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How does it look |

Apple’s Business Ecosystem (Excerpt)
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Alibaba Ecosystem

The following chart sets forth the key businesses and services provided by us and Ant Grogp ;
our major cooperation partner. =
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The Ecosystem Edge Microsoft and Its Ecosystem

e d 0.5% Microsoft’s success depends on the health of the numerous
domains—some of which comprise thousands of organizations—
2% i that make up its software ecosystem.
.. Domain Number of Firms
prﬂl;:glfnei: 2% Systems integrators 7.752
Development services companies 5,747
----------------------------------------------- 20 Campus resellers 4,743
............ . - benefits effic Independent software vendors 3,817
e business ecosystem = e attributable Trainers 2717
..,-"' o Ua.de. L uesseasPRIRRIRSERSIS St natiaagy, R T . o ecosystem operating efficiendies 2% Breadth value-added resellers 2,580
p associat 02-5_ -------- e ‘ management small specialty firms 2,252
o extended enterprise ® labour Top value-added resellers 2156
T e dtandard e ®rect e Hostingseice rviders 1379
° s bodies L sert T, ., CU stomers " — Internet service providers 1,253
; investors & core business % J % Business consultants 938
: ® core contributors . ' ] Software support companies 675
B ° @ distribution channels o ] Citholid hardwarfz s . b33
: . supplierof T - cu 5_[,3“1 ers of ; _ Consumer electronics companies 467 E
! .  mysuppliers B my customers ) ° : 0.5% Unsegmented resellers 290 %
._." o "'.'-" ......... ; ........... -..--’.- othef ..'_.' preferred real Eitﬂt_ - _g? Media stores 738 %:r
...- QOVernment""-.,. Suppllers of Complemen[aw -..__.' stakeh olders -‘.- rental rates EE{ Mass merchants 220 .T_:
agencies & products o Outbound software firms 160 =
"-.?.th erbroegiglsatow R TRy o __f Computer superstores 51 g
.. . - = S . n =
competing organ i:an onsthathave shared lower labor costs (IS % ?E::zmn R iz Lé
e, product & service aliributes, business processes =" = o
& organisational amangements ____..=="" S Office superstores 13 3
= General aggregators 7 2
. E— 5 Warehouse dub stores 7 A
based on: James F. Moore, death of competition, John Wiley & Sons , USA, 1996 Wal-Mart's total n?a"_:lm ?d"'ant'a_ge 2% c—é Niche specialty stores & é
in retail groceries iz e =
2 Subdistributars 6 ;;
More than half of Wal-Mart's cost advantage in the retail § Applicationsintedrators 2 :‘.:2‘;
grocery business results from how the company manages E Microsoft Direct resellers 2 =
its ecosystem of business partners. For example, by sharing :::, Microsoft Direct outlets 1 r.@;'
information, Wal-Mart is better able to match supply and é Network equipment providers 1 £c=s-
demand across the entire ecosystem, increasing productivity = Network service providers 1 E
and responsiveness for itself—and for its partners. =
Scurce: authors' analysis of company data. = Source: company data,
] Ky |
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Haryvard
= Business
Review

Strategy as Ecology

by Marco lansiti and Roy Levien

zine (March 2004)

From the Ma

Summary.
Microsoft’s and Wal-Mart's preeminence In modern business has been attributed fo

any number of factors—from the vision and drive of thelr founders to the companlies’ aggressive
competitive practices. But the authors malntaln that the success realized by these two very
different companies Is due only partly to the organizations themselves; a bigger factor 1S the
success of the networks of companies with which Microsoft and Wal-Mart do business.

Most companles today Inhablt ecosystems—loose networks of suppliers, distributors, and
outsourcers; makers of related products or services; providers of relevant technology; and other
organizations that affect, and are affected by, the creation and delivery of a company’s own
offering. Desplte belng Increasingly central to modern business, ecosystems are still poorly

understood and even more poorly managed. The analogy between business networks and

blological ecosystems can ald this understanding by vividly highlighting certain pivotal concepts.

The moves that a company makes will, to varylng degrees, affect the health of Its business
network, which in turn will ultimately affect the organization’s performance—for Ill as well as for
good. Because a company, llke an Individual species In a biologlcal ecosystem, ultimately shares
Its fate with the network as a whole, smart firms pursue strategles that will benefit everyone.

So how can you promote the health and the stability of your own ecosystem, determine your
place In It, and develop a strategy to match your role, thereby helping to ensure your company’s
well-belng? It depends on your role—current and potential—within the network. 1s your company
a niche player, a keystone, or a dominator? The answer to this question may be different for
different parts of your business. It may also change as your ecosystem changes. Knowing what
to do requires understanding the ecosystem and your organizatlon’s role in it. close

Finding Value

Using Ecosystem Mapping and Value Network Analysis to
Navigate Complexity in Corporations and Communities

By Maya Townsend

Several years ago, | was hired by a soft-
ware client to help with strategic planning.
When the company started fifteen years
ago, its product was revolutionary but its
uniqueness was not a permanent state.
Other companies were offering software
that provided similar functions. The
channel partner who sold the company's
software was now offering a competitive
product. Furthermore, hardware com-
panies were embedding the software’s
features into devices like printers, scan-
ners, and faxes. This company needed help
figuring out how to move forward amidst
these challenges.

