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Practical relevance

“

,Since 2015, more than 300 ecosystem startups have reached unicorn status.*

,More than half of the S&P Global 100 Companies are already engaged in one
or more ecosystems.*“

»Six of the world's top seven companies in terms of market capitalization are
ecosystem companies.“

By 2025, the world’s industries will have collapsed into around a dozen
ecosystems with ca. $60 trillion revenue.”

»The useage of the word ,ecosystem* in large companies‘ annual reports has
grown 13-fold over the last decade — firms that use it grow faster.”

Text passages according to Jacobides et al., 2022, p. 100
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Innovation ecosystems

+ Communities of actors that contribute to a central value proposition
based on an innovative technical system

» Explicit consideration of interdependencies that arise from non-generic
complementarity

+ Some elements are combined by customers instead of central
companies

Sources: Adner, 2006; Jacobides et al., 2018; Kapoor, 2018; Shipilov and Gawer, 2020
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The three risks of innovation

Co-Innovation
Risk

Often only focus

Innovation Execution Informed
Strategy ~ Risk # Expectations
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Innovation C
Probability of success: 85%

Innovation D
Probability of success: 85% ____

Source: Adner, 2013
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Component 1 —‘ Formatting Software —‘
2 Handset Operator
Component 3 Database Features J

Digital Rights Management
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or perspective: Adopter perspective:

Purchase

Relative Price
Benefit
Other Costs
and Risks

old New
Product Product
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Adoption Chain Risk: Example

Digital Cinema early:

Digital Projector Theater Viewer,
-+ * - ° + ©

Studio o
b

Digital Cinema later:

Bank,
+

L, pigital Theater,
Integrator
Digital Projector +
++

s
VPE_.-7

Studio . - Theater | Viewer
++ + +

—

Source: Adner, 2013
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The Value Proposition

= Definition: ,A value proposition is defined by the benefit that the end consumer is
supposed to receive from your efforts.”

= Does not need to be product or service centered!

= Example:

w ,Reliving and sharing memories through images*
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The Value Blueprint

Supplier 1

YOUR
Supplier2 PROJECT

Supplier to
Complementor 1

Supplier to
Complementor 1

1 Supplier to 2 Complementor 2

Source: Adner, 2013
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Steps to construct a value blueprint

1) Identify your end customer
Who is the final target of the value proposition?
Who ultimately needs to adopt our innovation for us to claim success?
2) Identify your own project
What is it that we need to deliver?
3) Identify your suppliers
What inputs will we need to construct our offer?
4) Identify your intermediaries
Who stands between us and the customer?
Who touches our innovation after us, and to whom do they pass it on the way to the end customer?
5) Identify your complementors
Does anyone else need to happen before this intermediary can adopt the offer and move it forward to the end customer?
6) Identify the risks in the ecosystem
What is the level of co-innovation risk this element presents — how able are they to undertake the required activity ?
Whatis the level of the adoption risk this element presents — how willing are they to undertake the required activity?
7) For every partner whose status is not green:
What is the problem?
What could be solutions?

) Update regularly
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Value blueprint - example

Sony Reader:

E Ink Screen
.
Other

Sony Reader il —— End Customer
. . .
Connectivity:
Sony DRM PC to Reader
. Transfer via
USB Cable

Authors ————>Publishers —» Sony connect.com
.

Amazon Kindle:

Connectivity: Wireless Network
.

H v
‘Amazon DRM and Other Components Amazon Kindle + Amazon.com — End Customer
. . o

Authors ————»Publishers

Source: Adner, 2013
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The Value Architecture

Definition: ,A value architecture is defined by the elements that are brought

together to create the value proposition.*

Example: w
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Changes in the Value Architecture

[t = e e | | |

First Lens-based Photo lab, Photo paper, Photo paper,

Generation optical camera, chemical prints duplicates
film developers

Second Sensor-based  Digital printer, Unchanged Photo paper

Generation digital camera, ink cartridge duplicates,

memory card email delivery

Third Camera Unchanged Unchanged Unchanged
Generation integrated into

phone
Fourth 10x limi d Scr based  Screen-based
Generation improvement

in screen and

memory \\M«jner, 0
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Ecosystem Development Framework

