Winning with the Enterprise 2.0
by Don Tapscott
The Story in Brief
Today we’re at a defining moment in business history—the threshold of a dramatic shift in the way that firms
are organized, innovate and create value. Information technology and new networked business structures are
removing the sources of friction in our economy, producing ten major dimensions of change that every firm
must address. A new breed of open, networked organization—the Enterprise 2.0—is emerging. Evidence is
mounting that companies that shift along these 10 dimensions of the new model, perform and compete better.
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A New Approach to Business is Required
Due to profound changes in the global business environment, information technology and management
thinking and experience, a fundamental change is occurring in how companies compete. In particular, the
rise of pervasive, networked IT is enabling new business strategies and designs—that enable firms to
create differentiated value and/or lower cost structures—and therefore competitive advantage. A new
approach to business is required. It is a new model of the firm, or the Enterprise 2.0 as I and others have
described it.1 Others may know it better as the Open, Networked Enterprise (ONE), a label we’ve also
used to illustrate the shift. Such enterprises orchestrate resources, create value and compete very
differently than traditional firms. They also drive important changes in their respective industries and
even the rules of competition. Research and experience shows those that understand these changes can
gain rapid advantage in their markets and build sustainable businesses.
This report lays out a description of the Enterprise 2.0 and evidence for ten dimensions of change. As
such, the report summarizes important aspects of the IT&CA research.
If there is one theme that cuts across all ten dimensions and defines the new enterprise, it is
collaboration. These ten dimensions correspond to ten traditional, long standing “axioms” of competitive
advantage—axioms that are now being challenged in the global networked economy and the new era of
collaboration.
Conventional wisdom holds that firms compete by:
1. Thinking global and acting local
2. Maintaining mission critical capabilities within their boundaries
3. Hiring and keeping the “best” people as the basis for excelling in innovation
4. Controlling and fiercely protecting proprietary resources and innovations—especially Intellectual
Property through patents, copyright and trademarks
5. Planning differentiated products and services and then “pushing” into the market through effective
marketing campaigns based on mass media
6. Achieving operational excellence through optimal business processes, especially to achieve
“enterprise integration” and building “hardwired” business structures based on the age old
organizational chart.
7. Managing knowledge to ensure it is available to a firm’s human capital
8. Avoiding vulnerabilities through secrecy—viewing transparency as either a threat or limited
obligation for compliance with regulations
9. Building the brand—corporate or product—as an image, promise or trustmark
10. Viewing IT primarily as something within the enterprise to be organized to achieve corporate
objectives
For many, these are motherhood approaches to competitiveness. However, the demands on mom are
changing, as are the possibilities and rules for parenting.
Our research investigated hundreds of organizations through executive-level interviews and
secondary research to develop an analysis of the impact of the ten dimensions on competitiveness.
Quantitative and also qualitative, case-based evidence indicates that transforming business strategies with
respect to these ten dimensions pays off in terms of differentiated value and/or lower cost structures—
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yielding significant gains in competitive advantage. The ten dimensions and their transformations are
summarized on the back inside cover of this report.

The Age of Collaboration
Collaboration is the new foundation of competitiveness. Normally the term collaboration conjures up
images of office workers interacting effectively together. True, knowledge is the ability to take effective
action. The exchange of knowledge among people allows them to communicate complex ideas and to
collaborate in creating value.
But the concept is changing. By “collaboration” we mean the increasing richness of means by which
objects (things, people and firms) can work together enhanced by the medium of the Internet. We have
described this as the fundamental transition of the Internet from being a communications platform to a
computation platform. We have investigated five cascading levels of collaboration sought by leading
firms today (See Figure 1.) The lower levels cascade up to the higher levels which in turn inform and set
the context for lower levels.
Figure 1: Cascading Collaboration for Competitive Advantage
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Level 1: Collaboration among things
Billions, soon trillions of physical objects are becoming smart, imbued with knowledge and connected by
an Internet of Things. Pervasive computing is giving rise to ambient intelligence as we become
increasingly surrounded by things that can sense and collaborate. Our research investigated three aspects:
the shifting “object of interest,” granularity and scale.2
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Object of interest

At every major stage in the evolution of IT there has been a distinct technology and associated “object of
interest,” such as the mainframe computer and the firm; the PC and the desktop; and the handheld
computer (in all its guises) and the individual. The primary object of interest dictates where the bulk of
innovation and technological advance is found (example: game consoles drive graphics technology; MP3
players and cameras drive memory; handhelds drive miniaturization). Each shift in the object of interest
has been a discontinuity.
Today we are heading rapidly into the next stage where the object of interest is the “thing”—a car, a
soup can, a meadow. Associating an intelligent, communicating device, such as an RFID tag, with a
“thing” brings it into the ambit of corporate networks, the Internet, or even a self-organizing ad hoc
network of other things (e.g., home entertainment devices).
The shift in the object of interest opens new opportunities. When the object is a person and the
computing device is “cell phone like”, the opportunity is to create or exploit a new channel of interaction.
When the object is a thing the opportunity is to increase the level of control or awareness of physical
processes (e.g., logistics, telematics).

1.1.2 Granularity
As the Internet penetrates every nook and cranny of the physical world, it connects a myriad of eversmaller objects. Granularity is the increasingly finer breakdown of knowledge about what is happening in
the world—for example, knowing where things are at the item level rather than the truck level, knowing
about events as they happen rather than some time later, and knowing the state of the world at a micro
level, such as the paths of shoppers through the store rather than just what they bought. This has
important implications for precisely how a firm can manage its operations, and it raises the bar for what it
means to be agile and responsive. It also increases the complexity of the problem you must solve when
you try to manage a system optimally.
Every industry will incorporate the effects of granularity differently. For example, one that is heavily
involved in the movement of physical goods (e.g., discrete manufacturing, retail, healthcare) will be
dramatically affected by the inclusion of these goods in the Internet (through RFID tags, wireless MEMS,
etc.). Meanwhile a bit-based industry like broadcasting will find its opportunities in the evolution of
personal devices.

1.1.3

Scale

Ambient intelligence enables firms to scale—and think about scale—in radical new ways.
A world of interconnected, intelligent objects—sensing/responding to ever more granular events
enables firms to compete through scale, in ways previously unimagined. To some extent the ability of a
firm to collect enormous amounts of data about its operations and transactions will be matched by
advances in communications technology (e.g., self-organizing mesh networks), processor power (e.g.,
Blue Gene), storage technologies and analytic software (such as business intelligence systems). For
example, storage is now nearly free, so data can be stored at a highly disaggregated level, and reduced to
information as required, via OLAP / business intelligence systems.
Firms need to foresee and play emerging wild cards. As computers spread into the world of things,
they become unimaginably abundant. As a result, we will need to design machines that can thrive “in the
wild,” forming relationships with other machines on the fly to accomplish goals that we cannot fully
predict. We see this already in the formation of ad hoc wireless mesh networks, where nodes sense the
presence of one another and form robust, self-healing networks through relatively simple message
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exchange. This trend will only accelerate. The home is an obvious environment where one would want,
say, entertainment devices to interoperate without external configuration, wiring and the like.

Level 2: Collaboration among employees
For two decades, companies have worked to harness the power of teams. As Peter Drucker said in 1988,
“Traditional departments will serve as guardians of standards, as centers for training and the assignment
of specialists; they won’t be where the work gets done. That will happen largely in task-focused teams.”3
It has long been understood that business teams can deliver faster responses to changes in the business
environment and increasing customer demands. Teams can help bring together the right people at the
right time, from many disciplines and parts of the formal structure, to battle competition at home and
abroad. Business teams can help organizations dramatically improve their cost structures through the
elimination of traditional bureaucracies or by avoiding the creation of new ones.
Genuine collaboration happens as much around the water cooler as it does in the boardroom. In the
same way that architects design shared interactive community spaces, digital environments also need to
offer collaborative content opportunities—both formal and informal. On one end of the spectrum, firms
can encourage fluid impromptu interactions (via a “digital” water cooler). On the other, firms can think
about how content collaboration should be built directly into everyday work and business processes.
Building new thinking on knowledge management right into the structure of work is much more effective
than treating knowledge management as an isolated activity—one which competes with people’s time and
other priorities. It should augment work, not detract from it. As ever more work and interactions occur in
digital spaces, the ability to build knowledge management into everyday tasks increases.
Information technology gave such collaboration between employees a big boost in the 1990s—in
particular through Lotus Notes. The business team was a typically a half-baked idea before Notes came
on the scene. Notes showed thousands of companies how technology could enable workgroups to form
and be effective. Similarly, business process reengineering—initially a tool to streamline business
processes and cut costs—evolved into the design of IT-enabled business processes that improve
performance.
Flash forward to 2005, and a wide range of new tools and disciplines are appearing on the scene,
enabling team collaboration for virtually all knowledge work, with goals such as innovation, agility and
competitiveness. In the IT&CA project of Collaborative Knowledge and Competitive Advantage, Hubert
Saint-Onge discusses the use of peer-to-peer (P2P) technology within organizations. Maturing quickly in
the last three years, it has allowed employees to operate in a decentralized manner to fulfill individual and
common goals. Peers share capabilities to providing data and/or services, and can make or break
partnerships at will. Open source software supporting P2P interactions has made this option widely
available.
P2P networks can give individuals access to group documents anywhere, any place, at any time. They
can also help develop connections with customers and suppliers. IBM, for example, offers a free internal
service that allows any employee to start a blog, resulting in over 1,000 active blogs. The BBC claims 600
active internal bloggers. These technologies have already demonstrated the ability to transform
organizations and industries. However, the trend is still new and it is difficult to say where it will lead.
Although organizational use is relatively marginal at this point, there is little doubt these tools will soon
be added to the growing arsenal of collaborative technology.4

Level 3: Collaboration across silos
IT-enabled processes extend beyond the business team to the enterprise. Like teams, the concept of
enterprise integration has been around for some time. As I wrote in The Digital Economy over a decade
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ago, business process reengineering was useful because it highlighted the importance of designing
business processes which are horizontal, that is, they cut across old organizational boundaries. Customers
in the information age have become better informed and more demanding. They often require fully
integrated solutions, customized to their ever-changing tastes. The organizational challenge of delivering
such products, services and, increasingly, experiences, has forced companies to redesign their business
models. New models must transcend traditional business segments in order to build the capability to
deliver integrated value offerings.
Further, most large organizations today are geographically dispersed. This fuels a need for people to
communicate and work together while being separated by great distances. Networking technologies allow
companies to run cohesive yet decentralized operations by linking employees in virtual teams and
communities of practice.
However, in practice, most new processes are fairly low level; they are restricted to one department or
perhaps span two or three departments. Because of the rise of standards and the feasibility of
implementing a service-oriented, enterprise technology architecture, it is possible to think bigger—to
create entire businesses that are “integrated.”5
Still, today’s typical enterprise is locked into technologies of the past—islands of technology that
codify old business practices and old organizational structures. In the 20th century, firms implemented
computer systems when the technologies matured to the point where cost beneficial applications were
feasible. Such systems tended to be planned within the context of traditional structures—discrete systems
for production, marketing, financial management and research. Technology was not used to change the
nature of work but to automate old ways of working—in other words, paving the cow paths. As a result,
companies remain saddled with legacy systems which are impediments, rather than catalysts, to change.
This problem is non-trivial. Many legacy islands are old enough to vote. They are not simply “code
museums” as some pundits have said. They are operational systems upon which businesses depend—so
rolling a bulldozer into the data center is not a feasible fix. Worse, because they lack vision for enterprise
systems, firms often perpetuate the legacy with each new investment. Every dollar spent makes the
islands bigger, rather than better, for the future. Companies need to create the conditions that mean new
investments contribute to a desired future rather than perpetuating the past.
Today the Net, the rise of Web services, and service-oriented architectures open vast opportunities to
reduce coordinating costs within the firm—in turn leading to deep changes in the structures of enterprises.
Art Caston and Peter Haine of the IT&CA team explain that the key to solving the problem of legacy
systems and equipping the firm for competitiveness in the 21st century is for business leaders to define an
enterprise architecture—and from that a target information technology architecture and migration path.
Because of the maturity of technology standards, it is now possible to plan a coherent enterprise
architecture rather than just add rooms to the farmhouse.
The new approach to architecture is based on principles defined by business people, not technologists.
A holistic approach presents the enterprise through business, operational, systems and technology views.
It is based on an abstract model of business activities, one that does not depend on the changing
contingencies of processes and organizational structure. It can be described as a service-oriented reference
model of operational capabilities. Its components, which we call “service functions,” are the building
blocks of enterprise design. By applying a service orientation, firms achieve a decoupled architecture for
business processes that parallels today’s state of the art systems design.
To optimize a service function approach, the enterprise design team should include various planning
disciplines such as strategy development; organizational design; and market, product, channel, brand and
facilities planning.
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Such enterprise integration provides the backbone for the new enterprise. It enables an organization to
move beyond the old hierarchy because layers of management are not required when information is
instantly available electronically. It enables the enterprise to function as a cohesive unit by providing
corporate-wide information for decision-making and new competitive enterprise applications that
transcend autonomous business units or teams.
At the same time, such architectures provide a platform for collaboration within business teams—
while maintaining an enterprise capability. Business units can become viewed as networked service
functions, working in a modular, flexible organizational structure.

Level 4: Collaboration among firms
Central to the IT&CA point of view is the idea that collaboration is changing the design of businesses—
and the axis of collaboration operates among firms, not just inside them. Vertically integrated firms are
giving way to focused companies that collaborate with others in business webs (b-webs).
Collaboration costs between firms historically caused companies to vertically integrate rather than
partner. Today, the Internet has dramatically reduced the cost of coordinating work among firms. This is
leading to the biggest change in the architecture of the corporation in a century—firms are un-bundling
(disaggregating), with the resulting components re-aggregated into new economic players depending on
the effects of scale and scope economies.
This creates a fluid environment in which the boundaries of the firm can (and do) move—creating
new opportunities for value creation, value migration and strategic cost control. The tonic of the market is
being brought to bear on every function in the firm.
While rich collaboration methods improve the ability of the firm to lower costs, it is innovation,
agility, speed and other value-related objectives that are energizing this change in corporate architecture.
The reason is that new markets can evolve in unexpected directions, demanding capabilities that the firm
does not possess. It is frequently possible to assemble best-of-breed capabilities from a set of firms into a
winning production-distribution system, and to do this rapidly. The inherent agility of a b-web therefore
provides competitive benefits, at least in the short run, and will dominate other organizational forms that
do not have modularity built in.
Most companies today are moving in this direction. Focusing on b-webs is a necessary but
insufficient condition for competitiveness. Firms need to make the right choices regarding boundaries—
what is in and what is out—a key theme of this research. They need to design the optimal b-web type—
agoras (eBay), aggregations (Tesco), value chains (Foxconn), self-organizing alliances (Linux) and
distributive networks (iTunes). They also need to design the optimal b-web mix of types as any company
should usually orchestrate resources through some combination of these. They also need to build high
performance b-webs—taking steps to ensure that partner relationships are designed and managed
effectively; that goals are aligned; that transparency is harnessed to improve b-web metabolism, and so
on.

Level 5: Global collaboration with and among stakeholders
As the Internet evolves beyond a presentation medium (based on HTML) to a global computational
platform (based on XML, SOAP, UDDI and a new lingua franca for distributed computing) it enables
engagement and collaboration with and among all the stakeholders of the corporation—not only
employees and b-web suppliers but also customers, shareholders, community members and others.
Firms can engage their “stakeholder webs”—the network of stakeholders scrutinizing the firm to
build value, relationships and trust.6 They can engage the genius of their own customers, as Alan Majer
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and I describe in our paper on innovation webs. They can harness the power of self-organization, as
David Ticoll and Phil Hood explain for the IT&CA program. They can collaborate with previously
difficult to imagine parties such as competitors in peer-to-peer production for mutual success, as
explained by IT&CA executive analyst Anthony Williams.
All of this is now beginning to occur on a truly global basis. The knowledge, brains, resources, and
computing power of over 1 billion people online worldwide are self-organizing into a massive collective
force. They share computing resources in peer to peer networks and they collaborate in myriad ways.
Millions of people now have blogs. Some 113 million people have registered with Skype—and this
network is growing at over six million per month. 100 million share songs via Kazaa, Limewire and
BitTorrent. Hundreds of millions chat and use email. Never before has collaboration across time and
space been so fast, easy and cheap. This collaboration is either a threat or opportunity depending on a
firm’s strategy—resist or embrace.
When things and people become networked on a global scale, the unpredictable happens. For
example, one consequence of a universal infrastructure connecting intelligent agents (people and things)
is emergence—the creation of attributes, structures and capabilities that are not inherent to any single
node.7 This is an old idea. Price is an emergent phenomenon: in a highly liquid, competitive market (like
the stock exchange) no one sets the price. Instead, all buyers and sellers do it collectively. What is
significant today about emergence is that we are seeing sophisticated artifacts emerging from relatively
diffuse, loosely-coupled activities of collaborating agents. Examples are legion: open source software
creation, the blogosphere (blogs, augmented with blogrolls and RSS feeds), Google, Amazon
collaborative filtering, scientific discovery, Wikis, and social networking sites such as MySpace and
Meetup. These have become powerful economic forces, and the basis for successful business models
(Google being the best example).
In other words we are moving from the concept of emergence as a consequence of self-organization,
the idea that independent agents acting together unwittingly create some new thing (so-called “order for
free”), to a recognition that emergence can also be orchestrated, as Google, Mozilla, and Sourceforge
have demonstrated.
The most important thing to note is that emergent phenomena tend to win. Ten thousand interoperating agents can often marshal more bandwidth, more raw intelligence and more requisite variety
than the largest organization. The business opportunity is to form symbiotic relationships with—even to
foster—emergent structures, since the fundamental nature of self-organization is that it cannot easily be
controlled, but it can be steered. Smart firms think carefully about how to navigate the field of open
versus proprietary technology, and how they could leverage the self-organizing power of suppliers (e.g., a
community of developers), employees, and customers. This is particularly important in areas like
innovation and knowledge management.
We believe that emergent phenomena will produce some of the discontinuities alluded to earlier. P2P
is a case in point. From its beginnings with Napster, P2P has morphed into by far the largest consumer of
Internet bandwidth over a very short period. In the U.S., about 65% of Internet traffic is now P2P. In
Asia, http is now a vanishingly small proportion of Internet traffic.8
Moreover, where these relationships have to be formed on the fly, novel mechanisms will be required.
Consider the issue of trust, which is central to the problems of business contracts (asset specificity,
incomplete contracts). eBay provides a good example. Its buyers and sellers transact business using thirdparty services, such as escrow and payment, as proxy guarantors of trust. As such mechanisms become
richer and more reliable it becomes possible to enact more complex transactions than simple buy-and-sell.
Firms that figure out how to establish trust across a dynamic b-web through automatic IT-based methods
that substitute for formal contracts can gain agility and speed.

