

was not publically available to the counterpart studio because, for example, it 

had been exchanged via email or physical meetings, it meant that team members 

could not read up on what had happened in their absence. This mean potentially 

long and tedious investigation in some cases that could have easily been 

prevented. 

COMMITMENT

As is often the case in the computer games industry employees are generally 

passionate about their work and show high levels of commitment to the company. 

This is certainly true for Avalanche Studios. 

To further strengthen the relationship between employees and the company 

management had formulated an overall mission statement and vision for the 

company which was to create “Worlds without Limits” and the core values of 

Passion, Courage and Craftsmanship. 

Furthermore newly initiated projects were made to sign a project charter, stating 

the contribution of the venture to the company’s long term strategic goals. 
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DISCUSSION
This section provides an examination of the identified issues that are most relevant 

to Avalanche Studios’ needs according to the results that emerged from interactions 

with employees as well as the board’s major concerns. It deduces how these points 

are shaped and influenced by the literature study’s findings. Recommendations for 

future actions will arise from this analysis. 

The creative entertainment technology industry is an extremely knowledge 

intensive area that relies heavily on idea generation, experimentation and R&D as 

well as expertise and skills in handling a diverse set of software. 

Whereas some industries face the problem of experts hoarding and isolating 

their knowledge as they believe to gain competitive advantage by doing so, 

the technology industry, generally speaking, follows an ideology of freedom of 

information and sharing knowledge freely. Tech people are much inclined to 

share and spread knowledge and expect their peers to do the same in return. 

This was also confirmed to be true at Avalanche Studios during interviews and 

focus groups. Due to the-fast paced development of technology tech workers 

rely on the latest information in order to stay up to date and avoid the risk of skills 

becoming obsolete.   

For company internal knowledge sharing this means that employees are most 

likely willing to share knowledge, given that they are provided with good means 

of doing so. However, the challenge for organizations typically does not reside 

with employees will to share knowledge with one another but rather in creating 

systems for sharing and managing said knowledge. 

Intranet initiatives tend to fail when structures are pushed onto employees 

without sufficiently addressing user needs. If contributing knowledge is too 

tedious because of the way a platform’s functionality is designed users will not 

persistently apply the tool. Most interviewees of the contectual inquiry described 

a problem of this kind. Unfortunately this is a frequent scenario. Obviously, a 

different approach is needed.

The literature review described how in the past organizations attempted to 

change employees’ natural way of communicating by forcing structures on them 

that would be easier to categorize and store. In doing so companies shifted the 
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management responsibility to the users. In contrast to this counterproductive 

approach organizations need to accept that employees either communicate the 

way they are comfortable with or rather not at all. 

Thus organizations need to find way of capturing knowledge that emerges 

from natural conversations. Rather than trying to change employee’s behavior 

companies need to work with it. Self-evidently this amounts to much more effort 

on the management side of knowledge sharing yet, as companies must accept 

putting this extra energy into figuring out a solution if they want to succeed. The 

focus of a knowledge sharing platform must be to reduce any obstacles users 

could potentially face when engaging with others.

How can an intranet platform or digital workplace initiative 
encourage engagement among employees and facilitate 
knowledge sharing within an organization in the creative 
entertainment technology industry?

Game development largely applies agile management methods which rely 

on active participation of team members with regard to planning and decision 

making. With agile development combined with a company structure that 

stresses flat hierarchies at Avalanche Studios there is great need as well as 

support and encouragement for employees to express their thoughts. The 

success of the company’s projects relies on active exchange of opinions between 

team members and frequent communication is essential. All interview participants 

confirmed this view. The creative aspect of game design requires frequent 

expression and evaluation of ideas, opinions and suggestions. 

During any project implementation teams will encounter challenges that need 

to be overcome. Difficulties and problems that arise along the way often have 

to be solved in a common effort which requires team members to contribute 

knowledge of many different kinds.  Therefore it is critical to to get as many 

different minds on board to increase quality of insight and output. Interviewees 

who were actively involved in production work stressed the value of Crafts and 

the importance of helping colleagues on a cross-project basis.

Communication platforms have the capability to bring people together regardless 

of geographic and time related restrictions. For a company such as Avalanche 
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Studios, who operate on two different continents and timezones, this is an 

invaluable asset. 

