Video Value Series #2
The Value of Middle Video
This paper is the second in a series of three papers on the value of video in organizations. They are
intended to provide a basis for analyzing roles and use cases for video from a value and ROI perspective.
This paper focuses on the value of video for the middle manager. To better understand this paper,
reading the first paper "Selling Versus Task Collaboration and Video Value" will enable understanding
the concepts.
In the first paper the concept of Selling versus Task Based Collaboration was defined. The difference
between Western and Asian communications styles comes into play in the value of video. In Figure 1,
the differences between Western and Asian communication can be seen. In most Asian cultures,

Figure 1 Western versus Asian Video Value

common courtesy precludes a hard "no" in an interaction. As both the requestor and the respondent
are seen to lose face in such a response, a "no" response is generally one that does not actively say no,
but through the combination of verbiage and appearance while the response is said indicates to the
requester that their request cannot be honored. As this interaction methodology extends into
established business relationships, the value of face to face and therefore video extends much farther in
Asian cultures. This explains why 50% of H323 video has been adopted in Asia. To be clear, this is not in
any way a positive or negative about the differences between the cultures, but a recognition of the
reality of different paradigms of communications.
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As was discussed in the first paper, there is a major hole in today's video, the Occasional Selling
Collaborator. As shown on Figure
2, this is the middle manager or
lower level executive caught
between the Executive Video user
and the room system. As most of
the Occasional Selling Collaborators
needs for video are one on one,
using the room system is perceived
as both inconvenient and
complicated. The Occasional
Selling Collaborator is a midmanager who does Task Based
Collaboration 80-90% of the time
Figure 2 The Occasional Selling Collaborator
He or she uses Selling Based
Collaboration 10-20% of the time. This is due to an interesting characteristic of inter-human behavior in
organizations. For these mid-level managers, their common interaction mode with their peers is task
based. For example, two product managers normally interact on topics that are both mutually
beneficial and part of their shared responsibility, However, when one requires the other to implement a
capability that only has value for the requestor, the response is often more akin to Asian
communications. Knowing that a hard '"no" will potentially drive an escalation and some level of
intervention from above, the receiving manager often responds with a "best effort" type of response.
The requestor, acting on the basis of the majority of interactions that are task based, does not
understand the hidden "no" in
the response. The result is
often significant mis-alignment
and waste of resources as the
outcomes do not align.
Figure 3 shows the previous
model for communications
modes flipped 90 degrees on
the left and laid against the
organizational pyramid. The
result is a clear identification of
the Occasional Selling
Collaborator in the organization. Above this role, Selling Collaboration is the predominant
communications form, while
Figure 3 Organizational Structure of Collaboration
below, most roles are
predominately task focused. This role is unique in requiring a mix of both.
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The value of video for the Occasional Selling Collaborator is not in the travel value, while there may be
some value there, it is rather in the quality of the interaction decisions when the Selling Collaboration
mode is required.
In a typical
organization of
reasonable size,
the Occasional
Selling Manager
will manage 50 100 people. This is
shown in Figure 4
as the span below
this role in the
organization.
Using this
structure, it is
possible to
Figure 4 Video Value for the Occasional Selling Collaborator
define the value
of middle video, not for travel, but for organizational effectiveness. If we assume that the manager
does Selling Collaboration 10-20% of the time and for those activities is dependent on a co-worker with
non-aligned goals. The activity requires confirming commitment from others – typically One-on-One,
where there is a dependencies without accountability.
I f 15% of the peer level interactions are for decisions/agreements that are in a selling mode and of
those, 20% of the selling interactions currently result in a mis-convergence of agreement/commitment,
the result is that 3% (15% x 20%) of the investment of resources driven by that manager will be misaligned and therefore "wasted". This is equivalent to 1.5 – 3 headcount or $100K - $400K at current
labor rates If having an adequate video answer for this manager to use for those interactions would
result in a reduction of misalignment by 50%, the result is a $50-200K annual savings. If we assume the
video system for this level of manger costs about $2K to purchase and can be operated for video time
for about $50 per month, then the cost for the first year is $2,600, and the payback is 5 days to 3 weeks.
Obviously this is a great organizational value and investment.
Finally, the value of middle video to the value of executive video can be contrasted. If it is assumed that
the primary value of executive video is travel avoidance as the executive would require a face to face
meeting if video was not available, the value of executive video can be calculated. In Figure 5, the value
of executive video is shown based on two factors; the cost of travel and productivity gains for the
executive for non-travel time saved. As can be seen the travel savings are assumed to be $72K based on
36 trips per year and the productivity gain is 10% of an average salary of $400K. The result is a savings
per executive of $112K If we assume that each executive has 5 mid-managers that are Occasional
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Selling Collaborators and that they can save on average $100K per year using video for those
interactions, the total savings for the direct reports to that executive are $500k, or over 4 times the
savings for the executive
alone. If the same concepts
apply to the next level of
manager, but on a lower
percentage basis, this
number could be doubled or
even greater.
This analysis clearly shows
that video for lower levels in
the organization is
potentially a great
investment, but not as room
systems or difficult to use
Figure 5 Executive versus Occasional Selling Collaborator Video Value
environments. For his to
be of value, it must meet
four criteria:





The systems must be ubiquitous across the mid-managers who have been identified as Occasional
Selling Collaborators to assure that both ends of a discussion have it.
It must be co-located with the normal work space of the manger so that it can be used whenever a
situation that requires video arises. This is especially important as many of these events will be adhoc, not scheduled.
It needs to be easy to establish and manage the video connections so use is not avoided due to
complexity or distraction.
The video quality must be sufficient to identify visual response characteristics of agreement and
alignment. This includes both resolution and video size. As many of these clues are non-facial,
having the systems enable a torso view is generally superior.

Finally, the organization must be clear about the value of this for employees and train managers on
when to use video in their interactions. As video is not required in the majority of cases, understanding
when to use video in a specific interaction will be critical to positive outcomes. This has the further
benefit of having the use of video by the requesting party becoming an emphasis to the receiving party
that the requestor is looking for agreement and support.
In the next paper the topic of organizational waste through meeting tourism and the value of video to
minimize this issue will be discussed.
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