© 2006 New Paradigm Learning Corporation

Winning with the Enterprise 2.0

8

Collaborative advantage?
Competitiveness remains central to profitability, growth and business success. It is true that in many
emerging markets competitors do not exist. Disruptive innovations enable firms to create entirely new
markets. Yet in the long run, firms still need to compete—fundamentally through differentiated value or
lower cost structures. If collaboration is central to competitiveness, rather than talking about
“collaborative advantage” it makes sense to discuss the “collaborative edge.”
Collaboration also demands a better appreciation of the role of business context in strategy. That is
because you need to think of strategy as a system in which the outcomes depend not only on your actions,
but on the actions of competitors as well—it is a dynamic system with non-linear outcomes. You must
engage in systems that you do not fully control.
The evidence is strong that a myriad of quantitative changes are becoming qualitative—and that the
nature of the corporation and the dynamics of competitiveness are changing. We call the new model the
Enterprise 2.0.

The Enterprise 2.0
Networking enables collaboration—as explained above on five levels. But collaboration demands
something relatively new in business—openness. If you consider the vernacular, “open” is a loaded
term—rich with meaning.
Being Open
Characteristic

Vernacular Expression

Possibilities

“open for business”

Candor, transparency

“open book”

Standards

“open systems”

Networking

“open door policy”

Innovation

“finding and opening”

Listening

“open ears”

Engagement

“open arms”

Flexibility and agility

“open to suggestion”

Sharing

“open source”

Access

“open bar”

Freedom

“open society”

Expansiveness

“open range”, “opening up”

Replenishment

“open stock”

Complexity

“open ended”

Sincerity

“open hearted”

Beginnings

“opener”

Lack of restrictions

“open season”, “open shop”,
“open market”, “open skies”

Source: New Paradigm
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Theme 1: World View—Think Global, Act Global

Consider life on the Galapagos Islands. Its separation from the rest of the world has resulted in a diverse
collection of species, many found nowhere else on earth, yet each uniquely tailored to its environment.
Now imagine what would happen if a “teleportation device” appeared on the Galapagos, allowing
resident animals to roam freely between the Islands and every major continent. Surely the Islands would
never be the same.
This thought experiment illustrates the consequences of the new era of globalization. The barriers
between the Galapagos and the mainland are analagous to geographic and economic barriers that insulate
firms and nations. When the insulation is removed, it cannot help but produce disruptive effects on
business strategy, enterprise structures and the competitive landscape itself.
The engine of the global economy has shifted from the U.S. (and Europe) to Asia, investigated by
Denis Hancock and Deepak Ramachandran in their report on Asian business revolutionaries. The drivers
of this change are familiar—but the conclusion and implications are not. The shift began with the end of
the Cold War as China and countries of the former Soviet Union moved to embrace quasi-capitalist
modes of production. Global trade grew from $2 trillion in 1980 to $8 trillion in 2003. IT networks
accelerated the development of global commerce and lowered transaction costs, enabling the global
unbundling of the firm. Business people began to discuss the idea of a true global economy. Geopolitical
boundaries also began to blur as the nation state began to be seen as the wrong fit for a global economy—
spurring the rise of multinational trade blocs (NAFTA and the EU). A global workforce became a reality,
and companies began to source knowledge workers—not just manufacturing—from wherever it made
sense.
The raw numbers are telling. Consider three examples: U.S. trade, the “China factor,” and India’s
services exports.
•

The United States, which is among the smallest traders in terms of its ratio of international trade to
GDP, saw imports grow from 8.6% of GDP in 1980 to 11.4% in 2003. The U.S. has been a net
importer of goods, services and capital. Apparel, consumer electronics, small appliances and
industrial machinery are examples of sectors with high imports. This phenomenon has gained
increasing attention as the Chinese economy continues its remarkable growth, and many goods
sourced in whole or in part from China appear at astonishingly low prices.

•

China’s GDP has been growing at 9.5% per year. Its exports have increased by a factor of twenty
since 1984 (See Figure 2). In its share of world manufacturing and world exports, it will soon pass
Japan (See Figure 3). China’s global dominance of low-cost manufacturing is now being
supplemented by the emergence of local innovation: China graduates five times as many engineers
per year (325,000) as the United States, and ranks third (behind the U.S. and Japan) in R&D
investment. But note that with its engineers and scientists getting paid a fraction of U.S. salaries
this investment has the potential to be more productive. 9

•

Globalization extends from labor-intensive semi-skilled manufacturing all the way to high tech
design and services (such as applications development). This trend is unlikely to diminish. Even
health care is now an Indian export. Leading centers in India provide open heart surgery for a
quarter or less the price in Europe and the U.S.
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Figure 3:
Share of World Manufacturing,
1980–2003

Figure 2:
Share of World’s Exports,
1980–2003
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As IT&CA executive analyst Tim Warner and I have explained, the effects of globalization, and the
opportunities it presents, appear in three areas: supply chains, innovation, and emerging markets.10 Add to
these the opportunity for greenfield manufacturing.
•

Supply chain: Globalization accelerates the trend for firms to buy rather than build. While the
motive may initially be economic (variable cost savings), the secondary benefits—reduced fixed
costs, inherent flexibility—quickly become apparent. In addition, a virtuous spiral sets in. The
more, for example, that low cost, offshore suppliers compete, the more capable they become of
supplying a service at an even lower cost and higher quality, simply because of competitive
pressures (though they do face inflationary pressure on labor rates). In 2003, 60 of the 80 firms
worldwide that had attained CMM Level 5 certification were in India (see Figure 4 for a description
of commercial services exports).11 An additional effect is that a campus of suppliers in China that
service, say, U.S. manufacturers, can readily be exploited by Chinese manufacturers also, giving
them the means to compete effectively.

•

Innovation: Globalization does not just lead to rationalized supply chains. It also affects innovation.
The world provides a diverse set of environments for innovation, depending on factors like
technology infrastructure, country-specific skills, income levels and competitive dynamics.
Innovative multinational firms have long tapped these diverse environments for new ideas (IBM is
a good example). Two things have changed. The first is that the spectrum of technology maturity is
very broad, with the U.S. often somewhere in the middle rather than the leading edge. South Korea
is far ahead of the U.S. in broadband Internet availability. The same is true of high speed mobile
phone usage, making South Korea an exceptionally interesting place to look for consumer-oriented
IT innovation. The second change is the ease with which R&D teams can now collaborate across
geographies using Internet-based tools and accelerated product development cycles.
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Figure 4: India’s Exports of Commercial Services ($US billions)
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•

Emerging markets While developed countries worry about growing dependency ratios as their
populations age, the bigger demographic story is the accelerating integration of hundreds of
millions of people—producers and as consumers—into the global economy.13 China, for example,
is a major importer, running only a slight trade surplus. This trend accelerates world economic
growth and cushions a potential slowdown in the developed world caused by labor shortages. Add
to this the rise of the global Net Generation—the hundreds of millions of young people who have
come online in developing countries in the last five years. Like their counterparts in North America
and Europe, they are reaping the benefits of “growing up digital.” They are technology savvy and
connected with an early jump on lifelong
learning. Young people in East Asia are
ICICI and New Global Threats
leading innovators in areas like new media
Over the years, globalization for most business leaders
and gaming.

•

Greenfield manufacturing: Because of
global networking, supply chains,
improvements in transportation and
compliant, knowledgeable workers, firms
can now establish entirely new
manufacturing facilities in low cost
geographies. As Darren Meister and David
Ticoll relate for the IT&CA project, the
Foxconn plant in Shenzen covers 150 acres
and houses 30,000 people. Unencumbered
by legacy investments, it has state-of-the-art
manufacturing and IT systems. Plants of
this significance are springing up all over
Asia to produce everything from furniture to
houses at a fraction of the cost of developed
world facilities.
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meant the opportunity for cost cutting and the
potential for new markets in emerging economies.
However, as India’s ICICI bank shows, western
executives need to recognize a looming threat from
aspiring emerging market competitors.

Deepak Ramachandran’s IT&CA Lighthouse Case tells
the story. ICICI was formed in 1955, as a
development financial institution (DFI), by the World
Bank, the Indian government and representatives of
Indian industry. The bank’s modern incarnation was
born when CEO KV Kamath decided to refocus the
company on the retail market. Since the decision in
1998, ICICI has taken a lead market share of every
segment in which it competes: 28% in home loans,
36% in auto finance and 23% in cards.12 Today, ICICI
is India’s fastest growing retail bank and the country’s
second largest by assets.
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2.1.1. Acting global?
The globalization mantra is “Think Global; Act
Local”—meaning have a global perspective but
behave according to the requirements of local
markets. However, the spread of global networks,
globalization and the Asian engine now require
something new—firms should think and act
globally. This is a view that Amy Cortese, Dan
Herman and I explore in detail in our IT&CA
paper “Think Global, Act Global”. This means:
1. Reconfigure your enterprise to take advantage
of global sourcing. The Electronics
Manufacturing Services industry for example,
is undergoing massive restructuring, whereby
companies are shifting operations to Eastern
Europe, Latin America and (primarily) Asia.
Electronics manufacturer Celestica has shifted
its plants from 80:20 high:low cost
geographies to 20:80.
2. Wake up to global competitors. Be prepared
for radical business model differences. IT&CA
Lighthouse cases Foxconn and ICICI represent
a new breed. Business models, economics,
value propositions, processes, technologies and
labor rates of companies like theirs challenge
the ways (and potentially the market
dominance) of rich country counterparts in
many industries. The fact that these arise in
emerging economies is not just a matter of
cleverness or culture: it is the product of
massive structural changes that enable these
firms (and their enablers) to arise at this point
in time.
3. If you cannot harness or exploit the profound
cost differentials in new global markets,
develop a strategy to beat the Asian
juggernauts by creating a hard-to-copy set of
distinctive capabilities that continually evolves.

ICICI (cont’d)
ICICI’s ambitions do not stop at the Indian border. In
addition to the usual representative offices abroad,
the bank has established fast-growing subsidiaries in
the UK and Canada—taking on developed economy
banks on their home turf.
The bank’s success can be attributed to unique factors
of starting a business in an emerging economy. 60%
of ICICI’s new customers have little experience with
banking services. This lowers their expectations and
leaves them more open to new technologies and selfserve options. With 70% of transactions going
through electronic channels, ICICI enjoys a
remarkably low cost structure.
Factors such as low Indian labor costs and the ability
to harness today’s inexpensive technologies further
contribute to ICICI’s low costs. The company’s IT
systems are a particular source of benefit, costing the
bank one-tenth of developed country benchmarks.
The lack of legacy systems and access to today’s best
technologies enables ICICI to quickly scale its
operations. Its entrepreneurial culture revolves around
90-day business plans, leading to successes such as
starting their UK subsidiary in 65 days.14
ICICI’s remarkable accomplishments are not entirely
due to a unique culture and creative business model.
External factors contribute to the success of emerging
market businesses. Falling trade barriers give
companies access to new markets, capital and
expertise. The proliferation of information
technologies allows companies to create and deliver
products in innovative ways to an increasingly global
consumer. The rise of India’s IT services sector is a
leading example. Structural changes at home liberalize
the economic environment, leading to the rise of a
new breed of entrepreneurs.
Although the threat to developed country businesses
is still small, especially in their home markets, the
remarkable growth rates of players like ICICI should
be a warning. With an established beachhead, such as
ICICI’s Canadian and UK operations, low cost, focused
competitors can prepare to move up-market to
capture higher value customers.

4. Lever your IP, using the thinking developed in
the IT&CA program. The general wisdom
these days with respect to China is to protect
your IP at all costs. Yet Microsoft and others
have “levered” it, taking the local human resources that they find and plugged them into their global
Innovation Webs. They are finding that new products and services are created by these unexpected
combinations.
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5. Act global, not local when it comes to business
ethics and integrity. Local standards may be
lax regarding everything from bribery to labor
practices and transparency. But you will be
judged by the emerging global civil society. By
adopting local standards your firm may face a
global trust crisis.
6. Develop a global brand strategy. This requires
a combination of global and local branding.
The Chinese market tends to love global
brands; but Indian market does not—preferring
its own. Further, take into consideration the
power of the Net Generation as explained in
the IT&CA paper (Tapscott and Barnard) to
influence other demographics on a global and
national basis.
7. Exploit IT standards. As explained in the
IT&CA paper by James Cortada and David
Ticoll, the emergence of strong open IT
standards in a variety of industries makes it
considerably easier to build a global business
integrating best-of-breed components from
various geographies (e.g., for a financial
institution, credit card processing in a low cost
geography combined with the financial market
sophistication of a developed country).20
8. Build a global enterprise architecture. The
IT&CA paper on enterprise architecture
describes how an effective, flexible and
responsive IT infrastructure can be assembled
to support new business models.21 It means
realigning power structures with horizontal
business processes, as opposed to geographies.
9. Implement global collaborative environments.
Hubert Saint-Onge has described for us how
real-time collaborative networks can be readily
built.22 The new global diversity of innovation
confers competitive advantage on the firm that
sources innovation on a world-wide basis.

2.2

Theme 2: Corporate Boundaries

2.2.1

From vertical integration to b-web

13

Starbucks
Starbucks was founded in 1971 in Seattle,
Washington. Since then the company has expanded to
nearly 9,400 cafés in 35 countries, 2,730 of them
outside of the U.S. Starbucks set out on overseas
expansion in 1996 with a location in Tokyo.15 The
company’s international growth strategy is an
excellent example of “Thinking and Acting Globally.”
Starbucks’ rapid expansion strategy is based on
partnerships and joint ventures with local operators.
Company owned stores make up less than 40% of its
international portfolio. The resulting low capital
requirements, coupled with the capability to design
and open stores in less than 16 weeks, gives
Starbucks the capacity to grow by 340 international
locations per year.16
Starbucks ingredients are mostly standardized, which
simplifies central sourcing and ensures consistent
quality. Still, the flagship coffee products are highly
customizable, with more than 30 blends and
numerous additional options.17 The Italian café
inspired experience is a hallmark of the Starbucks
brand, and is kept consistent throughout the locations.
All store management teams are also required to take
a 13 week training course in Seattle.18
Starbucks IT functions are centralized and operate like
a standalone business. This ensures that IT services
are delivered not only quickly but also cost effectively.
The department has a fully automated process for
ordering, approval and delivery of over 300 IT
services. The automation of IT service functions has
drastically improved the operations of the department,
leading to a savings of 1 million hours in wait time.19
A global approach allows Starbucks to offer an easily
recognizable and remarkably consistent product in
every café. The partnership based business model,
standardization of operations and centralization of
functions like sourcing enables quick growth by simply
plugging into new markets. As the U.S. market starts
to reach saturation, international expansion will
become a greater priority for the company which is
used to delivering 30% revenue growth. Starbucks is
thinking and acting global.

The deep structures of the corporation are changing—the largest such change in a century. In his 1937
essay, “The Nature of the Firm,” Ronald Coase, Nobel Prize-winning economist famously asked why do
firms exist? He questioned why firms were necessary to direct the coordination of resources rather than
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individual actors cooperating through a free market. After all, in an efficient free market system there
should not be any need for another coordinating body or institution like the firm. His answer was that the
use of market pricing mechanisms entails its own costs. The transaction costs of operating in a free
market create opportunities for firms that offer refuge from these higher transaction costs, coordinating
the factors of production without incurring the same level of cost.
Today, radical improvements in networking, storage and processing power are producing
discontinuous transaction-cost changes. This process is in its early stages and we can expect significant
changes in the architecture of corporations for the next decade or two.
David Ticoll, Alex Lowy and I first chronicled many of the consequences of lower transaction by
identifying b-webs—sophisticated organized exchanges and relationships that extended beyond the
boundaries of the firm.23
It is easy to oversimplify Coase and conclude that lower transaction costs will lead to an “agent
based” economy run outside of corporate walls. In fact, the growth of the open source movement and
companies like eBay offer proof of agent-based transactions which add billions in value to the economy.
Yet far from heralding the death of corporations, what we are really seeing is the emergence of radically
diverse and complex webs of commerce. While this diversity does create new opportunities for
independent agents and open venues for commerce, it offers far larger opportunities for unprecedented
platforms and networks that will form the economic basis for firms—for every group of agent-based users
there will also be an eBay. New networking capabilities will erase previous limits to growth and scale and
organizations of the future will adapt and embrace these new rules of competition to arrive at an
organizational structure all its own.
The unique approaches of many of these networked businesses call for a reexamination of many of
our traditional assumptions about economics and competitive strategy.