Since their projects are built on in-house technologies to which employees in 

different locations contribute these internet based platforms are the precondition 

for collaboration between teams across the atlantic. Due to the nature of the tech, 

which is constantly and ever evolving, instant (or at worst timely) feedback and 

overview over changes that have been made are crucial as the vast majority of 

employees directly depends on the software working.

To accomplish this state, different sets of functionality are needed. Interview 

participants working with the engine code team described that while collaboration 

on the same software feature requires close to instant communication as it is 

about getting one’s questions answered fast, the latter requires a stored and 

archived history of events in order to understand why decisions have been made 

and see the big picture. 

Employees need guidelines and instructions to understand how to behave online. 

In order for a communication ecosystem to function users must understand the 

designated space for a particular purpose. Defining the appropriate platform or 

area for an action maintains a vague but useful structure of content. This is of 

particular importance when a user tries to retrieve information as the nature of 

said information determines where they will choose to search for it. 

Figure 9: Different platforms employed at the company and their integration
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At Avalanche Studios there are currently different tools deployed that offer 

similar functionality and the same purpose. This makes it problematic to 

retrieve information as it is unclear to users where to look. Employees who were 

responsible for making critical information available, such as the engine code 

team providing documentation on the progress of the technology, described their 

lack of confidence when it came to the knowledge sharing platform available 

to them. The location of information in this case is not the result of careful 

consideration but that of the author’s arbitrary tool preferences. 

The company’s knowledge sharing communities of practice, the crafts, can 

benefit from a suitable platform in the digital workplace. As became evident in 

multiple interviews the crafts initiative has been welcomed by employees and 

meetings are well liked and appreciated. However, documentation of activities 

does not have a fitting space in the company’s current portfolio of online 

communication tools. The platform that hosts the crafts group is not popular 

among members and the user experience is wanting considering its purpose. At 

the current stage employees can either join only their own craft on the platform, 

in which case they will only have access to content and updates of that particular 

group, or all the ones they are somewhat interested in, which will result in a 

mailbox cluttered with notifications that are irrelevant to them. Unfortunately at 

this point there is no user-friendly middle ground solution. Yet for the crafts to 

unleash their full potential this would be desirable. 

Since digital workplace platforms make it easy to store and present relevant 

information to users they also hold the power to improve and accelerate the 

integration process of new hires. Appropriate knowledge portals can gather 

necessary information for new employees to read up on. Instead of constantly 

having to inquire information such as identifying a responsible person from 

colleagues over stretched periods of time crucial knowledge can be provided 

in an easily accessible space, providing a point of contact. Especially producers 

agreed that gathered information about company processes and project 

developments can provide a valuable source of learning material. 

For Avalanche Studios this is relevant for the hiring of new employees but also 

for experienced ones who switch between projects. Although the company has 

worked out a thorough introduction program a place where all the information 
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is gathered would be desirable as the sheer amount of infos conveyed at once 

can be overwhelming. A chance to look it up again to anchor such matters as 

emergency instructions and others important issues that are not part of the 

work day in new hires’ heads would assure that employees are aware of these 

instructions, should they ever need them. One interviewee had only recently 

joined the company and agreed that an information portal would be helpful to 

gather necessary, non-project related company information.

In a similar fashion publically accessible project information would be valuable to 

members of all teams. Not only would this increase company wide transparency 

but team members would also have the opportunity to follow their colleagues’ 

progress and prepare themselves for a project team’s alternative management 

method when they switch from one project to another. They could prepare 

by familiarizing themselves with project roles and responsibilities as well as 

production tools. This would speed up the integration process and allow a new 

team member to achieve full productivity earlier. 

Data storage capabilities make digital workplace applications a valuable tool 

for retaining knowledge within the company when employees retire or move 

on to other ventures. Past conversation and knowledge continue to exist in the 

cloud detached from space or time and can be retrieved indefinitely. Given 

that communication tools provide capturing processes that allow to archive 

knowledge with little to now extra effort to the user organizations can save vast 

amounts of expertise that experts  would otherwise take with them when leaving 

the company. 

Tacit knowledge, for example in the form of best practices gained from 

experience through many years, can be retained this way. Especially seniors 

who have been with the company for a long time have a better understanding 

of internal relationships, dynamics and developments in the company’s history. 

