Business Blueprint for Business Communities


“A Business Blueprint for Electronic Networked Communities”
The presentation aims to:-
(1) Develop DIGITAL'S EUROPEAN Marketing Strategy from the current framework based upon the INFORMATION ARCHITECTURE and INDUSTRY SEGMENTATION to an extended model focusing upon BUSINESS ARCHITECTURE and dynamic self-organising models of the ENTERPRISE and BUSINESS COMMUNITIES.
(2) Discuss how the new framework for the ADAPTIVE ENTERPRISE moves DIGITAL from the COMMODITY Product Business to PREMIUM Networked Services Opportunities.
(3) Briefly review the implications of the new strategic marketing framework upon existing business functions and the current European Sales and Channels Strategy.
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(Note: This presentation was written for Digital Europe in July 1989 more than 5 years before the revolution of the commercial internet, and yet develops a powerful framework for networked business and social communities that remains the essence of the  “Internet Paradigm”)

PRESENTATION SECTIONS   (Slides 1 -> 8)
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*
Section Al
-
BUSINESS BLUEPRINT : From Information to Knowledge
*
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-
THE "INTELLIGENT ENTERPRISE" - The Third Age of Computing!
*
Section A3
-
MERGING ARCHITECTURES IN "SPACE" AND "TIME"
PART B - THE "CLOVERLEAF" - A Dynamic Model of the ENTERPRISE
*
Section Bl - TRANSFORMING INFORMATION TO KNOWLEDGE AND $BUSINESS PAYOFF
*
Section B2 - WINDING UP THE VALUE-CHAIN WITH THE "CLOVERLEAF"
*
Section B3 - FROM NEURAL NETWORK TO GLOBAL COMMUNITY - The Next 10 YEARS
PART C  -  THE BUSINESS IMPLICATIONS AND $PAYOFF FOR DIGITAL UK
*
Section Cl - THE EVOLUTION OF THE "ELECTRONIC COMMUNITY"
*
Section C2 - BUSINESS IMPLICATIONS : SERVICES, CHANNELS AND SYSTEMS
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Section C3 - $PAYOFF FROM THE BUSINESS BLUEPRINT
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PART A  -  THE EVOLUTION OF DIGITAL'S ARCHITECTURE FOR THE 1990'S (Slide 9)
* Section Al - BUSINESS BLUEPRINT : From Information to Knowledge (Slide 10)
Slide  11     - COMMODITISATION OF DIGITAL'S INFORMATION ARCHITECTURE
* The market models that have sustained DIGITAL'S growth for the last 10 years will NOT assure our survival for even the next 5 years 1 DIGITAL is encountering a fundamental shift in the market as the base computing technology becomes a commodity with premium pricing no longer possible to sustain.
* DIGITAL'S migration into ENTERPRISE and COMMUNITY-WIDE Computing will be successful only if we manage to evolve from selling COMMODITY PRODUCT to PREMIUM SERVICES
* At present, DIGITAL UK marketing is living uneasily within the two worlds of products and industries/business activities. It is critical that we develop and implement a marketing bridge that takes us on from Dynamic INFORMATION ARCHITECTURES to Self-Organising BUSINESS COMMUNITIES
* We need to understand that IT IS NOT POSSIBLE simply to "Bolt on" the Industry/Business Applications to Base Product. Instead, we need to define the Applications Toolkit as a set of "MACROS" that enables us, over the next 5 years, to move the level of COMMODITISATION beyond the Base Products, up into the GENERIC BUSINESS ACTIVITIES.
Slide 12    -  MOVING FORWARD FROM THE "S" MODEL FOR PRODUCT STRATEGY
* DIGITAL EUROPE has developed an extremely rich model for the Enterprise based upon the "S-MODEL" which scales up the computing systems from the End-User, through Work-Groups and then finally to the Enterprise.
* The "S-MODEL" really sums up all that DIGITAL has learnt during the last years in the implementation of a SCALED PHYSICAL ARCHITECTURE. The "S-MODEL" represents a complete conceptual model for DIGITAL'S INFORMATION ARCHITECTURE and Product Strategies but says little about the evolution of business Knowledge and its integration and exploitation within the Enterprise.
* In JULY 89, DIGITAL EUROPE will deliver the "STRATEGIC BLUEPRINT", based to a large extent upon the "S-MODEL", to all the EUROPEAN Strategic Account Teams. This BLUEPRINT spanning DIGITAL'S PHYSICAL PRODUCT Architecture contains ALL the elements required to design, develop and implement an ENTERPRISE Computing Network.
* However, DIGITAL'S major competitors will also have COMPLETE Product Portfolios based upon OSI/UNIX during the next 2 years. Market-share for product will be secured through competition on price/performance and profitability will decline to the levels at which DIGITAL would simply become an "INFORMATION UTILITY".
Slide 13    -  KNOWLEDGE AS THE "NEW BUSINESS ASSET"
* Let us assume that the world of INFORMATION ARCHITECTURE and Base Products are priced as commodities in 5 years time. How will DIGITAL continue to secure profitable growth?
* Companies in ALL industry segments are turning to "KNOWLEDGE" as the foundation for commercial differentiation. Knowledge can now be encoded "electronically" within expert systems to support staff at all levels within enterprises both big and small.
* Many businesses have evolved from a hierarchical structure simply because the "pyramid" is an extremely effective way of filtering information and implementation management policies.
* It is only during the last 20 years that we have developed the networking technology that at last frees us from the shackles of hierarchical management. Staff at all levels can now depend upon networked computer systems for the "Information Processing", and hence can now add value through their specialist skills and knowledge.
* The transition from "hierarchical" to "organic" business might easily take 5 -> 10 years. DIGITAL can secure premium business through supplying the services, consultancy and systems integration required to deliver such a corporate transformation. ALCATEL is currently just one major European Account that is currently seeking support from DIGITAL in the development of its own world-wide community network.