2.2.2

Determining corporate boundaries and geographies

Today it is commonplace to suggest that firms should focus on the core. But what is core?
It seems that everyone has a different definition. Many firms we examined did not have a clear view,
seeming to chose the Bob Dylan approach to determining what is in and what should be out (“You don’t
need a weatherman to know which way the wind blows.”) Back office processing for example was
described as a no-brainer, without any clear criteria as to why.
Some have more rigor. The Core Competencies view, developed by Hamel and Prahalad, suggest that
competitive advantage is achieved through a race for competence mastery. Those competencies which are
mastered remain central to the firm while others can be acquired from outside.24 However, a firm may
have mastery over some activities that are not mission critical. Should they still be kept inside?
Michael Porter has an implicit view, arguing that competitive advantage stems from activities in
particular networks of reinforcing activities that in their totality are hard to replicate. It is not individual
parts of the business that matter, but how they are strung together to reinforce one another in a unique
activity system. Competitive advantage comes from the system of activities, so while any individual
activity within the system may be copied, competitors cannot produce the same benefit unless they
manage to duplicate the entire system.25 The implicit conclusion is that companies need to design and
keep within their walls complete systems of activities. But it is difficult to develop clear guidelines from
this to determine what is in and what is out.
Others argue that companies should always retain functions or capabilities that are mission critical—
that must be absolutely right for the firm to succeed. But making computers is mission critical for
computer companies; yet Dell, HP and IBM outsource much of this activity to EMS companies like
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Celestica, Flextronics and Jabil. Final assembly of vehicles is mission critical for an auto manufacturer;
yet BMW and Mercedes contract with Magna to perform this activity.
Our view is that the starting point for corporate boundary decisions is to understand your industry,
competitors and opportunities for profitable growth—as the basis for developing a business strategy.
From there, firms need to define those business activities or functions that are fundamental to
competitiveness—that are both mission critical and also where the firm has or can acquire unique
capabilities that ensure it can create differentiated value. This is illustrated in Figure 5.
Figure 5: The In-Out Matrix
Yes

Out
Out

In
In

Out
Out

Out
Out

Unique
capabilities

No
No

Mission critical
capabilities

Yes

This In-Out matrix is just a starting point for defining corporate boundaries at any given point.
The question: what other factors should firms consider in determining what is fundamental? What
extenuating circumstances are there that might affect choices to outsource or nurture internally? Firms
need to assess:
1. Are potential partners available who could do the work better?
2. What are the risks, due to opportunism, where a partner might encroach on parts of your business that
are fundamental to you, as Foxxcon has done to mobile phone companies?
3. Is there a viable business case for a financial or other return? For example, what are the transaction
costs of partnering, versus keeping/ developing in-house?
4. What is the extent of technological interdependence versus modularity?26 If you can define business
components that are modular they can be easily reconfigured outside corporate boundaries.
5. If there is modularity, how easy is it to define work processes and outputs for the outsourced
activities?
6. What are your firm’s competencies for managing outsourced work?
7. Some say you should not outsource a mess (clean it up first then outsource it), others say that a mess is
a good thing to outsource. At minimum you need to be able to develop solid interfaces to the
outsourced function.
8. Are there legal, regulatory or political obstacles?
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9. Speed and pace of innovation are important to boundary decisions. Sometimes firms have no choice
but to partner for a strategic function because they cannot develop it in-house fast enough. A partner
arrangement can be a placeholder.
10. Is a function extensible—that can kill two birds with one stone? If you can develop a capacity once
and use it many times, such re-usability can reduce costs.
11. Will outsourcing help us build an ecosystem or b-web that will change the relationship of forces with
competitors in our favor? It is good to throw open the boundaries if you can grow the entire system
fast enough.
12. Is there a danger of losing control of something fundamental—for example, a product or network
architecture? Firms must have a sense of what parts of the value chain will be crucial to creating and
capturing value in the future. If these are farmed out, the firm will lose.
Overall, it is critical to develop rich forecasts to try to predict which parts of the value chain will in the
future have the most leverage for creating additional value.
Further, strategists need to decide how to reconfigure their firms on a global basis given the
opportunities and demands of the global economy (labor costs, labor availability, proximity to global
markets, etc.) The reconfiguration of a life insurance company is depicted in Figure 6.
Figure 6: The In-Out, Here-There Matrix – Insurance Company Example
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Source: igate

2.2.3

From content to context (redux)

Some history: In the Web’s early days, the expression “content is king” referred to the pedestrian idea that
the content of a Web site, rather than its bells and whistles, determined success. In the late 1990s this
view was questioned, with many arguing that the value and meaning of information content was
determined by the context in which it was presented. The same information presented by a nobody versus
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the Wall Street Journal online would have different value. Others upped the ante—arguing that
decentralized point-to-point collaboration was much more important than centrally created content—
whether print, television or other media.27 The expression “context is king” became popular.
Although today’s top 10 Internet sites secure a sizable portion of Web viewership, there is no
question that the Internet is increasingly becoming a medium for user interaction and communication.
This point-to-point activity is significant whether measured by the vast amount of Internet traffic being
driven by Internet file-sharing, growth of VoIP communications, email/IM usage, or the popularity of
text-based blogs and their multimedia counterparts (sites like flickr.com for images, or podcasting for
audio streams). The Internet is undeniably migrating toward a more dynamic structure that favors
communication and interaction over static content. Consumers and other groups can be engaged in the
production of value, and in the case of point-to-point communications, consumers are a dominant source
of content.
When it comes to boundary decisions and competitive strategy, firms understandably focus on the
creation of products and services (content). Corporations have been content providers—orchestrating their
internal resources to generate content.
However, as vertically integrated firms unbundle, increasingly a number of different firms collaborate
to create content. This raises the issue of “in which context”—specifically who is the context provider?
Who sets the agenda and goals? One or more context providers will provide leadership to the b-web. The
context provider typically manages customer relationships and choreographs the value creating activities
of the entire system. Cisco is a context provider. The myriad of EMS companies components
manufacturers, services companies, and partners provide content.28 As the IT&CA Lighthouse case
shows, Google is a context provider—its customers do the work of creating value.29 Similarly, Verizon
builds a context for customer value creation.
In a b-web, context is king—at least in the sense that it is often where the largest margins are to be
found. Compare the return on invested capital of Cisco to the EMS companies that populate its b-web. If a
context provider becomes powerful enough it becomes like a vortex, sucking in and transforming
industries. Wal-Mart is such a powerful context provider that it has become what could be called a “hub
of commerce.”
The implications for value creation and competitive advantage are considerable. For example, with
the increase in b-web complexity and drop in communication and transaction costs, a new class of context
providers is emerging. These context providers are called agents—intermediaries who do nothing but
orchestrate other companies in the value creation process. Agents are typically small in assets and
personnel, but deal with large volumes of business. They are emerging in industries ranging from
telecommunications to health products to supply chain management.
One such example is the virtual network operator, Virgin Mobile. The company is a joint venture
between Richard Branson’s Virgin Group and mobile network operators in the UK, Canada, U.S. and
Australia. Unlike traditional telecommunications companies, Virgin Mobile does not own physical
networks, choosing to pay for access to the networks owned by their partners. The company does not
manufacture phones or own retail locations, preferring to sell Virgin branded Nokia, Audiovox or
Motorola phones in affiliated retail outlets. Virgin Mobile’s primary focus is on creating a unique
customer experience by assembling third party products and services into a cohesive value offering.
The results are impressive. Virgin Mobile gained over 4 million UK subscribers in 4 years, 3 million
U.S. users in 2.5 years, 0.6 million Australians in 3 years, and recently launched in Canada. Virgin
Mobile UK, a public company listed in London, had a 2004 return on assets (ROA) of 57% and revenue
per employee of $710,000.30 This can be compared to an ROA of 3% and revenue per employee of
$310,000 achieved by France Telecom, the parent of the UK’s second largest mobile operator, Orange.31
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Another master of orchestration is in the consumer health products industry. U.S.-based Herbalife
sells nutrition supplements, weight management and personal care products. It is truly global with $1.3
billion in sales in 60 countries. Herbalife outsources most drug development to labs in China and India,
which are guided by the company’s advisory groups comprised of top scientists and doctors. The majority
of manufacturing is outsourced to 22 companies in Asia, Europe and the U.S. Retail sales are handled by
over 35,000 independent distributors.32 Herbalife focuses primarily on logistics, ensuring that products are
accessible and available as soon as a customer order is placed.
The emphasis on supply chain management and coordination of partners and affiliates has yielded
positive results. Excluding recapitalization expenses, Herbalife’s 2004 net income rose by 25%.33 The
company’s ROA was 5% with revenue per employee of $570,000.34 GNC Inc., the largest global retailer
of nutritional products, and Herbalife’s biggest competitor, had an ROA of 4% and revenue per employee
of $99,000.35
Hong Kong based Li & Fung is the definition of a supply chain manager. The company facilitates
trade in high volume consumer goods such as garments, fashion accessories, home products and the like.
Li & Fung does not own factories, but it has relationships with a large number of suppliers and vendors.
As Li & Fung’s roots are in Asia, the majority of contracts are filled in China; however, the company is
expanding into markets in Eastern Europe and Central Asia. It runs a network of 66 offices has advanced
information technologies to help clients with raw material and factory sourcing, export documentation
and shipping consolidation. Key suppliers and customers are electronically linked to Li & Fung’s
extranet, in order to quickly disseminate information. The company’s performance is strong, with an
ROA of 13.5% and revenue per employee of over $900,000.36
The logical development of this movement is agent-based electronic commerce, in which software
agents act as autonomous (or semi-autonomous) businesses in their own right, buying and selling
information goods and services online.

2.2.4

Acquisitions as an alternative to organic growth?

IT&CA collaborator Denis O’Leary makes a case that given the new business environment, networked
business models and modular IT architectures, large companies often best grow rapidly through
acquisitions.37 Growth is the oxygen of a strong stock price, the anchor tenant of the price/earnings
multiple. But there is more than one road to growth, and companies need to be designed and operated
differently based on which route is emphasized.
O’Leary points out that in 2005 Citicorp was expected to earn over $20 billion in net income. Its
stock, then priced at $47.55, was trading at just 11 times the mean estimate of 2005 earnings. As Charles
Prince gathered his executive team, the central issue of value creation was how to create and sustain
strong growth. “Well, how do you create a new $2 billion plus net income business each year?” he asked.
While rarely an either/or decision, management needs to carefully consider a bias toward
either organic or acquisition based growth. Over the years, O’Leary’s preference has shifted to the latter,
despite numerous academic studies providing cautionary notes. Although these studies suggest most
acquisitions create value, they also note that more than 100% of the increase typically goes to seller
shareholders.
Becoming a good acquirer means more than having a sharp pencil: It requires fundamental choices on
how the firm operates and is organized. For many companies, and certainly for those approaching Citi’s
size, mastering M&A is essential. Discipline is a key element of this approach.
The advantages of acquisition include:
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•

Clarity on revenue volume and timing. Financial projections of organic growth have 110%
certainty on expenses (firms achieve more than target cost cutting) and a 60% certainty on revenue,
leading to frequent disappointments. Although many elements of an acquisition are subject to risk,
a good acquirer can manage these far better.38

•

The opportunity to make a strategic jump that is generally not available in organic growth.
Two mid-sized firms can become an industry leader overnight.

•

Exceptional returns in technology intensive environments, where returns to scale can leave
room for strong returns post premium pricing.

And how does the growth choice affect operating design? O’Leary argues that organic growth generally
pushes to more complex business architectures with higher feature/functionality brought to market to
mine the niches. Over time, this complexity takes a toll on margins and makes clean integration difficult.
More important, it tends to create rigid cost structures (costs show little decline in divestitures, change is
difficult to engineer, operating risks are high).
Acquisition based growth favors simple platforms with minimal customization (one function, one
application, one platform). Integration is selective, but intensive. The governance model tends to be less
layered, more top down.
O’Leary holds that this model helps resolve the puzzle of why some of our largest firms tend to have
high versus low cost structures. Over time, the organic growth model has created layers of operating and
management complexity (See Figure 7). “Rather than enjoying returns to scale they are suffering from
complexities of scale—their risk, rigidity, cost structure and cultures have made them poorly suited for
their most important strategic task,” he says.
Figure 7: Acquisition vs. Organic Bias
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Fast track business models

While mergers and acquisitions may be a fast route to market share, revenue and (in some cases)
shareholder value, there is another alternative to organic growth. We call this the “fast track business
model.” Rather than painstakingly building a business using traditional means, entrepreneurial managers
can rapidly deploy b-webs to create new value propositions and scale rapidly.
Standardized IT enables collaborative designs and fast track business models. Detractors decry
“commoditization” of IT as a barrier to competitiveness. However, the evidence shows that commodity IT
products, packaged software and rapidly deployable Web services applications help in creating these
instant businesses. While the bones of these offerings may be commodity-based or even open source, the
final products are anything but commodities. Well thought out fast track extensions are innovative and
create entirely new value and experiences far beyond the mainstream offerings that underpin them.
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Apple – When Apple embarked on the production of a new operating system (OS X), it didn’t want to build
everything from scratch. That’s why today every OS X computer has Unix “under the hood,” making Apple the
widest distributor of Unix-based operating systems, Unix forms a stable high-performance base, while Apple
focuses on adding the features that help distinguish it competitively—design, interface, and usability.
Microsoft Xbox – When Microsoft made the decision to enter the gaming market and compete head-to-head
with Sony’s Playstation 2 it required powerful hardware that could give it a performance edge. So, rather than
investing significant resources to develop its console hardware from scratch, Microsoft used an optimized PC
(with a special-purpose stripped-down version of Windows) as the basis for its Xbox gaming platform. The result
was a state-of-the-art hardware console that today competes head-to-head with the PlayStation 2.
Socialtext – The growing popularity of wiki’s and weblogs (blogs) led Socialtext founder Ross Mayfield to
question why corporations were not benefiting from such effective public knowledge management tools,
Socialtext has responded with a commercial offering that offers an easy-to-use integrated blog and wiki tool for
a monthly per-user subscription. While one competitor, JotSpot, has already followed in his tracks, Mayfield
coyly says these new competitors are a strong validation of the business model. He also suggests that
Socialtext’s competitive advantage lies in its knowledge of customer needs, the ease-of-use improvements it has
brought to the offering, and the installed base of loyal customers that the cash flow-positive business enjoys.
Skype – While VOIP has been around for a very long time, traditional approaches to VOIP embody a hub and
spoke infrastructure that resemble standard telecommunications networks. Skype took a different approach.
Rather than create an entire telecommunications infrastructure and run it centrally, it adopted a peer-to-peer
architecture that leverages the bandwidth, storage, and processing resources already possessed by its users.
The result is a distributed peer-to-peer infrastructure built on top of widely-available Internet-connected PCs.
The competitive advantage is a near-zero marginal cost for adding customers or increasing network voice traffic.
Dexit – The Toronto based company has developed an RFID based micro payment system with the intention of
replacing small cash transactions. Launched in September 2003 with an initial investment of $1 million and 60
staff, the company has signed on 51,000 users and 350 merchants. Dexit’s strategy was to coordinate and
leverage the resources of its partners in order to create an integrated payments solution. Bell Canada licensed
the right to sell and promote Dexit to merchants, anticipating lucrative value added services in the future. All
consumer marketing and advertising was outsourced to companies such as Think Solutions and GJP. Dexit uses
the Internet for all transactions and nearly all components are off-the-shelf parts sourced from component
suppliers. The system is based on an open standard, which can be adopted by simply adding Dexit’s software to
an RFID reader. Providing that Dexit’s rollout goes according to plan, the company could quickly gain the critical
mass to become a real disruptive technology.
Keen – The shoe company, started by 4 partners in Hayward, California, generated sales of $30 million in 2004,
just 8 months after launch. By utilizing freelance designers and outsourcing manufacturing to China, Keen
managed to go from concept to production in 60 days, a feat that takes most competitors up to 10 months.
Marketing consisted of positive reviews on popular blogs such as Cool Tools, which gets 240,000 daily hits. Keen
also promoted its shoes by getting celebrities such as Steve Jobs of Apple to wear them in public. The
company’s impressive results show the power of a fast track business model in an established and traditional
industry.
Genuine Scooter – Genuine was formed after the end of a production alliance between Vespa, an Italian
scooter company and its Indian manufacturer. Genuine’s founder contracted the Indian firm to make scooters
for the US market under the brand name “Stella”. The three year old company expects to sell 2500 bikes in 2005
through a newly formed network of 70 dealers. Genuine contracted AIT Worldwide, a logistics company, to
handle and track its entire inventory from manufacturing to dealership. Like other fast track businesses, Stella’s
hype came from positive reviews on blogs such as Girlbike and Motorbyte. Genuine’s future looks bright.

Innovators use standard IT parts to compete against incumbents that choose to “do everything
themselves.” Use of inexpensive commodity components allows these companies to develop polished
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value-add offerings at a fraction of the cost and elapsed time. They spend more of their time devoted to
value creation rather than “plumbing.”
Fast track business models can scale quickly by utilizing resources outside of their corporate
boundaries. Freelance product designers can be quickly found on the Internet and employed in coming up
with new concepts and ideas. Trade intermediaries and logistics companies such as Li & Fung can help
find the right manufacturer. They will also arrange export documentation, shipping, warehousing and
even distribution. Third party wholesalers and retailers can take care of the rest.
Surprisingly, coordinating such complex value chains does not require a large staff; however, it does
call for a great deal of communication and collaboration. Fortunately, tools such as product life-cycle
management (PLM) software allow designers, engineers and manufacturers to collaborate in real time in
order to cut cycle times and work out bugs.
Marketing and advertising, typically a huge expense especially for consumer product companies, can
be done on a shoestring budget by utilizing word of mouth. As many people research potential purchases
online, consumer web sites and independent product reviewers have tremendous power over buying
behavior. Getting a positive review on sites such as Epinions.com or Gizmodo.com can substitute for a
multi-million dollar marketing campaign. Even an offhand comment from a well known blogger can be
enough to send a deluge of visitors to your website.
Unburdened by legacy costs, these small and agile fast track businesses are taking on and winning
against their larger vertically integrated competitors.

2.2.6

Navigating boundaries

As Charlie Fine and I discuss in the IT&CA project on navigating boundaries, the recent impact of IT
driven transactions cost reductions does not mean an unending trend of outsourcing. Nor we will see an
endpoint featuring millions of atomized firms with an absence of Goliaths. Economies of scale and scope,
organizational inertia, market power leverage, technological and business innovations, acts of
governments and the fickle tastes of the world’s consumers, all affect the movements in firm boundaries.
Sometimes these transitions arc in smooth trajectories towards more atomization. Other times they incur
disruptions and massive dislocations, on occasion even leading to vertical integration on a grand scale.
Many forces will drive the boundary lines of the corporation in the coming era, among them: (1)
information technology, (2) economies of scale and scope, (3) organizational inertia, (4) market power
leverage and (5) supply chain management best practices. Each of these drivers can influence the
boundaries of the firm. As well, we describe a dynamic “double helix” model that models the underlying
forces of boundary movements.39 This model can be used, we believe, to aid decision making on
boundary lines, as well as for predictions of boundary movements at the firm level and the industry level.
Capital markets reward growth. As companies grow they tend to add complexity and bureaucracy.
Left unchecked, this process often leads to the development of awkward giants who eventually get
outflanked by smaller, swifter, more focused competitors. Dis-integration with grace (DwG) is what we
call the process of continual vigilance to what work can be doled out to others to avoid organizational
arteriosclerosis. More and better IT helps ongoing DwG. Dis-integration under pressure (DuP) happens
when firms keep growing organizational complexity and shrinking organizational agility until a disruptive
shock sends them reeling and into panic. In fast clockspeed industries, all this can happen rapidly. But in
slow clockspeed industries, the time it takes for the behemoth to feel enough pain to do something about
it (e.g., Boeing, the subject of Dan Herman’s recent IT&CA Lighthouse case study) can takes decades. A
great deal of wealth can be created and destroyed over these cycles (e.g., GM from the 1920s to today).
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As older firms (GM, HP) go through DuP or DwG, younger firms (JCI, Foxconn) add segments of the
value chain for the integration motives described above. On balance, do not expect to see a monotonic
path to greater vertical dis-integration and the realization of the Enterprise 2.0. Rather, expect a zigzag
path whose overall trend is toward vertical dis-integration that includes many (perfectly rational and
shareholder value creating) cycles of integration along the way. Better IT helps the trend towards disintegration, but it will not overcome the integration zags that will always be a part of the landscape.
When dis-integrating, it is possible to throw the baby out with the bathwater. Firms must have a sense
of what parts of the value chain will be crucial to creating and capturing more value. If it farms these out,
the firm will lose. Developing specific forecasts that predict which parts of the value chain have the most
leverage for creating value is beyond the scope of this paper. Such coherent value chain road mapping
requires adding more dynamics than were covered here. To be more complete, one must add the dynamics
of business cycles, government/ regulatory policy, technology and innovation, customer preferences,
competitive strategy and capital markets to the integration dynamics analysis described here.
Fortune favors the prepared. If you can see
farther, you can be better equipped for the changes
ahead and take advantage of them. These concepts
can help corporate decision makers see farther and
more clearly with regard to strategic boundary
setting decisions by competing firms and value
chain partners. Business strategists need to know
how, when, why and under what conditions
disintegration will hit components of the value
networks in which they operate. They also need to
know when to bring capabilities inside, even when
others are still outsourcing.
When firms are blindsided they lose
opportunity and value. Decision makers need to
anticipate integration and disintegration
opportunities and threats before they hit and act
preemptively.