In contrast to explicit technology related knowledge and hard facts this kind of 

knowledge can barely be relearned by replacements. 
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What do creative entertainment technology workers need from a 
digital workplace?

Due to its large scope and workload game development requires teams of people 

to collaborate closely. Communication is key and feedback should be timely, if not 

instant, in order to not hinder the process and stall progress. Problems have to be 

solved when they occur which means that in a best case scenario the entire team 

is available to provide feedback at any given time. 

Digital social media are to this day the most efficient way of communication 

and content sharing between people across borders. For a company such 

as Avalanche Studios that has active production teams working on projects 

simultaneously the technology that enables this is the essential foundation 

of operations. Writing based tools, compared to conference calls or physical 

meetings are content persistens and therefore give insight into the history of past 

conversations via the medium. Multiple interviewees stated that this function 

provides value for their daily work as it enables them to read up on progress 

made by their counterparts and thus quickly grasp the current status of things. 

At Avalanche Studios this means that conversations held this way can somewhat 

bridge the time difference by providing a protocol for the respective team reading 

up on latest events. This way teams achieve a higher level of transparency and 

moreover have the possibility of continuing and extending discussions that 

otherwise would have stayed unknown to them. The feeling of secrecy and being 

deprived of information can be combated in doing so.  Interviews with employees 

have shown that this is highly welcomed by all parties.

From a technological perspective communication tools must be as user-

friendly as possible. This is true for digital workplace platforms in any industry 

but developers in the software sector have a better understanding of the inner 

workings of such tools and thus have higher standards. The formula for successful 

deployment of tools is simple - if they require more effort to use than they add 

value to a user’s work they will be ignored. Employees will embrace tools that 

help them be more efficient and subsequently more productive in their daily work. 

Consequently only tools that actually address a user’s needs add value to their 

live. A majority of interviewees had strong opinions on the usability of tools in use, 
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both positive and negative. However, the negative comments were made in a 

way that suggested high awareness of what was due to design choice and what 

was due to technical limitations. In some cases interviewees mentioned allegedly 

better alternatives, allowing to conclude a high awareness of platforms availability 

as well as the quality of those products. Employees showed little understanding 

for the less user-friendly tool if theu knew of a better alternative.

Two of the most common hygiene factors in a digital workplace  are single-

sign-on (SSO) and searchability. The former means that all platforms should 

be accessible by users without requiring an extra log-in. Every instance where 

a user must re-enter their account information and password is an additional 

discouraging obstacle between user and information. Searchability addresses 

how easy and intuitive it is to find information on a platform as well as how 

accurately the search function returns results. Employees are not willing to spend 

much time of browsing a platform for uncertain information. If these are not given 

employees are likely to go ask a colleague or simply write an email instead. All 

interviewees agreed that they would not turn to a platform for information uless 

they were confident that they could find what they needed there. 

At the time this thesis was written there was no extensive SSO that included 

all tools in the software repertoire. The effect of this, however, was somewhat 

contained due to functions of some programs that would remember account data 

Figure 10: Platforms covering the major communication areas 
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and keep the user logged in. Searchability varied from application to application. 

While some of the more popular tools would return thorough and reliable search 

results and allowed the user to find 

the information they were looking for, 

some tools were disappointing in this 

respect. Moreover, Avalanche Studio’s 

communication ecosystem could 

immensely profit from one unified 

search function that crawls through 

data of different applications. Such 

a feature would enable users to find 

a file even when they do not know what 

platform it is stored on. Users would save 

time not carrying out the same search multiple times. A less than satisfying search 

function was mentioned multiple times as one of the negative factors that led to 

the abandoning of one of the formerly used platforms.

When looking at Avalanche Studio’s internal communication and collaboration 

pattern three types of areas emerged that each represent a distinctive need in 

information and knowledge sharing. With regard to platform types these can be 

categorized as instant messaging, content management and documentation.