Potential scope of Competitive landscape Role of the firm &
play & target choice & Anchor analysis strategic approach

What is the multi-product ecosystem What role should the firm

Targeting & Mult-product compeitive landscape? play and what would be the
decisions: Where could you  What are your anchors which could strategic approach?
play? Whorn to focus on? be used in @ muli-p undle?
&) e "‘i“n Yes, E Ecosystem double
g im value proposition
What potential value the
firm could offer (a) to the

ecosystem final customers
and (b) partners?
2

Metrics of success/ 1
KPIs and next steps ﬂ Repsated Jor'each mily:

actor ecosystem play
What benefits do we
expect? How should we
assess sucoess?
@ Partnering strategy
Whom could the firm want

to partner with? How could
Q Governance and engagement itattract them?
How should the firm run and
govem | partcipate in the
ecosystem better?

Source: Jacobides, 2022, p. 103
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Ecosystem Development Framework

=) Multi-product G Multi-actor Q
stage Potential scope | Competitive Role of the firm | Ecosystem Partnering Implementation | Objectives, KPI &
of play within the | Landscape / inthe BE double Strategy &Governance | organization
Ecosystem? Anchor analysis value proposition alignment
Description | Undersand Understand the ‘Analyse what role | Analyse the Whom couldthe | How should the firm | What benefits we
Ecosystem Ecosystem should the fim play | potential valuethe | firm wan to partner | launch, run an should expect; how
dynamics and competitive and what is its firm could offerthe | with and how could | govern the o track success;
where the firm could. | landscape strategic approach | Ecosystem itatiractthem—or, | Ecosystem —or, how to align the firm
play for partners, participate in it
become attractive | better as a parter
Outputs « Enduse profile [+ Ecosystem + Ecosystemrole |+ Targetend user [+ Capability « Stakeholder « Confim
and needs competitive assessment- segment requirement trust evaluation |  benefits and
assessment orchestrator, assessment assessment study business case
« “Problems partner,
solved” & ‘jobs | + Topographydy- | complementor |+ End user fiction | + Partner « Govemance + KPI creation
to be done” namics analysis oints selection and and tracking
mapping + Capability evaluation process management
« Anchoranalysis |  assessment plan + Organization
* BE role and and feasibility | * Stakeholder « Partner structure and
pe * Ecosystem tost value prop, incentive plan | + Ecosystem culture
assessment eation strengths and Management alignment
approachplan |« Investment / weakness, « (For partners): Benchmarking
* Stakeholder retum scenario | stickiness Desirabilty pian
profile and comparisons assessments * Highlevel
needs analysis Ecosystem
= Firms' value monetization
add to partners.

Source: Jacobides, 2022, p. 116
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Strategic approaches in ecosystems

Strategic approach Before After Examples

v 0
° Tabula rasa . ‘OS "NESPRESSO
a  symbian  ETY g
" 0s

vs vs
®iOS

Head-on |

htning platform

craigslist > o

Enveloping 8 ¢ .' G(f:@"@ %Wechat

[ Y ——

Source: Jacobides, 2022, p. 105
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Roles in Multi-Actor Ecosystems

Roles in ecosystems. Role objectives

Fulfils the end-user’s central need & is the primary end-user contact
point in the ecosystem

Orchestrator Provides core (essential) products & services
Arranges provision of further products and services from ecosystem’s
participants, sets rules of participation and governance

Fulfils specific end-user needs from core business

Partner Clearly differentiates products, services, and brand
" Secures own end-user contact point

Contributes to the fulfillment of a speci
to core business with a component
Designs product and services for different ecosystems, products
easily integrated by different orchestrators and partners

end-user need related

Complementor

Source: Jacobides, 2022, p. 113
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Working Phase

Frameworks for the Digital Economy

Application of Frameworks

June 7, 2023

Steps

1. Choose an example of an ecosystem that you are familiar with from
your professional life. If you do not want to take an example from your
professional life, take an example given by the instructors.

2. Try to develop a value blueprint as presented in the keynote speech
and apply it to your chosen example.

3. Prepare the results of your application of this framework on your
example as a short 10 minute presentation.

Ty

Schedule

15:30-16:30
16:30-17:00
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Working phase

Presentation phase
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Working Phase

Frameworks for the Digital Economy

Presentation time
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