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Urgency to Transform: From Data to Digital Business Model



Digital Disruption is Real
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The largest companies are being disrupted
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Polaroid had invented the first digital 
photography system, however despite
believing in this new technolgy and
having invested heavily into it, they
didn’t make it. So having a strategy, 
investing resources and developing new
capabilities simply isn’t enough. You
need to convince the customer that this
is important and exciting.

Who remembers these?
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The new Kodak moment is when
you realize that your customer’s
needs, preferences and behaviors
have changed, but it is too late to
make the necessary strategic
moves. 



Your job as a leader is to avoid this from happening
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Two ways. Gradually and then Suddenly.
From Ernest Hemingway’s Novel “The Sun also Rises”

“
”

How did you go bankrupt?



Disruptors Attacking Established Players
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What makes market leaders stumble?

New players attack established players. But which ones are most dangerous???

Your business?



Technological Uncertainty (& Acceleration)
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Leadership behavior
entrepreneurialism, agility, 
responsibility, …

Rethinking the strategy
mission, vision, business 
model, operating model, …



VUCA Leadership is Needed
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Moore’s Law changes our lives

Source: Medium.com



Big data is getting bigger…

Big data is getting so big that Amazon is using trucks to move it around…

163 zettabytes
= 163 trillion 
GB



Various SciFi applications now become reality

Al
Robotics
Nanotech
Digital health
Smart cities
Smart grids
Smart factories
Autonomous vehicles
…



Various SciFi applications now become reality

First 
human 
genome 
mapping

23 chromosome pairs
3 billion DNA base pairs
(e.g. chromosome 1 = 249 million base pairs)



Trends: Role of Data in the World: By 2025…

Trend 1
Data becomes Life-Critical
20% of data in the global
datasphere will be critical
to our daily lives and
10% will be hypercritical.

Source: IDC Report “Data Age 2025”

Autonomous cars Remote patient monitoring Power grid operation



Trends: Role of Data in the World: By 2025…

Trend 2
Mobile & Real-Time Data
Data will need to be instantly
available. More than 25%
of data created in the
global datasphere will be
real-time in nature,
and 95% of this will be IoT
data

Source: IDC Report “Data Age 2025”



Trends: Role of Data in the World: By 2025…

Trend 3
Embedded Systems and IoT
Standalone analog devices give
way to connected digital devices.
An average connected person will
interact with
connected devices
nearly 4800 times per
day (once every 18 seconds).

Source: IDC Report “Data Age 2025”



Trends: Role of Data in the World: By 2025…

Trend 4
Cognitive & AI Systems
Vast amount of data allows for a new set of 
technologies and cognitive systems, such 
as machine learning, natural language 
processing, and AI. The amount of 
data subject to data analysis 
will grow by a factor of 50 to 
5.2 ZB

Source: IDC Report “Data Age 2025”



Trends: Role of Data in the World: By 2025…

Trend 5
Security as a Critical Function
All this data opens up new vulnerabilities to 
private and sensitive information. There’s a 
massive (and widening) gap between the 
data that requires security and the amount 
of data actually secured. Approximately 
90% of all data created will 
require some level of security, but 
less than 50% will be 
secured.

Source: IDC Report “Data Age 2025”



Most Companies sit on a lot of Data…

... but don‘t do much with it or the data is actually not that valuable

• You might be sitting on a lot of 
data, but once it‘s “used“ (e.g., for 
training prediction machines), it 
loses it‘s value (like oil that is 
burned)

• You‘re probably also not the 
only one with that kind of data, so 
it‘s less valuable

• Truly valuable data is the one that 
you collect on a daily basis in 
order to further train your 
machines. 



Example Autonomous Vehicles

Cognitive

Sensing, 
Streaming: 
Observes, records, 
and keeps track of 
what events have 
been happening 
(hindsight).

Responsive: 
Takes action based 
upon events that 
are currently 
happening in real-
time (oversight).

Learning, Agile: 
Goes beyond 
simple “reporting” of 
past events or 
reacting to present 
events, to predicting 
what is likely to 
occur next, based 
upon those past and 
current events – i.e., 
training data 
(foresight).

Contextual, Optimizing: 
Goes beyond predictive 
models, to knowing how 
objects behave under 
various conditions, in order 
to understand objectively 
under what conditions will a 
given object in the 
embedded environment act 
(or react) in a certain way, 
and then seeking to set up 
those conditions and/or 
behaviors that will yield 
optimal outcomes (insight).

Deciding, Acting: 
Sense-making from all of
the input data, knowledge, 
insights, and 
understanding, in order to 
decide on the Next Best 
Action, and then taking the 
right action, at the right 
time, at the right place, in 
the right context. This may 
also include probing new, 
but safe, “what if” 
scenarios to explore 
whether there is a better 
NBA (right sight).