Instant messaging applications are the fundamental basis of communication 

between employees at the company. This area covers all sorts of written 

conversation, ranging from emails to private and group chats. Although email 

is still the most established and accepted means of communication between 

distant parties the medium comes with a number of downsides. The amount 

of emails sent within the organization can have a negative impact on focus and 

productivity and may lead to employees ignoring their inbox altogether. Those 

who do use it enthusiastically have noted that misunderstandings can emerge 

due to formulation and time delay between the sender sending it and the receiver 

reading it. The structure of email itself makes it difficult to hold constructive group 

discussions. A better alternative for instant communication are chats. These are 

more efficient due to their design which prompts users to write shorter, informal 

and less extensive messages and exchange more of these concise pieces of text 

Figure 11: Mock up of an improved and branded intranet
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rather than writing long, well-phrased essays to each other. Subsequently users 

feel less pressured to live up to certain literary standards and thus are more likely 

to actively participate. This is something that Avalanche Studios should stress 

and support in order to stay loyal to the company’s mission for a low hierarchical 

organizational structure. 

Moreover users can start group chats by choosing chat participants. Since chats 

display the conversational history of all participants each user can read everything 

others contribute, unlike emails. Although the quality and functionality of chat 

tools can vary greatly most of them allow users to create groups or channels. 

In doing so employees can instantly communicate information to all people who 

have some sort of interest in it, be it due to mutual project involvement or the 

studio’s local board game group, without bothering those colleagues to whom it is 

not relevant. This feature set has the potential to drastically reduce the amount of 

email employees receive, leaving more time for productive work.

In order to communicate less dynamic one-way information, such as company 

policies, to the organization some sort of content management solution is needed. 

This is fairly similar to the classic intranet concept of management publishing 

news for employees to read and providing employees with general HR, IT and 

office related information. At the moment some departments have started to 

move this kind of content to a designated platform, however, as it is not yet an 

official company standard, not everybody knows about the information available 

there. Additionally, there is no standard or guidelines for what to make available 

and how. The result of this scenario is that employees do not have the resources 

to look up regulations or contacts to get in touch with. A well designed platform 

could change this to the better and allow employees to have a point of contact 

from which to inquire general information thus reducing the time it takes for 

employees to find who and what they need while also avoiding unnecessary 

emails. This would be invaluable for new hires who no longer need to pave their 

way through the chaotic information jungle.

A CMS platform could also gather information about project statuses, thus 

increasing transparency and interest for what colleagues are working on. Currently 

employees in one studio have only very little knowledge about happenings in 

their pendant office.  
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The engine support team would 

profit from this insight as they would 

have a foundation on which to make 

decisions about the priority of the 

different projects’ requests. 

A designated space for 

documentation in the form of a wiki 

platform can provide a portal about 

past productions and development. 

Although this can be a valuable asset 

to any department certain groups benefit more from the deployment of such a 

tools than others. Especially groups with support functions would gain from a 

user manual that gathers how tos which users can browse before proceeding to 

contact them. These departments often receive the same questions from different 

people which could be prevented if a self-help option was provided. Users could 

continuously be conditioned into inquiring the documentation first and only 

contact support if their question was not answered. The new issue could then be 

added, thus expanding the knowledge base. 

Programming documentation enables understanding of the big picture and 

explains to new coders why and how decisions were made. This is essential if the 

company wants to avoid repeating mistakes. 

The code documentation at Avalanche Studios works rather well in the way that 

is described above. For other departments the transition is on its way, slowly 

heading in the right direction. What is needed are guidelines for when and how 

to contribute to a self-diagnosis and solution portal and raised awareness among 

employees of the existence of such a platform. 

Regardless of the quality, structure and content of tools organizations should 

not expect all employees to use them equally or to the same extent. Users have 

different preferences and needs that determine whether they find a tool valuable 

or not. Instead companies should make sure to provide employees with what they 

need and be open for suggestions.

However, what should be common to all platforms in an organization’s ecosystem 

is the social layer, allowing to identify content authors and build relationships, and 

Figure 12: Well designed group chat applications can give users an 
overview of conversations happening in the organization
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a code of conduct concerning how to behave when using tools. Precisely because 

they provide so many features and possibilities laissez-faire approaches can result 

in chaos and a resulting lack of confidence in the tools themselves. Instructing 

employees thus prevents wrong use and subsequent antipathy towards the 

platforms.

How can digital workplace communication platforms foster 
corporate identification and relationships between geographically 
distant co-workers?

A well-functioning communication and collaboration ecosystem can have a 

profound impact on company spirit and relationships overall. As people engage 

more with each other they build stronger relationships, especially through more 

casual and informal communication via social media-like tools. Even if employees 

do not want to actively participate in a conversation they profit from being able to 

access other people’s knowledge exchange. In doing so often connect to people 

one would not get in touch with otherwise. 