2.3

Theme 3: Value Innovation

Innovation is opening up and becoming
networked—a historic change with considerable
implications for value creation and
competitiveness.

“Innovation”
The systemic capacity to successfully exploit new
ideas, wherever and whenever they originate and to
whatever they might be applied.
Open, networked innovation is very different from old
innovation models:
1. Inventions and innovations increasingly come from
outside the corporate walls. Firms can orchestrate
innovation webs to develop and harvest the best
ideas regardless of source.
2. Firms can peer produce innovations, using an
innovation commons.
3. Customers and companies can co-create products
and services rather than firms creating value by
themselves.
4. It makes sense to think differently about
intellectual property. Firms should be active buyers
and sellers of IP. Further, it is not always best to
own and control intellectual property, but rather to
have a portfolio of IP—some protected and some
not.
While some of these themes are discussed later in this

report, they are examined in depth in the IT&CA
As firms make the post-recessionary shift
paper “Harnessing Innovation Webs for Value
from a sole focus on cost control and execution to
Creation”.
growth, innovation has come to the fore. It is
obvious to every executive that the pace of
innovation has skyrocketed as the global economy
has become an innovation engine. Firms need to constantly innovate new products and services just to
keep up with competitors—many from unexpected geographies and industries. Firms also need to
innovate business designs, processes, systems, relationships and ways of working and learning—all
enabled by information technology.
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Rise of the innovation web

In the industrial age model, innovation happened inside the firm. Companies worked internally to turn the
latest scientific and technological breakthroughs into products and services the market wanted. They
rarely looked outside their walls for new ideas or inventions—and they did not need to. The important
advances in technology were already happening inside research labs at AT&T Bell, Xerox PARC, HP and
IBM. These large, well-funded industrial research laboratories attracted the most talented Ph.D. graduates
from the world’s leading universities.
For the most part, only large enterprises had the financial and human resources to absorb the risk of
long-term R&D projects. Only large enterprises had the economies of scope and scale needed to bring
new inventions to market. Proprietary standards and technologies, patent protection and secrecy helped
them realize returns from deep investments in R&D.
This model worked fine so long as innovators worked alone on discrete and entirely novel inventions.
But the classic image of innovation proceeding from the investments of a lone firm seeking standalone
technological prizes is not today’s reality.
Industrial economy knowledge monopolies are breaking down. Venture capitalists now fund a
growing part of innovation in developed economies. The knowledge oligarchies of the former Soviet and
Chinese states are being dispersed. Government anti-trust legislation has dispersed innovation capacity.
Universities, research consortia and other non-corporate sources of innovation abound. Developing
countries such as India, Taiwan and Korea now have significant knowledge sectors thanks to state
policies, the spread of world class education and corporate efforts. Most important, the Internet has
become a new infrastructure for innovation.
Science and technology now evolve at great speed and delve into ever more complex domains. Even
the largest companies can no longer research all the fundamental disciplines that contribute to their
products. Nor can they can control end-to-end production processes. In most industries, innovation
increasingly depends on dense networks of public and private actors and large pools of intellectual
property that routinely combine to create end products.
In the emerging model, innovation is collaborative, distributed and increasingly open. To be
competitive, firms need dynamic networks of partners and contributors. Innovative activities cut across
national and organizational boundaries. Vertically integrated R&D is yielding to joint ventures, licensing,
outsourcing and peering.
For years we have argued that value innovation drives the unbundling of the vertically integrated
corporation. B-webs enable firms to conceive and create new value where vertically integrated
corporations typically cannot. In fact the opening chapter of Digital Capital was titled “Value Innovation
Through Business Webs.”40 Thanks to the Internet and the plummeting transaction and collaboration costs
between firms, the global market of abundant knowledge and capability is becoming available to every
company.
Subsequently, the idea of open innovation has been the topic of other books (notably Open Innovation
by Henry Cheesborough)41 and articles (notably a recent cover story in BusinessWeek).42

2.3.2

Innovation web types

As we explained at the time, not all b-webs are created equal. B-webs differentiate along two primary
dimensions: control (self-organizing or hierarchical), and value integration (low or high).
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•

Economic control: Some b-webs are hierarchical; they have a boss who controls the content of the
value proposition, pricing, and the flow of transactions. Others self-organize; market and its
dynamics define value and price.

•

Value integration: Some b-webs focus on integrating value: facilitating the production of specific
product/service offerings (like cars, computers, consulting services) by integrating value
contributions from multiple sources (We define “value” as the benefit that a user gains from a good
or service.) Others, like retailers and financial markets, aggregate value offerings from a variety of
sources.

These two parameters—economic control and
value integration—led us to define a taxonomy of
four primary types of b-web: Aggregation, Agora,
Value Chain and Alliance. Typically, a specific bweb is recognizable as a single, specific type. At
the same time, as with most such models, every
real world b-web blends features of several types.
Business design entails crafting a competitive “bweb mix” that draws on the many shades of this
typology. Further, b-webs can conduct the
complete range of business functions from
innovation, marketing and sales to production,
distribution, fulfillment and service.

“The Business Web”
In b-webs, internetworked, fluid—sometimes highly
structured, sometimes amorphous—sets of
contributors come together to create value for
customers and wealth for their shareholders. In the
most elegant of b-webs, each participant focuses on a
limited set of core competencies—the things that it
does best. B-webs are inventing new value
propositions, transforming the rules of competition,
and mobilizing people and resources to unprecedented
levels of performance. Managers must master a new
agenda for b-web strategy if they intend to win.

Digital Capital: Harnessing the Power of Business
Webs, Tapscott, Ticoll and Lowy, 2000.

The IT&CA program looked specifically
through the lens of innovation—developing the
concept of the innovation web (I-web). Like its superset, the b-web, not all I-webs are created equal. In
fact the b-web taxonomy can be used to categorize and understand I-webs. The parameters of economic
control and value integration result in four primary types of I-web: Ideagoras, Aggregations, Peer
Production Communities, and Value Chains. This is depicted in Figure 8.

Ideagoras
The Agora of ancient Greece was originally the assembly of the people, convoked by the king or one of
his nobles. The word then came to mean the place where assemblies gathered, and this place then evolved
to become the city’s center for public and especially commercial intercourse.43 When speaking of b-webs
we apply “Agora” to markets where buyers and sellers meet to freely negotiate and assign value to
goods.44
An Agora facilitates exchange between buyers and sellers, who jointly “discover” a price through onthe-spot negotiations. Price discovery mechanisms in Agoras include one-to-one haggling, multi-party
auctions and exchanges. Examples include eBay and Freemarkets, an innovative online business
procurement site. Typically in an Agora, many participants can bring goods to market, or decide what the
price should be. Because sellers may offer a wide and often unpredictable variety or quantity of goods,
value integration is low. Internet Agoras offer many benefits: many more sellers with a wider variety of
products (benefiting buyers) and many more buyers to push prices up (benefiting sellers); convenience,
low distribution and marketing costs, lots of information about all aspects of the deal; and
entertainment—the thrill of the chase.
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Figure 8: Innovation Web Typology
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We call innovation web agoras “Ideagoras.”45 These are open markets for innovations. Although in their
early stages, Ideagoras are springing up in many industries and present an unprecedented opportunity to
harness insight outside the firm.
Yet2.com
http://www.yet2.com/app/about/home
Yet2.com is an Intellectual Property (IP) marketplace. The company strives to match buyers and sellers of
IP, which is a $105 billion market. Interested companies can browse the list of available technologies or
utilize Yet2.com’s custom consulting and matching services. The company’s network of 500 clients has
access to half of the world’s R&D capacity.
NineSigma
http://www.ninesigma.com/
NineSigma improves the innovation sourcing process through various services and online software.
NineSigma Program Managers capture requests such as Requests for Proposal (RFP) and Requests for
Information (RFI). Program Managers then use a Web-based technology to fulfill the request in academia,
industry and private/non-profit/government research labs.
InnovationXchange Network
http://www.innovationxchange.com.au/
InnovationXchange (IXC) was started by an association called the Australian Industry Group. The notfor-profit organization is a knowledge exchange network for firms, academic institutions and
governments. IXC Intermediaries evaluate member’s intellectual property and research and development
in order to learn what members need, and what they can offer. When a match is found, IXC
Intermediaries assist in arranging the transaction.
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Eureka Medical
http://www.eurekamed.com/
Not unlike eBay, Eureka Medical matches independent inventors of medical equipment to medical supply
companies. Inventors present their idea, free of charge, to a panel of medical experts and academics who
evaluate it for licensing and commercialization potential. Corporate Sponsorship Services give companies
an opportunity to review new product ideas, assist in the innovation process and identify new market
trends.
Innovation Relay Centers (IRC)
http://irc.cordis.lu/
IRC is a European technology marketplace. The company specializes in biology/medicine, energy,
environment, IT/telecommunications and Industrial technologies. The company maintains an online
showroom of available technologies. IRC’s support services include technology audits, matching buyers
and sellers through the market space and contract negotiation assistance.

Aggregations
In an Aggregation b-web, one company—like Amazon.com—leads in hierarchical fashion, positioning
itself as a value-adding intermediary between producers and customers. The lead aggregator takes
responsibility for selecting products and services, targeting market segments, setting prices and ensuring
fulfillment. The aggregator typically sets prices and discount schedules in advance. An Aggregation
offers a diverse variety of products and services, with zero to limited value integration. Retailers and
wholesalers are prime examples of Aggregations.
I-web aggregations are similar—the equivalent of innovation supermarkets. A central aggregator
collects innovations, or in some cases innovations and presents them for sale.
InnoCentive
http://www.innocentive.com/
InnoCentive matches scientists to R&D projects by utilizing a Web-based community. Prospective
companies sign up with InnoCentive as “Seekers” to post R&D problems. Scientists register as “Solvers”
to review challenges and submit solutions online. The Seeker company selects the best solution and
InnoCentive issues the award amount to the winning scientist.
eCademy
http://www.eCademy.com
eCademy is a network connecting business people across the world. The company offers a five tier
membership system which ranges from complimentary to $5,400 per year. The company aggregates
ideas, providing services such as matchmaking and networking tools, discounts on business products and
services, newsletters, mentoring, and research.
Gerson Lehrman Group (GLG)
http://www.glgroup.com/about.asp
GLG company manages a network of 100,000 experts in seven areas: healthcare/biomedical,
technology/media/telecom, energy/industrials, consumer goods/services, financial services,
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legal/economic/regulatory affairs and accounting. GLG operates proprietary software to help find,
classify and deploy experts according to a client’s needs. Services include phone tutorials, seminars,
expert surveys and forums.
yourEncore
http://www.yourencore.com/jsp/index.html
yourEncore recruits retirees to help companies meet their innovation needs. The company maintains a
large database of interested individuals who are matched to projects that best utilize their experience.
Companies sign up as members and pay engagement fees to use the network.
Scientific Journals
Journals such as Science, the Nature Publishing Group, Cell Press and Elsevier Science aggregate
academic papers by subject. Each paper is peer reviewed by two or more experts, and can go through
numerous revisions before it is accepted for publishing. The submission process is highly structured and
ultimately the publication’s editor decides what is published.

Value Chains
In value chain, the context provider structures and directs an innovation web to produce a highly
integrated value proposition. The output meets a customer order or market opportunity—from a company
purchasing office furniture, to an individual buying a Jeep with custom trim or Procter & Gamble
manufacturing 20,000 case lots of Crest, to EDS implementing an electronic commerce infrastructure for
a client. The seller has the final say in pricing: it may be fixed (a tube of toothpaste), somewhat negotiable
(the Jeep), or highly negotiable (the EDS deal).
Cisco Systems makes networking products—such as routers—that shuffle data from one computer to
another over the Internet or corporate computer networks. The company sits at the top of a $12 billion
Web-enabled value chain. It reserves for itself the tasks of designing core technologies, coordinating
processes across the b-web, marketing and managing relationships. Other b-web participants do just about
everything else, including most manufacturing, fulfillment and on-site customer service.
Herman Miller
http://www.hermanmiller.com/CDA/0,1309,,00.html
The Zeeland, Michigan company manufactures and sells office and residential furniture in 40 countries.
The company began operating in 1923 and over the years gained a reputation for design excellence
through inventions such as panel systems and ergonomic seating. Herman Miller utilizes a network of
independent partners to generate and develop new furniture concepts and designs. The company’s designs
have won numerous awards for product, technology and graphics.
Ideo Corp.
http://www.ideo.com/ideo.asp
Ideo helps clients innovate and design products, services and experiences. The company provides a
spectrum of services starting with observation and concept exploration to prototyping and product
development. Ideo employs multidisciplinary teams to work on a wide range of projects for the
company’s 240 clients. Ideo’s projects include developing the first mouse for Apple Computer and
making improvements to the Insulin Pen for Eli Lilly.
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CableLabs
http://www.cablelabs.com/about/overview/
CableLabs was founded in 1988 by a consortium of cable television system operators. The not-for-profit
organization’s goals are to research and develop cable telecommunications technologies. The organization
is funded by member subscriptions and other fees. The CableLabs governance structure is similar to that
of regular corporations with an executive staff and board of directors.

Peer Production Communities
We call innovation webs that self-organize to
create tightly integrated value propositions Peer
Production Communities.47 This type of
innovation web strives for high value integration
with limited or no hierarchical control. Its
participants design goods or services, create
knowledge, or simply produce dynamic, shared
experiences.
Peer Production Communities typically
depend on rules and standards that govern
interaction, acceptable participant behavior, and
the determination of value. Often, end-customers
or users play a prominent role in value creation,
as contributors to an online forum, or as designers
(of PalmPilot software or of the next piece of
encoding in the Human Genome Project).
The IT&CA Program did an in-depth
investigation of Peer Production Communities,
and developed guidelines for companies to
harness their potential for good and growth—
rather than becoming victims. Some examples
are:
Human Genome Project (HGP)
http://www.ornl.gov/sci/techresources/Human_
Genome/home.shtml
The Human Genome Project was a 13 year effort

Second Life—Co-Creation in Action
Second Life is an anomaly among multiplayer games.
Most multiplayer games are centrally architected with
tightly controlled assets. Second Life has gone to the
other extreme, opening up its virtual environment in
radical new ways.46 Second Life doesn’t produce any of
its content. It derives revenues from an open system
and gives users intellectual property ownership rights
for content they create within the world. It encourages
buying and selling of virtual assets with real money
and provides powerful content creation tools for users.
While the jury is still out on whether Second Life will
live up to the grand visions of its founders, it offers
valuable insights for any firm wishing to use Enterprise
2.0 strategies for competitive advantage. Enterprise
2.0 examples like Second Life offer advantages
because they: make big impacts with fewer resources;
scale in ways that centrally-designed systems cannot;
benefit from positive feedback loops that are difficult
to stop; innovate more rapidly, and engage
stakeholders in loyal communities.
Second Life provides insights about interacting with
self-organizing communities. It redefines the traditional
gaming relationship, abandoning the “us” vs. “them”
mindset in favor of constructive community building.
Users create the rules of the game, literally own IP
within the virtual world, and even volunteer to provide
customer support. A humble open approach and
structured dialogue with users helps set Second Life
apart from other online games.

to identify the 20,000–25,000 genes in human
DNA. The project was coordinated by the U.S. Department of Energy and the National Institutes of
Health and was completed with the help of academic research labs and private sector biotechnology
companies in 18 countries. In addition to the sequencing, participants worked on improving the
techniques and technologies involved in the process. The completed sequence is publicly available for use
in research.
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SNP Consortium
http://snp.cshl.org/about
The SNP Consortium’s purpose was to collect
data on 300,000 SNPs, which are DNA sequence
variations among individuals. The project was
funded by 13 pharmaceutical and technology
companies and the UK Wellcome Trust. The
research was done in five independent research
labs. Results of the project are available in the
public domain.
Apache Software Foundation (ASF)
http://apache.org/foundation/how-it-works.html
The ASF is a not-for-profit organization which
provides a foundation for open software
development projects. The community was started
by a group of programmers who developed and
supported the HTTPD Web server which powers
65% of all Web sites. The foundation is governed
by a board of directors and each independent
project has a project management committee.
Participants can work on any number of projects,
and earn access to the code repository through
their contributions. The foundation has over 800
members who have access to the code repository
and thousands of developers and users.
Linux
http://www.linux.org/info/index.html
Initiated and orchestrated by Linus Torvalds,
Linux is an alternative to proprietary computer
operating systems such as Microsoft Windows.
The Linux kernel, the heart of the operating
system, is released under the General Public
License and freely available for download. The
community comprises thousands of companies,
independent developers and users who enhance
the operating system and create their own
software on the Linux platform.
Lego Mindstorms
http://mindstorms.lego.com/eng/community/
default.asp
Lego, the toy company, orchestrates the coinnovation of tightly integrated products with its
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Evolution of innovation webs in the
furniture Industry
Herman Miller pioneered open innovation in the
furniture industry, beginning in the 1990s. The
company was one of the first non-technology
companies to gain competitive advantage from open
innovation. It realized that the best furniture designers
would never work for Herman Miller because they
were industrial designers who had talent in many
areas—from motorcycles to refrigerators.
Designers use Herman Miller’s sophisticated software
called Z-Axis. The software groups product offerings
into subsets of configuration choices (or “product
vocabularies”) according to delivery time—the fewer
the choices the shorter the lead time. The software
greatly reduces the time required to specify and
design furniture systems (from weeks to hours in
some cases), and drastically cuts ordering errors.
Steelcase, a leading competitor to Herman Miller,
responded with its own open innovation strategy—
investing in the design-for-hire firm IDEO. Steelcase is
the world’s largest office furniture manufacturer,
offering products ranging from filing cabinets to
lighting. The company spends $40 million a year on
research and development, about the same as the
much smaller Herman Miller.48 However, the numbers
do not show Steelcase’s successful relationship with
the leading innovation and design company, IDEO
Product Development Inc.
Steelcase purchased a controlling stake in IDEO in
1996, the same year that IDEO redesigned the
company’s showroom to reflect Steelcase’s
repositioning from an office furniture manufacturer to
an expert in workplace solutions. Since then, IDEO has
worked on 10 other Steelcase projects ranging from a
meeting room management display to a new reclining
office chair. IDEO-inspired Steelcase products have
won numerous design awards.
The 350 person, Palo Alto based IDEO makes a big
impact despite its modest size. The company’s
thousands of clients include industry leaders such as
HP, Nestlé, Vodaphone and NASA. IDEO’s unique
customer focused innovation process utilizes multidisciplinary teams of engineers, designers,
psychologists and sociologists who are involved early
in the process to help clients conceptualize, prototype
and develop new products.
In terms of innovation and design, consultancies like
IDEO rival established corporate advisors such as
McKinsey, BCG and Bain. Companies like Steelcase
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customers. Best known for making little
interlocking plastic bricks, Lego now makes high
tech toys for children and adults alike. One of its
product lines, Mindstorms, combines Lego bricks
with gears, motors, light and touch sensors, and a
microprocessor, called the RCX, that allows users
to build their own robots. Lego and the MIT
Media Lab wrote the original software for the
RCX. Soon after the software’s release, a Stanford
student reverse-engineered it and posted it on the
Internet. Since the RCX software was proprietary,
Lego faced a decision: It could behave like the
recording industry and take legal action against
the Stanford student as an attack on its intellectual
property. Or it could include its customers in the
innovation process—which it did.
Today Lego uses mindstorms.lego.com to
encourage tinkering with the RCX software. The
Web site offers a free, downloadable software
development kit; Lego’s customers in turn use the
site to post descriptions of their Mindstorms
creations—and the software code, programming
instructions and Lego parts that the devices
require. Lego might as well have made its
customers part of its design department. The
company benefits hugely from the work of this
volunteer b-web. Each time a customer develops
and posts a new application for Mindstorms, the
toy becomes more valuable.