Eight years later and 2000 miles away,
a diverse group came together to improve
the health of adolescents in Austin, TX. Led
by Nikki Trevifio, Program Supervisor at
the Health & Human Services Department
in Austin, and facilitated by Stephanie

Nestlerode of Omega Point International,
the Austin Healthy Adolescent (AHA) [ni-
tiative envisions a world in which adoles-
cents are active decision makers and fully
engaged in improving their own health and
the health of their communities. The AHA
Initiative ran into a critical issue: different
groups perceived the system in radically
different ways. These perspectives were so
complex and varied that it became difficult
to intervene.

Both groups used ecosystem mapping
or value network analysis (VNA)—or
both—to help them navigate complex-
ity. This article presents both methodol-
ogies and shows how they can help
companies like the software client
and communities like the AHA Initia-
tive think about the complexity of their
environments and find innovative
options for action.
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Making it work

Initial status of the organization

0 Status quo: positioning of the existing ecosystem if any?

Trends

: N ?
o Analyzing the future development of customers needs and the organization Trends?

Deriving structure of new ecosystem

@ Specifying the idea: deriving the core value proposition and target groups
9 Specifying services and needs of participants in the ecosystem

0 Activities in the context of the core value proposition | (1% X
{ " x\ Structure?

Strategy? 4 5

9 Deriving participants based on activities (target situation)

@ Complete ecosystem Canvas

Ecosystem business case

Business

o Individual return mechanism
Case?

Ecosystem portfolio strategy: Build or Integrate

@ Establishing the outlined new ecosystem or participating in existing one

€) Ecosystem portfolio strategy /\
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Ecosystem Strategy and Gov

What are the rules that regulate
data rights and other property
rights, and how is the value
created by the ecosystem
distributed among stakeholders?

A FRAMEWORK FOR
ECOSYSTEM GOVERNANCE

How is the behavior of ecosystem
stakeholders regulated by
controlling the input they provide,
the process they need to follow,
and the output they generate?

Boston Consulting Group — Henderson Institute Analysis: Based on our analysis of
the governance of more than 80 business ecosystems from various domains.

What are the common
purpose and culture that
guide and align the
stakeholders of the
ecosystem?

Decision Rights

U P Who is allowed to enter the

Conflict Management ecosystem, and what level of
commitment in terms of
exclusiveness and/or specific co-
investment is required?

How are decision rights distributed
among ecosystem stakeholders, how
transparent are the governance
model and strategic roadmap, and
how are conflicts resolved?
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So where is this going
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ecosystems
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Faculty with Doctoral

Research
Administration and
Support Offices

Degrees
Research Time for
Funding Research
Research Doctoral
and Programs and
Research Innowvation Talented
Evaluation Ecosystem Students
Innovation and
Entrepreneurship Postdoctoral
Researchers

Scientific

Publications Research

Facilities
International
Collaboration
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Public Sector Ecosystem

theory

Macro-level
(institutional):
public value

Ecosystem level
and its PAM core

Description

The impact of societal
norms, rules and
beliefs upon value

public service manager

APPRECIATE: the institutional

Governance mechanism/role of

Example of value
creation (in the field of
education)

Meso-level
(service delivery

system):
collaborative

creation practices
(process) and the
creation of public
value (outcome)

The impact of the
organizational actors,
service processes, and

level is not amenable to

understood by them, and its

governance by public service
managers, but it does need to be

import for public service delivery

ENGAGE: this is the level that

Education both enacts
the values that underpin
a society about the role

of learning within it

(process) and may
promote other societal
values such as

governance

Micro-level
(individual service
user/stakeholder):

local community on
value creation
(process) and the
creation of
organizational/service
learning and
improvement
(outcome)

The impact of the
individual user (and

public service managers have

resource creation/management
and by the governance of public
service organizational networks

most control over—both through

inclusiveness (outcome)
A school may choose to
review/reconfigure the
layout of the library by

co-designing it with
students (process). This
may subsequently
enhance the learning
experience, improving
the service delivered by

the school (outcome)

public service
logic

other key individual
stakeholders) on value
creation (process) and
the creation of
individual value
(outcome)

FACILITATE: this is the level
where individual stakeholders
create/co-create value in their
own lives by integrating
resources (services) from the
meso-level with their needs,
experiences and expectations

Students bring their own
life experiences into the
classroom which
changes the learning
experience for all
(process). Value is
created/destroyed for the
student when they
engage with these
resources in the context
of their own life—in
terms of both their
learning and their future
life expectations and/or

experiences (outcome)
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