Participation from senior management increases transparency and trust, leaving 

less room for political turmoil. Enlightening employees about decisions decreases 

the risk feeling ignored or exploited. In those instances where signs of this 

happening arose at Avalanche Studios in the past it largely happened because of 

lack of appropriate communication between studios. 

Especially the possibility of production team members from different projects 

to engage with each other via chat or similar informal applications can create a 

feeling of solidarity, a ‘we-feeling’ as an organization. One interview participant 

stated how different the tone of conversation was when he and his counterparts 

in the overseas office conversed via chat, compared to email, and how it changed 

their relationships. Exchanging knowledge and shared experiences can create 

a spirit of growing together as an organization. This in return typically results in 

positive impacts on employee satisfaction and company loyalty. 

In conclusion a digital workplace initiative could significantly improve the 

corporate identity of Avalanche Studios and better bridge the gap between the 

studios.
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RESEARCH CRITICISM

The results and analysis of this study should be viewed with consideration when 

applying the results to other organization. As a case study is it based on the 

unique settings and circumstances at Avalanche Studios. 

Although great care was taken in carrying out interviews and analyzing the results 

there are factors outside the researcher’s power that can influence the results. 

Subjective perspectives and bias of interviewees in assessing their experiences 

can interfere with the objectivity of results desired by the researcher, who, 

in some cases, had to choose whether to prioritize the given answers or the 

environmental evidence found. One such a case was an interviewee’s judgement 

that communication in the studio was very good while at the same time claiming 

to spend multiple hours a day answering emails. 

With regard to the literature study one limitation was the topicality of academic 

articles. Although some studies dealt specifically with ESNs and corporate 

intranets these were at least two to three years old. This is a rather long time in the 

world of technology - long enough for a paradigm shift to occur - and change the 

landscape significantly. The thesis thus is lacking material to assess the current 

state of affairs. 
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CONCLUSION
This part of the thesis will summarize the key findings of the report, answer the 

research questions and provide recommendations for how to approach the 

introduction of a new company wide knowledge sharing platform at Avalanche 

Studios.

Research question: 
How can an intranet platform or digital workplace initiative encourage 
engagement among employees and facilitate knowledge sharing within an 
organization in the creative entertainment technology industry?

The conclusion one arrives at is that digital workplace initiatives with an 

ecosystem of integrated collaboration and communication tools can enhance 

employees current ways of sharing information and knowledge. In an knowledge 

industry such as the creative entertainment technology sector this is of utmost 

value for a competitive position on the market. 

Subquestion 1: What do creative entertainment technology worker need from a 

digital workplace?

Employees of creative entertainment technology firms need tools that are easy to 

use, intuitive and work well with each other. Since they, due to their technological 

expertise, have higher standards concerning use and usability of software, 

platforms must perform better, compared to products for the average population. 

Platforms need to add value to their daily work by making exchanging information 

and content more efficient. Users also need guidelines to understand how and 

why to use the tools at hand. 

Subquestion 2: How can digital workplace communication platforms foster 

corporate identification and relationships between geographically distant co-

workers?

Given the right set of tools the digital workplace can contribute to building better 

relationships between co-worker and foster a corporate identity. By bridging the 

gap between people in different locations and time zones it can connect people 

and bring them together in order to reach a common goal.
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RECOMMENDATIONS

The fact that Avalanche Studios is a company whose employees are intrinsically 

motivated to share knowledge and display strong will to help out colleagues 

with their expertise means that the most challenging part of a knowledge sharing 

initiative, namely the actively engaging and motivating employees to participate, 

poses almost no difficulties for them. Employees engage with each other even 

without any top down order. 

Consequently the company should prioritize and focus on offering their worker 

the best tools for smooth communication and exchange. Three main building 

blocks have been identified as basic necessities for a functioning communication 

ecosystem, namely chat for instant communication, CMS for one-way information 

display and a wiki edited by groups for documentation. Each one of these 

blocks has the potential to increase efficiency and improve user experience 

for employees. An advanced group chat application can reduce the number 

of emails sent and order information by topic and urgency. A CMS intranet can 

gather information that is not needed frequently but nonetheless relevant to all 

employees while also giving new employees a quick and frictionless overview 

of information they need to know. A wiki for documentation gathers practical 

knowledge from past projects and allows to gain insights and draw conclusions 

based on what was learned. 