2.4

Theme 4: Intellectual Property

Intellectual property management is moving to the
center of competitive strategy. Anthony Williams
of the IT&CA team has investigated how
globalization, digitization, componentization and
monetization are placing new demands on
business leaders to harness IP in ever more
intricate and strategic ways.53
To stay globally competitive, companies must
monitor exponentially growing scientific and
technological developments and tap global talent
pools. No single company, whatever the industry,
can create all the innovations needed to compete.
Individuals and companies are deploying new
knowledge in unpredictable ways. To harness this
innovation you need lots of partners, and lots of
people developing designs and putting them
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Evolution (cont’d)
increasingly look outside their R&D departments for
new ideas, breakthrough products and creative
consumer experiences. In effect, this new approach to
innovation allows companies to reconnect with their
customers in a more cost efficient manner.
While Steelcase has control, they treat IDEO as a
design partner—although do not expect IDEO to be
designing furniture for Herman Miller any time soon.
HNI, an industry laggard, is pulling up its socks,
reinventing itself to embrace Enterprise 2.0 principles.
And evidence shows that it is working. HNI, formally
known as Hon Industries, has grown to be one of the
thousand largest U.S. publicly traded companies with
over $2 billion in annual sales. HNI’s strategy revolves
around market segmentation, a unique culture and
increasingly outsourced design.49
HNI operates through eight independent subsidiaries.
With the exception of Hearth & Home Technologies, a
fireplace manufacturer, all of the units focus on a
segment in the office furniture industry. Each unit
operates independently, with HNI acting as a kind of
“best-practice supermarket” supporting knowledge
sharing among the subsidiaries. HNI also takes
responsibility for finance, procurement, distribution,
international sales and IT.50
The company attributes much of its success to its
unique collaborative culture. Each employee, or
“member”, is given company stock following one year
of service to encourage shared responsibility and
participation in business decisions. HNI also utilizes a
Rapid Continuous Improvement (RCI) process which
strives to improve internal operations as well as the
company’s relationships with its customers and
suppliers.51
While HNI doesn’t spend as much as Herman Miller or
Steelcase on product development, with an investment
of about $30 million in 2004, the company’s business
units are increasingly looking outside of their corporate
boundaries for innovative product designs.52
Acclaimed as one of America’s Most Admired
Companies and one of the 400 Best Big Companies by
Forbes Magazine HNI is proving that an Enterprise 2.0
strategy can facilitate competitive advantage in even
the most competitive industries. The company leads its
competitors in both gross and net profit margins, as
well as ROA and sales growth, although it falls behind
Herman Miller in terms of revenue per employee and
inventory turnover.
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together as customer solutions. This means tapping into a broad ecosystem. And it means opening up
some of your IP.
Optimizing for competition means harnessing openness. Some companies create and share IP in large
communities of collaborators to enhance the scale, scope and speed of innovation. Others use crosslicensing, patent pools and marketplaces to lower the costs of exchanging IP. Some industries embrace
open standards to enhance interoperability and encourage collaboration. Others invest in pre-competitive
“information commons” to boost the productivity of downstream product development.
The life sciences industry illustrates the new realities of 21st century innovation. Against a backdrop
of major achievements such as the sequencing of the human genome and rapid advances in the industry’s
science base and supporting technologies, the new product pipeline seems to be drying up. Case studies
show how pharmaceutical and biotechnology firms are mixing open and closed IP strategies to improve
productivity and competitiveness. The powerful lessons apply to any industry.
Anthony and his team developed a number of principles of IP strategy that every manager should
understand:

Eight principles of IP strategy
1. Strategic openness. Openness is not altruism. It is about managing context and making the field of
play more amenable to your competencies and competitive strategy. Smart firms use openness to
strategically shift the locus of competition in their industry.
2. Speed. Speed is paramount—in evaluating projects, pursuing advances, adopting outside technologies,
and creating novel products. If you cannot innovate fast, you will be knocked out of the market in a
heartbeat.
3. Freedom of action. Freedom of action is about gaining flexibility, lowering transaction costs, cutting
through patent thickets and getting to market faster. It means avoiding mutually blocking patents and
instead making deals to swap intellectual property rights so that all parties are free to design and
deliver the products and services that customers want.
4. Collaboration. Coopetition is the new norm. Ad-hoc cooperation, strategic alliances, joint ventures,
peer production and user-driven innovation: collaboration will happen at all levels and with all types
of partners. Harnessing collaborative innovation means taking a less proprietary approach to IP—and
reaping the new knowledge that results.
5. Orchestration. Great inventions are just as likely to emerge from someone’s garage as they are from a
corporate R&D lab, so orchestrating and leading global innovation networks is the new value-added.
Tomorrow’s leading companies will be IP aggregators. They will both create and assemble the world’s
best innovations to transform them into compelling customer value propositions.
6. Tacit capabilities. Patents do not confer competitive advantage—they simply protect what has
already been created. Real competitive advantages come from the uncodified and hard-to-replicate
tacit capabilities that allow companies to apply new knowledge in unique and surprising ways.
7. Utility. In the past, firms engaged in a lot of invention for invention’s sake. R&D proceeded at a
leisurely, academic-like pace. Today, R&D activities have to be tight and earn a clear return.
Innovators will still need to know the underlying sciences, but their aim will not be to further the
science. Research teams will use their knowledge to move quickly to practical application
8. Balanced portfolio. No company would intentionally place all of its IP in the public domain. But
neither can firms afford to keep all their best ideas secret. From IP marketplaces to open standards, and
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from open innovation networks to concepts like the Creative Commons, winning firms will blend open
and closed innovation strategies and public and private intellectual property regimes
What should companies do? Our research suggests six urgent priorities:
•

Master the art of strategic openness. Competitive strategy now means making smart decisions
about IP acquisition/licensing (what/how) and openness/sharing (or not). Licensing or legal
departments should not make such decisions alone. You need to involve stakeholders across your
organization and act on those decisions at the business unit level.

•

Harness the power of modular and collaborative innovation. Concentrate R&D in areas where you
have the greatest competitive advantage in developing valuable innovations, and use crosslicensing, partnerships and alliances to acquire the rest. Licensing, cross-licensing and open
innovation networks can help you focus on your core strengths.

•

Use IP to build partnerships. Conventional IP strategies try to maximize direct revenues from every
patent, but do not overlook less tangible opportunities to maximize value-creating relationships.
Turn cross-licenses into strategic partnerships. Leverage your IP with b-web partners to generate
follow-on products and services. Share IP to foster relationship capital with a community of
collaborators.

•

Focus on orchestration. The ability to orchestrate complex value creation webs gives you
competitive advantage. Use co-creation and co-appropriation partnerships to help you focus your
value-add on IP orchestration—the shaping and reshaping of intellectual property clusters in unique
combinations that serve ever-changing customer needs.

•

Support open infrastructures. Open standards and shared IP are foundations for collaboration and
value creation. They can deliver large collective benefits. But they can also enhance competitive
advantage if you hone your capabilities to develop relationships, sense important developments,
add new value and turn nascent knowledge into compelling customer value propositions.

•

Balance your IP portfolio. Just as good personal investment strategies diversify assets across a
range of low and high-risk opportunities, good IP strategies diversify intellectual property holdings
across a range of open and closed offerings. Do not give away your crown jewels, but be prepared
to share when the opportunities are there.

Together these insights and action recommendations are, in my view, among the most valuable results of
the IT&CA research.

2.5

Theme 5: Modus Operandi

2.5.1

From hierarchical to self-organizing

Self-organization is often depicted as a fringe phenomenon—the likes of MP3 and the hacker quasianarchists who built Linux and Firefox. While it is true that much innovation begins at the fringes, David
Ticoll and Phil Hood of the IT&CA project explain that increasingly, large Lighthouse firms are turning
to self-organization models in order to reduce costs, speed time to market, neutralize competitors,
capture customers and engage their loyalty.54 In each of these companies, the business case for engaging
and collaborating with self-organized communities is measured in dollars to the top and bottom
line. Companies such as IBM (software), Eli Lilly (pharmaceuticals), Harley-Davidson
(manufacturing), eBay (retail), Procter & Gamble (consumer goods and health) and dozens more are
discovering how to make self-organization a key component of the modern day strategic arsenal.
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Self-organization succeeds because it leverages a style of peer production that works more
effectively than hierarchical management or open markets for certain tasks. Its greatest impact is in
the production of information goods, and its initial effects are generally most visible in the production
of software, media, entertainment and culture.
Our basic assumption is that self-organization is here to stay. Technology has permanently lowered
the cost barriers for self-organizing networks to operate, and changed the economic tradeoffs that
individuals make to join them. Self-organized networks increasingly create more value than firms or
markets. As self-organization becomes accepted as a viable method of production, more processes within
the organization will move from being hierarchically directed, proprietary and closed to selforganizing, shared and open.
Not all examples of self-organization are benign, or exploitable. Within a single industry the
development of opportunities for self-organized or open source collaboration can be beneficial, neutral or
highly competitive to individual firms or some combination of at least two of these. Consider publishing
media. Blogs, Wikis, chat rooms, search, advertising auctions, peer-to-peer downloading and personal
broadcasting, to name but a few, represent new ways to communicate and transact. In each of these the
traditionally passive buyers of editorial and advertising take active, participatory roles in value cocreation. Some of these examples pose dire threats to existing business models—others will have mostly
positive effects on future value creation.
Our research on this topic helps firms model the self-organization challenge, gives them a language
to describe the terrain, and a roadmap for leveraging this new model. The focus is on how organizations
can successfully engage and collaborate with self-organized communities inside and outside the firm to
achieve competitive advantage.
Key questions that any business planner should want to answer with regard to self-organization are:
•

How do self-organizing systems operate to create value in business and how can firms engage and
collaborate most effectively with them?

•

What are the conditions that enable self-organization to develop in a particular field?

•

How do I respond to threats and opportunities created via self-organization?

The increasingly interlinked web of networks and intelligent devices has become a key driver of selforganizing activity in business, politics and society. Without these networks, there is no Linux, no
Napster or BitTorrent, no Moveon.org, no multiplayer gaming. Firms increasingly find themselves
interacting with self-organizing phenomena, from open source development communities in software to
open research markets in biology to underground peer-to-peer networks in entertainment. The poster child
example of self-organization is widespread, distributed software development. However, the opportunity
to leverage or piggyback on self-organizing group behavior for competitive advantage is increasingly
available in every industry and every sphere of activity. This paper aims to help firms model the selforganization challenge, giving them a language to describe the terrain and a roadmap for improved
performance. The focus is on how organizations can successfully engage and collaborate with selforganized communities, inside and outside the firm, to better optimize processes and achieve competitive
advantage.

2.5.2

From plan and push to engage and tailor

As firms open up and become networked a new modus operandi is emerging—affecting the way they
bring products to market and treat customers.
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A little history. Ticoll and Hood explain that before the rise of the modern enterprise, and in
particular, the limited liability corporation, economic activity was mostly small scale.55 Farmers and
craftspeople sold their goods in markets, where local conditions of supply and demand applied. There was
very little production planning, forecasting or marketing. If you wanted a coat, you engaged the
seamstress to make one. If you wanted eggs you bought them in the market or haggled with a local
farmer.
Beginning in the 19th century, the rise of railroads and other large firms changed the economic
production model. Large firms centralized resources and decision-making and captured huge supply-side
economies of scale. Centralized planning and marketing replaced the volatility of uncontrolled markets.
This mode of operation, sometimes called plan and push, was extraordinarily well adapted to the post war
years in North America. Production barriers in many fields led to oligopolies. Large manufacturers
operated with fewer competitive threats, and more opportunity to direct marketplace activities.
Companies were organized vertically, with tight control over proprietary resources and knowledge.
In the plan and push era, firms competed by way of superior internal capabilities. The sense and
respond model loosened the firm—supply chains became more extended, standards more open and
hierarchy was flattened as work transitioned toward services and individual knowledge products.
Competition shifted to competition between supply chains, not just firms.
Today, the pace of change and the dynamic demands of customers are such that firms can no longer
depend on internal capabilities to meet external needs. Nor can they depend on tightly coupled
relationships with several b-web partners to keep up with customer desires for speed, innovation and
control. Instead, firms must engage and collaborate in a dynamic fashion with everyone—partners,
competitors, educational and government institutions, and most of all customers. This is depicted in
Figure 9.
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Designing for self-organization and engagement

Many successful self-organizing systems are deliberately architected—from eBay’s auction system to
Overture’s advertiser network (now part of Yahoo!). However, that is not to say that leveraging selforganizing networks is easy, something even the strongest proponents of self-organizing systems admit.
Architecting self-organizing systems is a complex task requiring a deep knowledge of stakeholder
interests. It also requires an understanding of the complex connection between the rules that govern the
system and the macro behaviors likely to emerge from that system as a result—a process that is half art
and half science.
Second Life vice president Cory Ondrejka describes many design challenges in constructing the building
blocks of self-organizing networks, which he calls “atomistic construction.” Atomistic construction is
“not widely used because it is extremely difficult to implement.” The challenge is building a foundation
that is predictable enough to use on one hand, yet diverse enough to produce emergent behaviors that
“interact in interesting and unexpected ways to allow experimenters and innovators to create truly new
creations.”
The challenges of designing Second Life’s self-organizing virtual environment are not unique.
Similar design issues are raised in other self-organizing environments as well, whether it is the subtleties
inherent in ratings systems like those offered by eBay, Slashdot, and Amazon, or the challenges in
architecting electronic marketplaces. In securities markets for instance it is the market microstructures
that matter (tick size, identity, order book displays and order priority). According to Plexus Group,
microstructures and execution algorithms are extremely important. “The issue is crucial because in an era
of electronic trading, it’s the execution algorithm that determines trade flow with huge consequences.”
Designs of such systems cannot be arbitrarily determined, but must reflect information about
stakeholders, their relationships and power structures.
Trust and legitimacy are another essential ingredient of self-organizing systems. While healthy selforganizing systems are extremely robust and fault-tolerant, underlying that strength is a faith in the
overall system in which they participate. When the legitimacy of trust of the system is called into
question, the strength of the system can evaporate just as quickly, according to Charles Smith, “this is not
a case where trial and error works very well, because if you blow it and something goes wrong and you
lose your trust in the marketplace in these areas, you may never recover. This is one of the places where if
you make a mistake up front you may be gone.”56
Leveraging self-organizing systems also requires what may be a significant shift in culture for some
firms—letting go of control. The very qualities that make self-organizing systems so valuable—
management of complexity, flexibility, fault-tolerance, innovation, customer contributions and efficient
resource allocation—require a unique maintenance philosophy. There are no control levers or chains of
command. Rather, there are community engagement, feedback mechanisms and system design
characteristics. More complicated still is that while ongoing participant feedback is an essential ingredient
in maintaining (note: not “managing”) self-organizing systems, many participants will fail to appreciate
all system design considerations—sometimes asking for features detrimental to the ultimate health of the
system. Complex give and take, knowledge of system design, and attention to relationships and
information flows help maintain the health and growth of self-organizing systems.