Descriptive

Diagnostic

Predictive
Prescriptive

Source: Mapr.com
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The coming flood of data in autonomous vehicles



First Cognitive Systems to Outsmart Us

IBM Watson wins Jeopardy game (2011)

IBM Deep Blue beats Garry Kasparov in chess (1997)



Cognitive Systems Outsmart Us

May 2017: Google’s AlphaGo beats Ke
Jie (#1) in “Go”

October 2017: New (self-trained) version of AlphaGo 
(AlphaGo Zero) beats the “old version” of AlphaGo



FROM DATA TO 
DIGITAL BUSINESS 
MODEL



Evolution of Innovation Management

Evolution towards open innovation and business model innovation

In the future, competition
takes place not between
products or services, but 
between business models
Gary Hamel
Business Thinker and Entrepreneur

“

”

Business 
Models

Services

Product / 
Technology

Lonely innovator Corporate innovation Open innovation

Past

Present

Future

Source: Gassmann



The Business Model Canvas

Revenue Streams

Channels

Customer SegmentsValue PropositionsKey ActivitiesKey Partners

Key Resources

Cost Structure

Customer Relationships

Designed by: Date: Version:Designed for:

designed by:  Business Model Foundry AG
The makers of Business Model Generation and Strategyzer

This work is licensed under the Creative Commons Attribution-Share Alike 3.0 Unported License. To view a copy of this license, visit:
http://creativecommons.org/licenses/by-sa/3.0/ or send a letter to Creative Commons, 171 Second Street, Suite 300, San Francisco, California, 94105, USA.

What are the most important costs inherent in our business model? 
Which Key Resources are most expensive? 
Which Key Activities are most expensive?

is your business more
Cost Driven (leanest cost structure, low price value proposition, maximum automation, extensive outsourcing)
Value Driven (focused on value creation, premium value proposition)

sample characteristics
Fixed Costs (salaries, rents, utilities)
Variable costs
Economies of scale
Economies of scope

Through which Channels do our Customer Segments  
want to be reached? 
How are we reaching them now?
How are our Channels integrated? 
Which ones work best?
Which ones are most cost-efficient? 
How are we integrating them with customer routines?

channel phases
1.  Awareness  

How do we raise awareness about our company’s products and services?
2.  Evaluation  

How do we help customers evaluate our organization’s Value Proposition?
3.  Purchase 

How do we allow customers to purchase specific products and services?
4.  Delivery 

How do we deliver a Value Proposition to customers?
5.  After sales  

How do we provide post-purchase customer support?

For what value are our customers really willing to pay?
For what do they currently pay? 
How are they currently paying? 
How would they prefer to pay? 
How much does each Revenue Stream contribute to overall revenues?

For whom are we creating value?
Who are our most important customers?

Mass Market
Niche Market
Segmented
Diversified
Multi-sided Platform

What type of relationship does each of our 
Customer Segments expect us to establish 
and maintain with them?
Which ones have we established? 
How are they integrated with the rest of our 
business model?
How costly are they?

examples
Personal assistance
Dedicated Personal Assistance
Self-Service
Automated Services
Communities
Co-creation

What Key Activities do our Value Propositions require?
Our Distribution Channels?  
Customer Relationships?
Revenue streams?

catergories
Production
Problem Solving
Platform/Network

What Key Resources do our Value Propositions require?
Our Distribution Channels? Customer Relationships?
Revenue Streams?

types of resources
Physical
Intellectual (brand patents, copyrights, data)
Human
Financial

Who are our Key Partners? 
Who are our key suppliers?
Which Key Resources are we acquairing from partners?
Which Key Activities do partners perform?

motivations for partnerships
Optimization and economy 
Reduction of risk and uncertainty
Acquisition of particular resources and activities

What value do we deliver to the customer?
Which one of our customer’s problems are we 
helping to solve? 
What bundles of products and services are we  
offering to each Customer Segment?
Which customer needs are we satisfying?

characteristics
Newness
Performance
Customization
“Getting the Job Done”
Design
Brand/Status
Price
Cost Reduction
Risk Reduction
Accessibility
Convenience/Usability

types
Asset sale
Usage fee
Subscription Fees
Lending/Renting/Leasing
Licensing
Brokerage fees
Advertising

fixed pricing
List Price
Product feature dependent
Customer segment  
dependent
Volume dependent

dynamic pricing
Negotiation (bargaining)
Yield Management
Real-time-Market

strategyzer.com

Source: Osterwalder & Pigneur

DESIRABILITYFEASIBILITY

VIABILITY

True value creation needs three things 



Business Model Transformations

Can you transform your BM fast enough to stay competitive?



Transformation needs persistent leaders

Results

Time

Uninformed
optimism

Change 
initiated

Valley of
despair

Success

Direction



From tobacco to …

What’s the issue they’re facing?



From tobacco to …

What are the big 5 Tobacco companies doing about this?

Trying to make a U-turn with a supertanker
that is about to hit the rocks!!!

something better



“Think of receiving toilet paper or paper towels shortly after you 
inform Alexa that you’ve run out” (SmartDataCollective)

From Selling Books to Anticipatory Shipping



Source: HBR, 2014

Intrapreneurial
Process

Product Service Ecosystem

Transformation Example: John Deere – From Tractor to Systems Platform

From Tractors to Agricultural System of Systems



Biggest Barriers to Innovation & Transformation
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• https://www.strategy-business.com/article/Transforming-a-Traditional-Bank-into-an-Agile-Market-Leader?gko=0fb33
• Business Insider

• Banks have by and large woken up to the need to 
innovate, but many are neglecting one important factor: 
culture.

• Several elements typically found in banking culture are 
proving hindrances to innovation. Some are the result 
of their size, while others stem from the age of the 
organization, and the lack of a pressing need to 
change until recently. 

• Citi, DBS, and ING are viewed as leaders when it comes 
to innovation in banking.

• A failure to consider operating culture is already hurting 
banks' innovation projects. Just 17% of the industry 
majority have managed to launch five or more digitally 
driven products since the start of their innovation efforts, 
and only 16% have implemented five or more digital mid-
or back-office solutions.



§ Let’s continue the conversation!
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“Only those who dare to fail greatly will ever achieve greatly” (Robert Kennedy)
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