For Avalanche Studios the tricky part lies in the details of implementation. As in 

the recent past platforms were tried out and tested by selected groups with a 

bottom up approach with little interference or guidance by upper management 

the use and handling of these tools has been entirely unregulated, except for a 

patterns that emerged from the test groups themselves. This is where most of the 

company’s future efforts will take place.

After choosing the software packages to become part of Avalanche Studios’ 

internal communication system senior managers, aided by middle management, 

must clearly communicate the tools chosen as an official company standard. Many 

different tools, some legacy tools were never officially shut down. They are still 

accessible and store information from past projects. Some new platforms were 

introduced partly but employees do not know where to put information due to it 
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unclear status. Standard in this case should not mean forcing people to use tools 

if they do not want to but rather give them a reliable choice. Company standard 

should mean that a platform is maintained and updated and thus provides reliable 

content whereas unofficial ones do not deliver this promise. 

In communicating the status of selected platforms the company should also 

make sure to explain the intentions behind it, what they hope to achieve with it 

and how employees can and will benefit. There must not be any confusion or 

doubt about the official tools as it discourages from adoption. 

One crucial decision that will have to be made in the very beginning of the 

implementation is that of ownership. The roles that are responsible for maintaining 

the ecosystem, or parts of it, be it technology or content wise, need to be clearly 

defined and assigned. Owners must know what falls within their responsibility 

but also need to be aware of what parts are owned by others as this affects the 

system as a whole. When the encounter a problem they cannot fix themselves 

they need to know who to ask for help. 

The ownership issue does not stop there. Users too must know who is responsible 

for what in order to hold the responsible accountable. When an employee comes 

across content that seems to be outdated they must be able to contact the 

person in charge and push them to review it. Otherwise the mistakes of the past, 

masses of outdated content and nobody updating it, will repeat themselves. 

In designing the technical specification of the platforms’ integrations the company 

should follow their own motto of “Worlds without Limits” and aim to create a 

frictionless user experience for employees. Visual design and branding will help 

employees to embrace the web portal and increase adoption. 

Regardless of the platforms Avalanche Studios chooses to employ a strategy for 

the communication ecosystem is needed. By forming a handful of concise and 

simple aspirations to guide the decision process the company can state principles 

on the basis of which to choose directions in the future. 

Priorities must be agreed upon and measurable key metrics must be identified in 

order to monitor KPIs and subsequently the success of the system’s performance 

in different areas (Del-Rey-Chamorro et al. 2003).  
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GENERAL STRATEGIES

As with any other kind of undertaking companies that intend to implement a 

knowledge sharing platform ecosystem initiative must be clear about their goals 

and objectives, meaning the reasons why they want to have particular platforms in 

use and what they hope to gain from introducing them to their employees.Unless 

organizations are clear about this there is a high risk of missing the target. Building 

a new knowledge sharing ecosystem can be costly due to licensing fees and 

training needed for users to be able to gain the necessary command of tools in 

order to harvest their benefits and potential. Since the possibilities of improvement 

through add-ons, integration and customization are sheer endless organizations 

must consider proportion of cost versus benefit.

The general suggestion for organizations is to evaluate their company’s status 

using the 10 Factor framework to find out how the organization is performing 

with regard to the different areas. They should then analyze their strengths and 

weaknesses. 

Not all ten factors that are part of the framework are equally important or relevant 

to all companies. A universal ranking of which factors weigh the most importance 

cannot be made. The author therefore suggests that organizations investigate 

the areas in which performance is the most wanting and work toward improving 

these in order to eliminate possible obstacles along the way. In the same spirit 

companies should also determine the best performing factors and channel the 

strength of these in order to compensate for possible shortcomings of other 

factors.
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APPENDIX_1

ABBREVIATIONS

CIO - Chief Information Officer, Senior Level Manager whose primary task is to 

deal with the application of software for internal communication and flow of 

information

CMS - Content Management System 

DLC - Downloadable Content

ITaaS - IT as a Service

ROI - Return On Investment

SaaS - Software as a Service

SSO - Single Sign On, the platform requires no extra log-in