2.6

Theme 6: Business Processes

2.6.1

B-web integration through outside-in design

Research shows that when IT is used to enable effective business processes, firms benefit.57 Most
organizations today seek innovation, integration and management of core internal processes. However, as
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the corporation becomes open and networked and
the axis of collaboration shifts to external parties,
firms will need to build integrated external
processes. With ever-rising customer expectations,
firms need to build IT systems and business
processes attuned to the needs and expectations of
individual users, whether customers, employees,
or employees of business partners. This means an
“outside-in” perspective for the design of
processes and roles. All this comes together in
highly tailored, role and process-specific end-user
application interfaces. Such interfaces deliver a
distinctive experience across multiple channels,
enable employees and teams to achieve high
performance, and maximize customer satisfaction.
Outside-in design is made possible by new
concepts and tools—like personal portals—for
business process integration, collaboration, and
content management. A well designed personal
portal brings together—coherently—previously
disjointed business unit services, job functions and
productivity tools, in ways that support interenterprise collaboration.
Del Langdon of the IT&CA program team
explains that personal, outside-in process design
can bring together a wide variety of elements.
These include modular process components,
discrete systems functions, business policies and
rules, blended e-learning, knowledge and all
manner of content. Outside-in processes should
be:
•
•
•
•
•

•

Easy to reconfigure (because requirements
change)
Designed to the specific role of the user
(every job is different)
Modular (to facilitate reuse and those ever
changing requirements)
Transparent, attractive and understandable
(so ordinary people can use them)
Inclusive of just-in-time informal learning,
knowledge and content (in-context learning
is the best)
Embedded in the natural flow of work
systems at the time and place of need (so
people will actually find them useful)
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Outside-in, Inter-enterprise Processes
Outside-in design is more than just design. It includes
the design, deployment and continuous management
of core business processes and process networks that
are seamless, multi-channel, streamlined, interenterprise and embedded with knowledge, learning,
tools and systems, tailored to the needs of individual
users in a wide variety of roles inside the enterprise
and across the b-web.
This integrated process capability is delivered through
portals and mobile devices, at the time of need, place
and in context of the task at hand, customized to
specific user constituents and their roles.
The attributes of a successful outside-in system
include:
• A strategic core process reference architecture—
based on analysis of the performance drivers for
financial, customer, partner, process and people
capabilities needed to realize business strategy.
• Transparent process tasks and flows augmented
and embedded with “outside-in” customer, partner
and employee advice to ensure process excellence.
• Processes embedded with just-in-time, informal job
learning, such as skills modules (how to cross-sell,
solve a specific problem) to support individual roles
and improve process performance.
• Delivery of context-specific knowledge to support
each process step (for example, customer situation
and relationship information, business rules,
policies, products, services, solutions, decision
insights).
• Helpful context specific tools like calculators,
analytics, calendars and project planning.
• Ways to call on people resources such as subject
matter experts, communities of practice,
delegation and coordination management.
• External information and research resources to
support industry knowledge and best practices.
• Discrete systems functions from applications like
CRM, accounting, risk management, SCM, workflow
alerts, document images and pre-populated forms,
to support the specific process task at hand.
• Reportability, auditability, compliance, performance
standards and metrics in/on process built into the
design.
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Drivers of outside-in integration

Industry Consolidation. A company’s focus can change because of a merger or acquisition. When two
companies combine into one, management must rethink strategic priorities, business processes and
operating practices. Usually this is done within overarching goals of cost-savings and downsizing.
Divestiture, Outsourcing, and b-web
partnering. The challenge is to align business
processes for the many internal and external
service providers involved. This can be
particularly difficult for outside service providers,
since their employees often support multiple
clients simultaneously.
Designing for Partner Experience and Success.
Cisco is a good example of a company that knows
its core areas of competence and partners for the
rest. The company excels at orchestrating contract
manufacturing and supply-chain management.
Recently the company applied its expertise to
managing its demand chain, a network of partners,
resellers and VARs. Streamlining and automating
processes and communications cut channel costs
and improved overall channel performance.
Improving the performance of partners produced a
positive ripple effect through to customers.
Staff Augmentation. Companies are making
greater use of “staff augmentation” functions. This
allows them to remain lean during normal times
and take on contract employees to meet temporary
or short-term increases in demand for their
products or services. The more quickly these
contract employees understand the company’s
strategy, policies and business processes, the
faster they can become productive.

Boeing Defense and Space Group
Boeing’s Defense and Space Group faced a huge
challenge in 2000 when its major customer, the U.S.
Department of Defense, mandated that the company
demonstrate a repeatable product innovation and
management capability to qualify as a bidder for
future large defense programs. Boeing’s track record,
as good as it was, was not good enough. The
company mobilized a team of veteran program
managers (many pulled out of retirement) to try to
piece together a view of the “current state” of
processes. After years of debating and charting
process flows that filled many rooms, they concluded
that there simply was not any process on which to
base a redesign.
A breakthrough came when the team built a business
strategy map to describe the company’s business,
financial, customer, partner, process and employee
performance drivers. They then created an integration
architecture including end-to-end processes for
program management, product design,
manufacturing, deployment, service and management.
The architecture included the best of previously
separate or one-off tools and methods. The process
design embedded learning and knowledge, systems
functions, skills modules, performance support and
management. This design was translated into a
collection of job-role specific prototypes for a portal
environment to support the work of employees in
program management, innovation and development
processes. Result: Boeing proved its strategic
capability to the Department of Defense and qualified
for future work.

Changing Workforce Demographics.
Demographic trends in North America point
toward a shortage of workers in key middlemanagement age groups, a situation that will not
correct itself until 2015. Capturing key knowledge
and experience of these managers before their retirement is critical to mitigating risk and ensuring
business sustainability. Embedding knowledge and learning of existing middle managers in transparent
business processes will help to ease the transition to Net Generation workers, who are already predisposed
to e-learning and online work support.
Demand for High Performers. High performers create a disproportionate amount of value. They land the
big deals, keep important customers happy, and attract new talent. Their engagement and loyalty is
important because it can be leveraged across the firm in a number of ways. They can serve as prototypes
for new ways to think about how work is performed. Their habits can be modeled, built into integrated
process design and taught to all employees so that the performance level of everyone can be raised.
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Strategic and Informal Learning Environments. Accelerating the development of strategic job
competencies of employees and partners is a key driver of competitive advantage. As strategy evolves and
corporate objectives change, so too must the development of the right capabilities. Too often, employee
improvement systems focus on teaching
yesterday’s business needs. The paradox is that
Designing Processes at P&C
most organizations’ investment in formal training
remains very high while little investment is made
P&C was a large property and casualty insurer that
in helping employees’ on-the-job learning which
grew quickly by buying up small niche carriers. But
although P&C's “book of business” expanded, its
represents 80% of what they require for high
profitability steadily declined. IN 1998 P&C
performance. Informal learning delivered to the
management resolved a two-pronged course of
job role in a work process context will result in a
action. First, they needed to quickly enter new lines of
larger percentage of high performers.
Creating the Customer-Employee Experience
Connection. Companies need to learn from every
customer contact event. Smart companies alert
employees to the importance of taking every
opportunity to deliver value while paying attention
to customer preferences and feedback. Companies
able to build strong employee-customer links
capture significant return. A Gallup survey
concluded that the most ‘engaged’ workplaces are
50% more likely to have low turnover, 56% more
likely to have above-average customer loyalty,
38% more likely to have above-average
productivity and 27% more likely to report higher
profitability than the industry average.58

business, and stay in a new line only as long as it
remained profitable. Second, to obtain economies of
scale and cut operating costs, the company needed to
consolidate its services (e.g. claims management)
across product lines. The strategy was to build a team
of generalists who could quickly get up to speed as
“virtual specialists” as new lines of business were
entered.
To support this strategy, P&C adopted a just-in-time
approach to employee development and training.
Work support “desktops” provided employees—broker
managers, underwriters and claims adjusters access
to the tools and content they needed to serve the
specialty lines of business. A claims adjuster handling
a claim in a specialty line—softball associations, for
example—could effectively service the claim because
the process was standardized; an adjuster could
access program content, training, policy information,
claim status and reporting features through a single
portal.

Time is Money. The more integrated the
businesses, strategies, processes, people and
technologies, the less time wasted on non-value
adding activities and interactions. Time spent on
interactions (redundant communications by phone, With its new strategy, P&C moved from a fourth to a
first quartile performer in its underwriting loss ratio. In
email, paper, fax, media transformations from
addition, the company reduced claims operations
paper to computer, mistakes and
costs by 25% through consolidation of claims centers
miscommunications, looking for information,
and facilitating home-based claims adjusters.
climbing in and out of different systems and tools,
trying to confer with management and experts and
not connecting, doing work that is not strategically aligned) has no real value. Getting rid of this and
focusing the organization on what matters—such as the customer—does matter.

2.6.3 Changing methods and teams to deliver an Enterprise 2.0 integrated process
experience outside-in
Attention to the design and optimization of business processes began in the 1960s with operations
research and efficiency concepts. Over the next two decades, Deming and Juran launched the quality
movement, first in Japan, then in North America.
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Business reengineering introduced during the
mid-1980s, often called for radical redesign or
obliteration of business processes. Soon after, the
learning organization and other business strategy
concepts like the value chain, competing on
capabilities and time, and the balanced scorecard
were introduced. In the 1990s GE introduced
“work outs,” and six sigma was adopted as an
approach to continuous process improvement. As
useful as they were (and are), many of these
business process design approaches fail to deliver
integration of solutions, competencies and
learning, nor do they co-design solutions with IT
enablers and capabilities. This has led to
disappointing results.
Enterprise application integration, Web
Services, business performance management
service-oriented architecture and business process
outsourcing have more recently made their way
into the strategy toolkit for process and enterprise
integration. Soon a broad set of standards will
make it easier to determine whether a capability
can be improved by outsourcing it.
Companies need to decide what is core to
differentiating their capabilities and what can be
outsourced as a commodity-like process. For
unique and differentiating core processes,
effective integration methods are needed. As
more—and increasingly mission critical, customer
sensitive—processes are outsourced to b-web
partners, this must done in a manner to seamlessly
connect to the internal enterprise processes.
For b-web partner relationships to work well,
an end-to-end architectural vision of integration
must be developed to guide individual instances.
This becomes a reference architecture for an
integrated team of delivery partners such as
business process owners, and those involved with
knowledge management, learning, channel
management, human resources and organization
development and change management. Outside-in
customer and partner engagement and
collaboration in design are essential. Traditional
system development methods and business
process design methods simply will not deliver an
integrated process experience.

© 2006 New Paradigm Learning Corporation

39

Collaborative Knowledge at Siemens
Siemens, at risk of becoming a telecommunications
and technology equipment relic, has been in a process
of reinvention for several years. In the last decade this
company made a successful transformation from
‘slumbering manufacturing giant’ to ‘agile provider of
technology solutions’ around the globe. The
collaborative knowledge thrust, started a decade ago,
created the environment where this could begin to
occur.
Today Siemens uses a single, global integrated
platform for collaboration and content management.
Documents from across the organization are kept in
one depository with comprehensive search capability.
The same platform houses various forms of
collaboration including virtual teams, communities of
practice, and expert networks. For instance, when the
police in Budapest needed face recognition software, a
technical staff member in the company’s Hungarian
operation sent an information request across the
company. Within a day, someone in Ireland sent the
description of a similar completed project. Two hours
later someone at corporate headquarters provided
more information on this project. These answers
became part of the searchable knowledge base to
answer similar questions in the future.
In 2003, this content/collaboration platform was used
to host virtual teams responsible for enterprise-wide
projects at Siemens. All projects of a certain size must
function on the basis of a virtual team that uses the
content/collaboration platform as its workbench to
interact and achieve their objectives. These project
teams use the platform’s collaboration tools to
conduct assessments of lessons learned at each major
milestone. At the conclusion of the project, the virtual
team must ensure that the knowledge and innovations
they have generated are captured and made available
on the platform. Corporate level competency centers
also review the knowledge outcomes of these projects
and translate the acquired knowledge into new
guidelines or templates for adoption into pertinent
functional disciplines across the organization.
Siemens uses its integrated content/collaboration
platform to leverage knowledge on a global basis and
to build capabilities that will sustain its competitive
advantage.

Winning with the Enterprise 2.0
2.7

Theme 7: Knowledge and Human Capital

2.7.1

From containerized knowledge to collaboration

The concept of knowledge management has
achieved limited success. Most efforts to leverage
knowledge in organizations have failed or fizzled
out. Hubert Saint-Onge of the IT&CA project
explains why these initiatives have been
unsuccessful in creating competitive advantage—
for the most part, because current approaches view
knowledge as a finite resource captured in
containers and then made available through
depositories.59
The focus of many knowledge management
efforts has been to acquire and leverage
knowledge within the firm. Knowledge
management tools and repositories, directories,
elaborate company intranets/portals and reward
systems for information sharing typify many
corporate knowledge management efforts. Yet
many of these investments are modeled after the
“container” view of knowledge: they focus on the
transmission and storage of information.
Saint-Onge’s project proposes a new
paradigm, where knowledge is conceived as an
infinite resource, generated and harnessed through
effective collaboration both inside and outside
organizations. This approach is a key to
accelerating innovation and increasing
competitive advantage.
Knowledge is different from information.
Knowledge is information that has been validated
by a user and applied with confidence in his/her
practice. More to the point, knowledge is the
ability to take effective action; it generates
capabilities for the individual and the
organization.
Collaboration depends on the exchange of
knowledge. Both are crucial to accelerating
capability development. The exchange of
knowledge among individuals or teams leads to
innovation and the generation of new capabilities.
As the market evolves at increasing speed,
competitive advantage will come from building
capabilities faster than others do.
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From Knowledge Management to
Content/ Collaboration—the 10 Axioms
1. Rethink knowledge. Knowledge is not something
firms can possess. Treat it as something that
emerges in relationships as people collaborate to
achieve an objective.
2. Networks function to enable collaboration. Through
collaboration, complementary capabilities can be
brought together to enhance the competitive
advantage, with knowledge exchange as the
catalyst. As needs for speed and integrated
solutions become more pressing, the organization
must respond by adding horizontal collaboration
across its structures.
3. As networks take shape within and across
enterprises, it becomes critical for organizations to
develop a strategy to leverage knowledge across
these networks and manage its exchange. These
networks, rogue or otherwise, will continue to
emerge and a strategy is necessary to manage the
risks and opportunities they present.
4. As networks parallel and extend the reach of
hierarchical structures, organizations need to
architect them to build strategic advantage.
5. Effective intra- and inter-firm collaboration are
essential to the innovation required to sustain
competitive advantage. Building collaborative
networks will make it possible to combine the core
competencies of the firm and those of its suppliers
and customers, resulting in unique, integrated
customer solutions.
6. Embedding collaborative technology and processes
into the way people get their work done will have a
transformative effect on the culture of the
organization. In particular, it will impact the extent
to which members of the organization collaborate.
7. The content/collaboration platform will serve to
integrate supporting technologies and databases to
ensure seamless access to the full knowledge base
of the organization. This will only be possible if
permissions are carefully defined and put in place.
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Although few organizations have the whole
package, some have had enough success to create
a roadmap for leveraging knowledge within and
across their boundaries. Collaboration across
organizational boundaries delivers external
knowledge that can renew existing capabilities
and build new ones. While early knowledge
strategies tended to focus exclusively on the
exchange of internal knowledge, effective
knowledge approaches in the future will be
outside-in. Customers, suppliers and external
information aggregators are essential to building
responsiveness and agility.
Saint-Onge explored, not only the lessons
learned from successful and less successful
knowledge initiatives, but also the evolving
circumstances that require changes in the way
organizations address knowledge. Based on these
considerations, he proposes a new approach
consistent with the themes of the Enterprise 2.0
and one that I believe can successfully carry us
through the next decade, as organizations strive to
leverage this critical asset.
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Knowledge Management (cont’d)
8. Knowledge management is a two-cylinder engine
comprising both access and exchange. Although
many companies opt for one or another, an
effective strategy combines both.
9. The exchange of knowledge fuels and sustains
successful collaboration and networks. In large
part it is driven by the technology that underpins
the access and exchange components of the
content/ collaboration platform. The ultimate aim is
seamless, ubiquitous access to any information and
any person who can put such information in the
context of relevant experience.
10. Most of the software currently in place in
organizations does not meet the criteria for
facilitating the effective access (search) of
information and effective collaboration. Disparate
pieces are often in place but they do not combine
in a way that makes it easy for users. The key to
success will be meeting the needs of those who
actually use the technology. This implies a shift in
IT priorities from infrastructure development to
shaping end-user applications. It requires focus on
and commitment to the end-user experience rather
than on technology and its functionality.

To acquire the capabilities needed to compete,
organizations must be open with knowledge—
exchanging it, as appropriate, with customers,
suppliers and partners. For meaningful change that builds and sustains competitive advantage,
organizations must create vibrant knowledge networks that individuals feel compelled to join. When
individuals or firms attempt to operate in a closed system, they eliminate sources of renewal and
ultimately jeopardize their survival in the marketplace.

Emerging technologies provide increasingly effective virtual spaces for collaboration—where
individuals purposefully exchange knowledge and capture it to benefit others inside and outside the
enterprise. Effective collaboration and the capture of content it engenders lead to capability development.
Therefore, organizations must deploy technology platforms for (a) the exchange of knowledge and (b) the
generation of and access to content. We refer to this as a content/collaboration platform.
Powerful content/collaboration tools are already entering organizations, and not necessarily through
top-down enterprise procurement, but through bottom-up acquisition by the individuals who most need
them. Email, instant messaging, blogs, Wikis and mobile phones are just a few examples of the simple
technologies aiding networked collaboration and knowledge management at the individual level. While
most of these technologies (with the exception of mobile phones) originated outside corporate walls, they
are gaining popularity within firms, sometimes despite policies to the contrary.
Today’s “renegade” tools become tomorrow’s staples; once rare, corporate email addresses now
appear on almost every business card. More recently, the popularity of blogs and Wikis has led to
business versions from companies like JotSpot and Socialtext. Other tools from companies like Visible
Path are designed to unearth the relationship capital in the networks of individual employees—searching
and mining the relationships a firm has available and even securing individual introductions after
requesting permission-based access. Not only can many of these vendors claim the ease of use that led to
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the popularity of Wikis and blogs across the Internet, but they can also claim instant interoperability via
fast-growing technologies like atom and RSS. In the long-term these simple easy-to-use technologies can
be harnessed and architected to create more powerful open content/collaboration platforms.

2.7.2

The Net Generation—intersection of demographics and IT

Brad Anderson, CEO of Best Buy, is focused on “unleashing the power of human capital.” Demographics
provide valuable insights on how this can be achieved.
The intersection of the new information technology and global demographics has created a new
generation that is beginning to radically change employment norms, the nature of work and even
consumer needs, behaviors, and relationships. This has far reaching implications for products, marketing
and competitive strategy for most companies that create direct consumer value. It also has big
implications for how firms attract, retain and exploit human capital.
The Net Generation (as I called it in the mid 1990s) is now entering the workplace. Born from the late
1970s to mid 1990s, the generation has had a unique set of formative experiences (AIDS, expanding
democracies, 9/11) and technologies (Internet, mobile phones, music downloading, multi-user video
games). Its members get their label from spending their formative years learning, playing and
communicating in an environment immersed in information technology. The experience of youth (for a
massive generation of 80 million youngsters in the U.S. alone) is different—resulting in a generation that
spends its time, plays, learns, communicates and even thinks differently from its baby boomer parents.
Attracting, retaining and engaging these employees in an increasingly competitive environment will
demand that companies understand the Net Generation and the individuals who will emerge as its leaders.
Robert Barnard and I argue that firms should redefine what they mean by human capital in the
IT&CA project on the Net Generation as employees.60 High potential members of N-Gen have high
technology adoption, creativity, social connectivity and diversity along with a base set of education and
skills. They express a new work ethic. N-Gen norms present challenges and opportunities:
•

Speed—the pace at which information and decisions move.

•

Freedom—intellectual, temporal, locational and occupational.

•

Openness—to new ideas, information and knowledge sharing.

•

Authenticity—the quest for the validity of information.

•

Playfulness—challenging work with fun.

The employee web or e-web is a network of personal and professional contacts that poses challenges and
opportunities for employers who need to orchestrate the flow of information, ideas and people.
These changes have implications for recruiting, training and engaging employees.
•

Initiating the relationship with N-Gen requires that companies brand differentiate themselves in the
talent marketplace, use personal networks to recruit candidates, and create a mutual selection
model.
» New idea: Rethinking the résumé

•

Engaging N-Gen employees requires sensitivity regarding new work styles and workflow models.
Companies must combine breadth and depth of work to keep N-Geners interested. Time horizons
for the workday and career path must be flexible. Employers should use small open working units
to break down problematic silos.
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» New idea: Use speed ideating for ground up innovation
•

Evolving the N-Gen relationship requires thinking of employees as eventual alumni from when they
enter the organization as opposed to treating them as traitors as they depart.
» New idea: Build an alumni b-web

Overall, the work ethic of the net generation creates the need for an evolved employee-employer
relationship; one in which employers must move away from the traditional command and control model,
to one of “engage and collaborate.”

