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Collaboration with Lean Media: Organization Design with Emails
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Owing to the characteristics of electronic media, such as lack of social context cues and so-
cial presence, various problems may arise when communicating through it. In order to resolve
such problems, many CSCW researchers have emphasized “awareness,” and proposed several
advanced tools. On the other hand, cases do exist which have succeeded in collaboration
through lean media, such as open source software development. In this paper, we describe
findings from the case where three independent international conferences unified successfully
only through the email discussions. This achievement is particularly impressive as email is
not adequate to such sensitive decision making discussions. From our detailed observation
and quantitative analysis of over 800 email messages, following two findings are presented: 1.
avoiding straightforward opinions is effective when dealing with sensitive issues, and 2. ad hoc
small group discussions are useful in achieving agreement among large number of discussion
members. Through this research, we found out that lack of awareness can be effective when
holding complicated negotiations via electronic media.
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Member S:
Dear all, ... As for the financial aspects, I
suggest our community should support re-
gional MAS workshops... I hear our next
conference being told as AAMAS, and not
ICMAS & AA. Is it true? If this is the
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Fig.3 Places where quotations take place in email

messages.

case, I think our community is losing its

identity.

Response from Member T:

Dear all,

As regards the financial issue, I like Mem-

ber S’s proposal to support regional MAS

events.

Best, T.
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discussion.
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