2.8

Theme 8: Information Liquidity

Information in the old corporation lacked liquidity—it tended to be locked up within the walls of the firm
and even then, often difficult to access appropriately. Corporations had high information opacity—both
within their boundaries and with external parties (stakeholders). The program examined two important
themes here—transparency and business intelligence (reverse transparency) on competitive advantage.

2.8.1

Transparency and competitive advantage

As David Ticoll and I explain in our book The Naked Corporation: How the Age of Transparency Will
Revolutionize Business, there is a powerful rising force in business, one that has far-reaching implications
for most everyone.61 Nascent for half a century, this force has quietly gained momentum through the last
decade; it is now triggering profound changes across the corporate world.
The force is transparency. This is far more than the obligation to disclose basic financial information.
People and institutions that interact with firms are gaining unprecedented access to all sorts of
information about corporate behavior, operations and performance. Armed with new tools to find
information about matters that affect their interests, all sorts of stakeholders now scrutinize the firm like
never before, informing others and organizing collective responses. The corporation is becoming naked.
Customers can evaluate the worth of products and services at levels not possible before. Employees
share formerly secret information about corporate strategy, management and challenges. To collaborate
effectively, companies and their business partners have no choice but to share intimate knowledge with
one another. Powerful institutional investors today own or manage most wealth, and they are developing
x-ray vision. Finally, in a world of instant communications, whistleblowers, inquisitive media and
Googling, citizens and communities routinely put firms under the microscope.
Corporations have no choice but to rethink their values and behaviors—for the better. If you’re going
to be naked, you’d better be buff! By that we mean you’d better have the best value (as value is evidenced
like never before) but you’d also better have values—of honesty, accountability, consideration of others’
interests and openness—built into your corporate DNA, operations and systems. Otherwise, you will be
unable to build trust and a sustainable business.
This conclusion may seem at odds with current thinking about corporate values and behavior. At the
end of 2003 the corporate world was still weathering a crisis of trust on a scale unseen since the Wall
Street crash of 1929. Many say this latest crisis proves that companies are worse than ever, and
irredeemably so. For these critics, the corporate corpus isn’t buff, it’s obese.
Our research shows the opposite is true. To build trusting relationships and succeed in a transparent
economy, growing numbers of firms in all parts of the globe now behave more responsibly than ever.
Disgraced firms represent the old model—a dying breed. Business integrity is on the rise, not just for
legal or purely ethical reasons but because it makes economic sense. Firms that exhibit ethical values,
openness, and candor have discovered that they can better compete and profit. Some figured this out
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recently, while others have understood it for generations. Today’s winners increasingly undress for
success.
Of course, opacity is still alive and kicking; in some situations it remains desirable and necessary,
Trade secrets and personal data, for example, are properly kept confidential. Sometimes openness is
expensive. But more often, opacity is used only to mask deeper problems. Armies of corporate lawyers
fight openness as part of a good day’s work. Old cultures—the insular model of yesterday’s firm, die
hard. Nevertheless, the technological, economic and sociopolitical drivers of an open business world will
prevail. Corporations that are open perform better. Transparency is a new form of power, which pays off
when harnessed. Rather than to be feared, transparency is becoming central to business success. Rather
than to be unwillingly stripped, smart firms are choosing to be open. Over time, open enterprises—firms
that operate with candor, integrity, and engagement—are most likely to survive and thrive.
The best firms have clear leadership practices that others can adopt. They understand that investments
in good governance and transparency deliver significant payoffs: engaged relationships, better quality and
cost management, more innovation, and improved overall business performance. They build transparency
and integrity into their business strategy, products and services, brand and reputation, technology plans
and corporate character. They share pertinent information and build trust and stronger relationships with
employees, customers, shareholders, business partners, community members and other interest groups.
Increasingly firms now want to be seen as honest, accountable, considerate and transparent, but each
of these characteristics requires a supportive IT strategy.
Honesty
Not just an ethical issue, honesty is a matter of fiscal responsibility. To establish trusting relationships,
firms need to openly disclose information. They must be truthful, accurate and complete in
communications. They must not mislead or be perceived to mislead. In everything from motivating
employees, negotiating with partners, publishing product information, disclosing financial information or
explaining the environmental impacts of a new factory, companies are expected to tell the truth.
IT Implications: Firms need clear insight into their own operations and a single version of the truth
in order to be honest with stakeholders and the rest of the world. Shell lacked this and reported inaccurate
information about its oil reserves, which lead to a trust crisis and the resignation of the CEO.
Accountability
To establish trust, firms must make clear commitments to distinct stakeholders and abide by them—do
what they say they will do. And they must demonstrate with clear communication, preferably with the
verification of stakeholders or independent outside experts, that they have met their commitments.
In the past, accountability was considered undesirable, suggesting liabilities, testing and scrutiny;
better to keep your head low, stay under the radar and avoid making promises. In the transparent world,
where every stakeholder has radar, accountability becomes a requirement for trust. In fact, for those who
embrace it as a value, accountability is a powerful force for business success.
IT Implications: To abide by their commitments, firms need systems and techniques that monitor
performance against goals and translate strategy into measurable action. Execution requires powerful IT
architectures and integration of systems across the entire b-web. Accountability requires effective
scorecarding to translate strategy into measurable actions and good performance management tools to
monitor performance against goals.
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Consideration
A critical pillar of trust is the belief that a company shows regard for the interests, desires or feelings of
others. Goodwill is relevant to all stakeholders. Firms foster loyalty when employees believe that their
company will be loyal to them—that they will not be discarded once the going gets a bit rough, or at least
that the company will consider their interests and downsize only as a last resort, and then only with a fair
and equitable severance. Similarly firms need to truly care about customers and their interests.
IT Implications: Firms cannot be considerate of stakeholder interests unless they have information
on what those interests are. We need good systems to track employee satisfaction; engage employees in
designing knowledge work and enable them to collaborate effectively. We need to better understand
customer needs through forecasting models, data mining, integration of cross-channel data for better
customer segregation, and enterprise planning systems that are driven by and that enable strategy.
Transparency
Trust depends on transparency, and transparency depends on trust. Indeed, as people learn to collaborate
over time, transparency and trust reinforce each other in a virtuous cycle. The question “what are they
hiding?” encapsulates the relationship between transparency and trust; it implies that if company
executives hold secrets, they do so for a nefarious reason and therefore are undeserving of trust. You are
less likely to trust a firm that withholds information pertinent to your interests.
Firms cannot be transparent unless they are trustworthy, as openness will harm them. Firms that are
trustworthy should be transparent because openness helps stakeholders validate the organization’s
integrity. In an increasingly transparent world, openness is becoming central to building trust between
stakeholders and the firm. To coin a phrase, corporations should undress for success.
IT Implications: Enterprise 2.0 practitioners require the IT architecture to reach out to various
stakeholder organizations. Firms need better, more accurate and more timely reporting of financial
information, moving towards the monthly reporting of operational results such as those done by
Progressive Insurance. Sharing of financial information is assured by public accounting standards, laws
and regulations, but non-financial information is a new frontier. Firms need to share valid and reliable
information with various stakeholders in a myriad of new domains—from customer satisfaction and
market share to product quality. New standards and corresponding systems will be required. End-to-end
visibility across the supply chain is required to reduce transaction costs and speed the metabolism of
partnerships.

2.8.2

Rethinking Business Intelligence

Important changes in business intelligence will enable those who exploit them to achieve competitive
advantage.
Pierre-Luc Bisaillon and Paul Barter of the IT&CA program explain that in the past, business
intelligence focused on internal information that supported tactical decisions aimed at cost avoidance.62 It
informed a few select executives whose scope of analysis remained inside firm boundaries. Interfaces
were complex and access to data was limited to sophisticated IT experts. The systems themselves were
static, producing a series of standardized reports. In general, BI supported sporadic strategy planning
processes that were subject to rigid rules.
Our new approach extends business intelligence to virtually all employees as well as to external
stakeholders. It enables and supports collaboration within the enterprise and with external business
partners. An articulated transparency strategy defines who receives what information, under what
conditions, with what frequency and in what formats. Information drawn from internal and external
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sources enables competitive advantage. Cost reduction is no longer the only focus: managers use data
about customer behavior, supply chain performance and the market to drive revenue growth. Tools are
visual and interactive, enabling non-specialized users to identify and act on opportunities and challenges.
Information delivers predictive insights in addition to historic analysis, enabling a continuously evolving
strategy plan guided by corporate performance management criteria.
As corporations grapple with ever-increasing volumes of data, they need to deliver it to the decisionmaking individuals in the front lines. Younger workers are comfortable with interactive tools and expect
access to the information they need to perform effectively. By engaging and collaborating throughout the
firm and with its entire b-web, a firm drives decisions to the points of highest impact. These shifts are
described in Figure 10.
Figure 10: Business Intelligence for the Enterprise 2.0
BI domain

Traditional BI

BI for the Enterprise 2.0

1. Purpose

Management need for
information
Tactical decision making

+
+
+
+

Corporate need for transparency
Trust
Engagement
Relationships

2. Objectives

Cost-cutting

+ Growth

3. Interface

Passive intelligence

+ Active, visual intelligence

4. Nature of work

Routine
Manual

+ Interactive
+ Cognitive

5. Decision level /
involvement

High level decisions
Specialized user

Decisions at point of impact
High participation (the masses)

6. Metrics

Bottom-up, existing data

+ Top down, using data to support
strategy

Source: New Paradigm

These shifts are consistent with the evolution to the Enterprise 2.0. Companies which execute this new
approach make better decisions, achieve agility and reduce transaction and control costs. Decentralized
decision making leverages the power of human capital.
What should a firm do? The research suggests several priorities:
1. Rethink systems to establish a “single version of the truth.” The enterprise needs transparency to
enhance trust, engagement and relationships. Business intelligence will continue to play a central role
in enterprise transparency. As this force continues to impact how the firm interacts with employees,
business partners, shareholders, customers and communities, leaders need to do everything in their
power to ensure they know what is actually going on in their organizations.
2. Focus on opportunity. Clients should make sure their IT investments are aligned with their overall
strategy. Are they aligned with the increased focus on revenue growth (not just cost containment)? If
so, firms should ask whether their business intelligence investments will support this new growth
focus. Are they utilizing a mix of internal and external data sources in order to derive insight into
customer needs? Do they provide end user and team flexibility, easy to use BI solutions and access to
a broad set of users across the organization?
3. Intuitive interface. The case of Beacon Fire & Safety illustrates the impact that an intuitive interface
can make.63 Clients should assess the current profile of their BI spending against the distribution of

© 2006 New Paradigm Learning Corporation

Winning with the Enterprise 2.0

47

producers and consumers of information. Who is the end user? Is it a partner, or a collection of
partners, at the extremities of the b-web? Are the tools developed with their needs in mind?
4. Interactive tools for interactive employees. Firms should consider broadly deploying the latest
generation of interactive and collaborative business intelligence tools to end-users throughout their
organizations. Additionally, they should evaluate their Net Generation employee base and treat their
work characteristics as enabling rather than challenging. The new BI tools have the potential to both
enable increased user productivity and cut IT costs as IT resources spend less time creating reports on
behalf of end users.
5. Decision at the point of impact. Companies that want to reap the full benefits of business intelligence
must go beyond IT implementation and decentralize decision making. Firms should review their
decisions map (who makes what decisions) and identify what knowledge is required to make the
optimal decision at what time and place. Business intelligence solutions can subsequently be targeted
to have the most impact.
6. Top-down information. Business intelligence investments should be aligned with corporate strategy.
Once a strategy is defined and operational processes and methodologies identified to support it, then
the new business intelligence (CPM) tools enable the constant monitoring and adjustment required to
optimize outcomes.

2.9

Theme 9: Relationships

2.9.1

Relationship capital

Relationships during the reign of the vertically integrated corporation were internal to the organization.
Companies talked about relationships with customers and suppliers, but this was a meaningless
euphemism. There was a supply chain, but more often than not it was adversarial. Similarly, companies
sold products and services to customers on a transactional basis—which they described as creating
customer relationships. But car companies, for example, did not have a relationship with their customers
in any meaningful sense of the term. As suggested above, auto makers did market research to understand
customers—to help them “plan” their products. They then “pushed” products into the market with mass
advertising to establish brands. They sold vehicles and fixed them. But few customers would describe this
as a relationship.
By far the most important “relationships” existed inside the firm. There were reporting relationships.
Dotted-line relationships. Project teams with “members” who collaborated closely together. Such
relationships were often carefully defined—you were part of the “human resource” with roles,
responsibilities, reward systems and the like. Great thinkers, such as Alfred Sloan who took GM to
prominence decades ago, developed entire theories of management based on this paradigm.
As firms become networked and open, collaboration drives value creation and relationships come to
the fore—to the point where it may be helpful to think of them as assets. Perhaps such assets can be
developed, enhanced, protected, risk managed and even monetized.
The IT&CA program focused on three aspects of relationship capital:
1. Customer experiences and transformations
2. Something we call micro-relationships
3. The specific challenges of building relationships with the most powerful and influential demographic
ever—the Net Generation
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Experiences and customer transformations

Changes in the value customers place on their purchases mean that goods and services everywhere are
being commoditized—bought and sold almost exclusively on the basis of price. Joe Pine explains that
customers are demanding (and companies supplying) new genres of economic offerings; specifically,
experiences—memorable events that engage each customer in an inherently personal way, and
transformations—lasting activities that guide each customer to achieve his or her aspirations.64 Already
we can see the results of this shift in value combined with the rising ubiquity of digital technology: new
opportunities and disconcerting dislocations in jobs; new winners and old-line losers across industries;
new sources of differentiation and yet-to-be-uncovered pitfalls in competitive advantage.
Given that experiences and transformations increasingly provide more compelling value than goods
and services, and given that information technology is creating great strategic turbulence through its
effect in pervasive networked intelligence, collaboration and globalization, the question becomes: So
what’s a business to do?
While a plethora of answers could be given to that seminal question, this study highlights five key
directions that should be considered:
1. Determine your real business. Ask yourself this question: What business are you really in? Are your
primary offerings—the ones that drive your business—commodities, goods, services, experiences or
transformations? The answer has tremendous strategic ramifications, and opens up a variety of new
possibilities for how to use information technology to create competitive advantage.
2. Use experiences to generate demand for your core offerings. With experiences coming to the fore,
you compete with every other company in the world, for customers (whether consumers or businesses)
have only so much time, money and attention to spend. So consider staging marketing experiences—
physical or virtual places so engaging that current and potential customers cannot help but pay
attention, and pay up as a result by buying your offerings.
3. De-commoditize via one of four actions:
» Customize: Create a unique offering for every customer that automatically turns goods into
services, services into experiences and experiences into transformations.
» Informationalize: Embed the ability to change in response to customer needs into the offering
itself.
» Experientialize: Turn the use of a good into an experience by engaging one or more senses in
unique ways.
» Transformationalize: Provide offerings that help customers achieve their aspirations on their
own.
4. Innovate new-to-the-world experiences and transformations. Innovate not just in goods and
services, but in experiences and transformations. The key to such innovation is to focus on ends rather
than means. Every good or service you sell today—particularly when your customers are other
businesses, but also for consumers—is but a means to an end, with that end either experiential or
transformational. Sell the end, rather than the means, and you will gain much more economic value
from it.
5. Find your role in a b-web for experience guiding. With experiences and transformations coming to
the fore, there is the crying need for companies to wade through this growing mass of possibilities and
help individuals determine what is right for them. People are beginning to ask, and will eventually
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clamor, “What experiences should I encounter?”—that is, what would be most gratifying—and, “What
transformations should I undergo?”—that is, what would be most edifying.
No matter which one (or more) of the five directions you choose as your strategic response to using new
information and telecommunications technologies in a world shifting to experiences and transformations,
you will need to find your role to play in an experience guiding network. If not, you could always go with
the zero option: Be commoditized.

2.9.3

Micro-relationships

When Alan Majer and I began investigating the complex web of relationships under the covers in the
Googlesphere, we came to the conclusion that something new was appearing—”micro relationships.”65
We also concluded that something we call the “instant of truth” is a new defining moment in a consumer
relationship: the chance to provide information, shape an opinion or even complete a transaction.66 These
instants of truth occur outside the realm of traditional marketing and are precious opportunities to
influence consumers. Driven by new pay-per-click (PPC) advertising tools, firms can influence
consumers in powerful interactive venues and build what we call “micro relationships.” The result is
unprecedented targeting opportunities, including types of advertising never possible before, such as the
“long tail of advertising.” Networks of micro relationships also generate a new kind of relationship
capital.
Most media advertising today is purchased in bulk at publishers’ rates, usually well in advance of
placement. PPC, which differs from both traditional media advertising and dot-com banner
advertisements, transforms the business model of advertising. Under its pricing structure, the advertiser
pays the publisher according to how many times users click on an ad, not how many times an ad is
displayed. PPC turns the traditional model upside down by allowing advertisers to set market prices and
turning bulk media buys into transactional interventions priced in the pennies. Pay-per-click is a response
to well-known problems in the advertising industry.
Advertisers are struggling with fragmented media, consumers who skip their messages (or divert their
attention elsewhere), and poor information/metrics on effectiveness. The traditional solution to these
problems is finer segmentation and deeper relationships with consumers. PPC is a more effective
approach. Rather than embark on a quixotic quest to anticipate consumers’ needs, firms can focus on the
much easier task of reacting to needs whenever and wherever consumers actually express them. The focus
is on the transaction rather than the individual—an approach impossible until now because traditional
media are unidirectional broadcasts. PPC is a way to craft a unique response to consumers’ moment-tomoment needs.
Today’s PPC marketing system is the tip of the iceberg, and the innovation it brings fundamentally
disrupts traditional advertising. These innovations are rapidly finding a home in a variety of Web site
categories beyond search engines, extending the reach and size of their pioneers, Google and Yahoo!
Other areas of expansion, such as mobile search and mapping, are still in their infancy. General Motors
OnStar, Hertz’ NeverLost and a radical new mobile phone navigation system in Japan all provide
glimpses into the future of an incredibly potent local advertising platform.
PPC is relevant both to the future of advertising and for its lessons in Enterprise 2.0 design. We
explore some of the tactics commonly employed by search engine marketers (SEMs)—from bidding
strategies, to popular campaign management tools. New frontiers in PPC innovation include keyword
branding, customer acquisition strategies, and local advertising opportunities. The shift from bulk
advertising purchases to in-the-moment micro-transactions uncovers value by reducing transaction costs
and opens opportunities to a new class of smaller advertisers. PPC’s rich business system of search
engines, syndicated ads, consumers, advertisers and a growing number of specialized intermediaries also
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offers insight into the creation and management of b-webs. The disruptive impact of PPC on the
advertising industry offers a leading example of how Enterprise 2.0 strategies catalyze industry change
and deliver competitive advantage through information technology.

2.9.4

The Net Generation as a market

The Net Generation (80 million youngsters in the U.S. alone, born from the late 1970s to mid 1990s) is
changing the marketplace as well. The purchasing power of today’s youth is expected to reach $190
billion by 2006, but companies are unsure how to approach these new consumers. Traditionally,
companies use advertising, relationship mapping, and public relations to try to reach customers, but feel
(correctly) they miss a large part of this target audience with such tools. Moreover, this generation is
enormously influential on other demographics—more so than youth before.
The N-Gen lives in a world awash in options for information and entertainment. Bulletin boards,
online price comparison sites, blogs and instant messaging provide for easy and unprecedented consumer
scrutiny of offerings and sales pitches. As they navigate the hubbub, it is not surprising that opinions of
people they know (or feel they know) strongly influence their buying decisions. For the first time since
the explosion of mass marketing in the middle of the 20th century, reputation and word of mouth have
become powerful forces that can spin out of control in unpredictable ways.
Robert Barnard and I investigated this generation as consumers and developed several imperatives for
firms participating in consumer markets:67
1. Understand the World of Mouth
As we have seen, through the proliferation of online chat rooms, online review sites and online ratings,
information technology can dramatically magnify the impact of word-of-mouth. People can now share
their opinions and experiences with the world, and cause enormous damage to brands.
Many companies hire public relations specialists to track what is being said about them in the media.
Few, however, monitor what is being said about them online. This will change, as companies realize the
growing importance of their online reputation. And who better to hire than N-Geners? They will know
where to find the buzz—both positive and negative.
We cite several success stories where companies relied almost exclusively on word of mouth to
capture customer attention. The companies did little traditional advertising or outreach. Interest was
generated by opening the channels and some modest online marketing. The true surges of interest came
from the N-Geners themselves, who flock to these sites and then spread the word about the opportunities
through their own social networks.
2. Build your own Buzz (Hacking the N-Fluence Network)
Building word of mouth has, in recent years, become an industry, as companies increasingly look to
escape the limits of traditional advertising and promotion. In a high-profile example, Sony Ericsson hired
60 actors to ask strangers on the street to take a picture of the actors with the company’s new camera
phone. More recently, the Boston-based firm BzzAgent achieved a degree of success (and notoriety) by
linking companies to a network of over 60,000 social salespeople. Procter and Gamble Tremors has an
even larger network of over 240,000 teenagers spreading the word about their products. An interesting
aspect of these networks is that many of the participants neglect to collect the rewards offered to them for
their services—the opportunity to exert social influence is reward enough.68
Merely paying for word of mouth, however, may have limitations. Talking about things we love is
something that everyone does—it is not planned or calculated. The fact that a company needs to hire
someone to manipulate and create buzz where it did not exist can damage a product’s reputation. Whether
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consumers will stage a revolt against the intrusion of paid salespeople in their social space remains to be
seen—but there is a danger that the professional
word of mouth agency may become the ultimate
victim of an accumulation of negative Whuffie.
N-Gen Influence—“iPod’s Dirty Secret”
3. N-Gage and Collaborate
The rise of social networks suggest that N-Geners
do not wish to have marketing simply “done to
them” but instead wish to engage with a brand.
This goes beyond simply providing consumer
feedback
For all its benefits, the growth of customer
‘n-gagement’ (as we call it) creates a variety of
pressures on Enterprise 2.0 practitioners. Soon,
simple enticements such as recognition or free
products will not suffice; consumers will expect
compensation that reflects the value of their
contribution to the company. And for star
consumers, we may well see an “agency”
system—where an industry of intermediaries
broker between ‘n-fluentials’ and the enterprises
that engage them.
The management of consumer expectations
will be especially challenging, as companies
struggle with how much decision-making to share
with consumers. Brand managers are accustomed
to exerting tight control over how their products
are developed and perceived. The more insight NGen consumers gain into a promotion or product
development process, the more they will feel
entitled to define their relationship to the products
and services they use. We see this already with the
rise of product hacking and customization.
In today’s digitized universe, companies
cannot attract and retain the attention of the Net
Generation consumer through traditional “plan
and push” methods. The N-Gen consumer can
easily choose to make purchasing decisions by
consulting a vast network of knowledge—
including online experts and social contacts.
Companies that wish to engage in a conversation
that will n-gage this generation must use new
tools.
Overall, viral marketing performed through
non-traditional channels has met with some
success, but the mechanics are poorly
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As anyone with an aging cell phone or laptop has
discovered, over time batteries lose their ability to
hold a charge. Eventually, regardless of how long you
charge them, batteries die.
Shift to the 20-something Neistat brothers, youthful
New York filmmakers. In 2004, after 18 months of
loyal service, the battery in Casey Neistat’s first
generation iPod died for good. At the time Apple did
not have a battery replacement program, so its
customer service representative explained that Casey’s
only recourse was to purchase a new iPod.
Disappointing news.
Casey and his older brother Van chose to respond in
guerilla fashion to Apple’s non-solution to this obvious
problem.
In December 2004, during Apple’s massive preChristmas push for the iPod, Casey and Van toured
Manhattan and stenciled with white spray-paint ‘iPod’s
irreplaceable battery lasts only 18 months’ on almost
every iPod poster in the city.
They filmed the whole affair, turned it into a movie on
their Macintosh computer, posted it online, and sent
the link to a few friends.
The video quickly snaked its way through online
message boards, the blog world and email forwards.
Within days over a million people had seen it. Emails
flooded in sharing similar stories and griping about the
battery issue.
The story did not stop there.
The iPod was the Christmas gift of 2004 and
everything about it was newsworthy. The Neistat
Brothers were invited to tell their story on CNN, Fox
and ABC television news, as well as in the Washington
Post and Rolling Stone magazine.
During conference calls analysts began questioning
Steve Jobs about the iPod battery issue. Maybe this
miracle product might have a fatal flaw that would
hurt sales during the holiday season and ultimately
Apple’s stock price.
Several days after the story broke in the mainstream
press, Apple announced a new iPod battery
replacement program. The company never cited the
Neistat brothers video as the catalyst.

Winning with the Enterprise 2.0
understood. Some companies have had some
success in infiltrating social networks by incenting
people to spread word of mouth on their behalf,
but over time this may provide only short-term
benefits. N-Geners are experts in detecting and
debunking such activities.

2.10

Theme 10: Information Technology

A number of important changes in information
technology evaluated by the IT&CA program are
enabling the firm to become networked and open.
Increasingly these new technologies and
approaches to them are coming into the
mainstream and driving significant change.
IT&CA analysts Max Stevens-Guille and
Willem Galle have shown powerfully that IT is
hardly at the end of the S-Curve of adoption as IT
detractors argue.69 They explain that there are
actually (at least) nine categories of s-curves—and
for most of these we are on the threshold of
important innovations that have virtually no
market penetration. What is the relationship
between these technological innovations and
enterprise transformation, and what will the future
bring?
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N-Gen Influence (cont’d)
There are two interesting addenda to this story.
First, Casey and Van are up and coming filmmakers.
Their video, iPod’s Dirty Secret is one of 70 films they
have produced and posted online. Attention from the
iPod film helped them secure financing to produce
their first feature length film, due to come out in
September 2005.
The second addendum is about Apple’s participation
and response to the video.
iPod’s Dirty Secret has been hosted on Apple’s own
Mac website, which gives subscribers Web space with
unlimited download bandwidth for $99 a year. There
have been over 1.9 million downloads of the movie
and Apple has transferred over 11 terabytes of data,
all covered by the basic .Mac membership charge. In
effect, Apple has helped distribute a viral anti-Apple
video.
The story is rich with lessons. Not only do N-Geners
have the Net at their fingertips. Increasingly, they
create and distribute complex multimedia content.
Media is becoming democratized and young people
are gaining unprecedented power. Do not fight them,
listen to them and engage them—you will be a better
company if you do.

In a term coined by the psychologist Jerome
Bruner, technology is a “cultural amplifier.” In the emergence of the Enterprise 2.0, information
technology at once amplifies existing phenomena (such as globalization) and, equally, it shapes the
evolution of the enterprise. Co-evolution of IT and the enterprise was easier to understand when the major
applications of IT and enterprise functions were co-extensive.
But, as Stevens-Guille and Galle remind us, IT spreads its amplification effects today far beyond the
corporation, functionally enriching machines like cars, and reshaping the nature of childhood through
video games, to cite just two examples. So the future direction of co-evolution is harder to figure out.
For example, when Internet bandwidth is mainly consumed by consumer P2P movie downloads, we
would expect rapid innovation in P2P distribution mechanisms, which then become potential tools for the
firm. For some firms such tools could create new possibilities for disruptive change.
Domain

Old

New

Technology platforms

Proprietary

Standards-based

Software architectures

Monolithic

Service-oriented

Internal collaboration

Silos

Interoperable

Enterprise

Inter-enterprise

Dumb

Intelligent

Axis of opportunity
Networks

Source: New Paradigm
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The broad themes of technology and the Enterprise 2.0 are clear:
•

A maturing technology becomes standardized at many levels, facilitating the interconnection of
service objects within and among enterprises and breaking down technology and functional
boundaries.

•

The once-static Internet is becoming a platform for true digital collaboration. Instead of a
publishing model where we’re passive consumers of static HTML pages, we are now engaged in
dynamic technology-enabled conversations.

•

Coase-ian effects of disaggregation and re-aggregation drive change. For example, economies of
scale in data center operations and applications management, coupled with cheap communications,
result in these services being provided by specialist companies on a global basis.

2.10.1 Maturation
Detractors like to point out that IT is just like other technologies that started out as arcane and proprietary
(an example, of course, is electricity), but then became standardized and commoditized. The trend in IT
has been for this process to happen higher and higher in the “stack,” from RS232C for electrical signaling
(for example), to Cobol, to standard application programs like Word. The value of standards is widely
recognized today, and often the speed of standardization is quite rapid (802.11 being a good example).
One great advantage of standards is the ability to link disparate objects through a standard interface.
Web services and related technologies are attempts to allow applications in the extended enterprise to be
“compiled” from a high level description of the functions they perform, which is translated either once, or
even dynamically, into invocation of existing services/objects. This is isomorphic with the functional
view of the Enterprise 2.0, and the more rapidly such technologies mature the more rapidly will the
Enterprise 2.0 be realized as a standard organizational form.

2.10.2 Web 2.0
The Internet is moving from a presentation medium to a global computational platform. Technology has
removed many of the transaction costs in our economy, seamless communication, storage, and
computation are now possible. The first iteration of the Web was relatively lifeless, mostly offering
database driven static HTML pages for people to view. Today, Web services, AJAX, SOAP and other
“Web 2.0” technologies enable new interactive applications, enrich end-user experiences, and standardize
communication—even collaboration—between computers. We finally have a truly interactive interface,
not just with the local resources at our disposal, but any Internet resource. It’s a dynamic gateway that
puts a whole world of storage, computing, applications, services, and data right at our fingertips.
This profound change makes it easier to collaborate beyond corporate walls. As a result we are able
to: interact with digital things like sensors and RFID tags, use wireless connectivity for mobile
interactions, access a whole new world of geo-spatial information, enjoy true multimedia experiences,
leverage Web services to participate in new computational platforms, and seamlessly integrate with other
services and experiences. It’s easier than ever to incorporate emerging services and applications into your
b-web. Blogs, social software, location based services, instant messaging, RFID tags and sensors,
composite applications, APIs, and mashups, are a reminder that we’re surrounded by complex social and
business networks that are waiting to be tapped.

2.10.3 Coase-ian effects
Concomitantly with these developments we can expect that, at least in the provision of computing
services, we will see new Enterprise 2.0 examples. Standard platforms, cheap fiber-optic communications
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and economies of scale make it ever more attractive to outsource significant elements of IT infrastructure.
This may in the short run be a data center and network management, and in the longer run encompass
ASP services. Beyond this, since many IT applications such as general ledger and accounts payable are
tightly integrated with clerical and managerial functions, IT becomes a stalking-horse for business
component outsourcing.
In addition to these well-understood linkages between technology and the Enterprise 2.0, we must
consider other significant causal pathways that now intertwine technology and the Enterprise 2.0 as a
result of the dominance of IT innovation outside an enterprise setting. These are: the creation of a
universally-available information substrate in cyberspace; and collaboration technologies.70 Figure 11
attempts to show this new complexity.
Figure 11: Evolution of IT – Corporate vs. Non-corporate Locus
Nature of
the firm

Nature of
the firm

State of
information
technology

State of
information
technology

Collaboration
(a)
IT evolution
dominated by
needs of the firm

Cyberspace

(b)
IT evolution dominated noncorporate needs, with emergent
phenomena reshaping the firm

2.10.4 Information in cyberspace
The traditional enterprise (even the firm in a b-web) could think of itself, its customers, suppliers and
competitors as elements related dyadically—e.g., the firm vis-à-vis its customers, in a sales relationship—
without worrying too much about a third significant—and independent—element. This element is the
mass of information located in cyberspace. It cannot readily be controlled by the firm, with the result that
previously simple relationships can become fundamentally reshaped.
As we have said, the consumer becomes empowered through the availability of information on the
Web and the existence of various infomediaries who aggregate this information. The focus in this analysis
is on the power shift in the dyadic relationship between the firm and its customers. Now enter Google.
Google may be thought of as a means for the consumer to get better information (and it is). But the
Google model of today (and those of its equally effective competitors) is not to make it easier to find
information, but to monetize the case where the information found is part of a potential commercial
transaction. Google may even be interested in providing VoIP services in the event that a consumer calls a
supplier Google has identified. For some kinds of suppliers (so-called “long-tail” sellers) Google is a
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market maker, and an essential player in their sales. Enterprise 2.0 networks will in many cases include
Google (or Yahoo!, or another competitor).

2.10.5 Collaboration technologies
As I explained earlier, new forms of collaboration are reshaping the firm. Open innovation via innovation
webs offer one example, where the open source model is emulated in the creation of various kinds of
intellectual property, and, concomitantly, various ways of compensating the firm that orchestrates such
innovation. Many of the new collaboration technologies provide ways to filter and reduce the vast amount
of information on the Web, by such means as collaborative filtering.
It is striking that much of the innovation in collaboration technology has its roots outside commercial
applications: good examples are Wikis, instant messaging, blogs, RSS feeds and podcasting. Such tools
are revitalizing the knowledge management arena, and helping firms leverage their human capital more
effectively, even though their first application was in more general social networking. Note that these
immensely powerful tools can be created quite trivially. In contrast to the difficulty attending the creation
of an application like Lotus Notes, an application like Flickr (a social networking program for sharing
digital images) can be cobbled together very rapidly using today’s scripting languages.
To summarize, as exponential growth in capability forces IT into many more non-corporate domains,
it is no longer adequate to look just at the co-evolution of the firm and IT. Instead we must look at the
nature of computer use in quite different environments, such as entertainment and social networking,
where technology is evolving more rapidly, and watch out for emergent phenomena like Google and the
blogosphere where the nature of the Enterprise 2.0 could be redefined.

3.0

The Enterprise 2.0: Rethinking Business Strategy

Information technology never conferred competitive advantage other than the changes to information and
businesses it enabled. But as we see a new paradigm in technology emerging, combined with new
demands of the global business environment, IT is becoming more important than even in enabling better
information and powerful new business processes, designs and strategies. All the evidence points to the
startling fact that we are at an inflection point in economic history, as the corporation—the institution of
wealth creation in all societies—is changing fundamentally.
If the corporation is changing then so are the requirements for strategy. Strategy is about being
different or better than competitors. But in this new environment some new perspectives are emerging,
among them:
•

Business designs and architectures are the new foundation of strategy. The old corporation was a
tractor on the race track. The Enterprise 2.0 is the business model equivalent of a race car—build it
and you can win. Make the right boundary and partnering choices and remake them, continuously.

•

Embrace the ten themes of the Enterprise 2.0. Evaluate where you stand today on each and intensify
the work of migrating on each. For every company, at least a few of these will require radical
rethinking of the way firms innovate, collaborate, compete and are managed.

•

Strategy is more than competitiveness. In a world of infinite business designs and possibilities,
previously inconceivable opportunities to create new value will emerge. There was no competitor to
the RIM Blackberry or iTunes/ iPod experience. They started with a customer value proposition
and built the b-webs to deliver. Having said that, both face fierce competition today. Which leads to
the next point.
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•

Strategy is more than execution. The post dot-com, post recession world demands that firms think
about innovation and growth. Execution is a necessary but insufficient condition for success.

•

Sustainable advantage may well be an oxymoron. The pace of innovation, fast track business
models and numerous other factors evaluated in this research mean that most forms of market
advantage will be copied or undercut, eventually. The solution is vigilance, agility, capability
development and sustained competitive innovation.

•

In the open, networked world, strategy is not a linear exercise. There are fewer cause-and-effect
linkages. Think of strategy as a system in which the outcomes depend not only on your actions, but
on the actions of competitors as well—it is a dynamic system with non-linear outcomes. You must
engage in systems that you do not fully control.

•

Increasingly, many components of IT are commoditized and will be available through the “utility”
or infrastructure available to many firms. Companies should exploit such opportunities to reduce IT
costs, while shifting investments to areas that really matter.

If the emerging model of the enterprise represents a new paradigm, be prepared for a leadership crisis. As
I have argued before, new paradigms cause uncertainty and are often received with coolness or worse.
Vested interests fight change and leaders of the old are often the last to embrace the new. What is your
role in providing leadership for these changes?

3.1

A challenge to IT&CA program members

Let me suggest an immediate leadership assignment. In the spirit of “engage and collaborate,” what are
your views regarding the implications of the Enterprise 2.0 for business strategy? I have highlighted a few
above. But there are many more.
I am very proud of the New Paradigm team and the vast research they have conducted. But we are not
the source of all wisdom. We are working hard to build our own example of the Enterprise 2.0 and you
are part of our b-web. We need to embrace the new thinking and modus operandi described in our work.
The members of the IT&CA program have been an enormous source of insights. But we need to more
strongly co-create breakthroughs in business strategy for you—to our collective mutual benefit.
Please send me an email at my personal address don@newparadigm.com. I will collaborate with any
of you who become engaged and together we can co-create a complete list of key strategy implications.
The corporation is changing. Strategy is changing. What are your views regarding how?
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