Slide 14   - RELATIONSHIPS BETWEEN PRODUCTS AND SERVICES
* DIGITAL, like other companies, has experimented with ways of integrating products with services. In the cases where we have simply embedded the products within the services or vice versa then we have met with only PARTIAL success.
* In this presentation, it is suggested that we will be more successful if we relate products, services and industry solutions through business architecture. This serves as a form of "genetic code" that relates the individual modules to their role within the adaptive enterprise.

Section A2  -  THE "INTELLIGENT ENTERPRISE" - The Third Age of Computing (Slide 15)
Slide 16   -  BASE COMPONENTS - Creating "Crystals" from "Atoms"
* The development of the Base Components (1960 -> 1975) relates to the First Age of Computing when "BIG was BEAUTIFUL" and the focus was upon DATA PROCESSING within monolithic computer rooms.
* At one time it was thought that the "S-MODEL" would sustain DIGITAL'S growth for at least the next decade! However, I believe that this approach to PHYSICAL SCALING simply allows DIGITAL, with its partners, to build "beautiful crystals" from the modular "product atoms". We are unlikely to succeed in creating INTELLIGENT BUSINESS SYSTEMS which display characteristics of "living organisms".
* The Base Computing and Communications elements are now often purchased by major accounts on the basis of cost, architectural coherence and the applications catalogue. The emergence of OSI/UNIX as widely supported open standards mean that only the largest vendors will secure competitive edge and survive simply on the basis of world-wide economies of manufacture.
Slide 17    -  CRITICAL ROLE OF NETWORKING ARCHITECTURES
* The Evolution of Networking Architectures relates to the Second Age of Computing (1975 -> 1990) when "SMALL was BEAUTIFUL" and the focus was upon INFORMATION PROCESSING and the dynamic FLOW of information across world-wide distributed computing networks.
* It is only now, as we draw near to the end of this second age that we see how urgently we need a model that secures QUALITY survival for the 1990s.
* It is useful to consider the evolution of intelligent life. The Base Components are then the atoms, organic molecules and amino acids that then combine according to the GENETIC CODE to form primitive organisms. In some ways, NETWORKING ARCHITECTURES represent ways in which we can combine the underlying Base Computing Products, and hence represent a partial "genetic code" for the Computing Industry.
Slide 18    -  A BLUEPRINT FOR THE SELF-ORGANISING BUSINESS
* The Third Age of Computing (1990 -> 21st Century) takes us beyond dynamic information processing into a world of the self-organising business based upon knowledge as the underlying business asset.
* The challenge will be to deliver the RELEVANT information from the world-wide business community to the desktop of each and every knowledge-worker within ANY Business Enterprise in ANY Industry Segment, at ANY specified point in SPACE and TIME.
* For DECWORLD88 we used the concept of the KNOWLEDGE LENS to represent the filtering and focusing of information at each stage in the organisation. We defined the COMMUNITY, ENTERPRISE, and TEAM LENSES at each appropriate level of the networked organisation.
* In addition, we defined the DESIGNER LENS which represented ALL the elements of DIGITAL'S traditional INFORMATION ARCHITECTURE together with a final layer of tools for integrating expert systems in future business applications.
* The rest of this presentation develops this idea of a BUSINESS BLUEPRINT as the foundation for DIGITAL'S business strategy for the 1990s

* Section A3 - MERGING ARCHITECTURES IN "SPACE" AND "TIME" (Slide 19)
Slide 20   - INFORMATION ARCHITECTURE - Focus on "Scaling in Space"
* DIGITAL'S wealth and size emerged from its development of the world's best networking toolkit, along with the VAX Processor family, We might consider this INFORMATION ARCHITECTURE as the "OLD WORLD".
* We have started to make steps towards a NEW WORLD based upon industry and business activities marketing but we will not achieve integration with product marketing until we move towards a marketing model based not just upon "SPACE", but also upon EVOLUTIONARY TIME!
Slide 21   - BUSINESS ARCHITECTURE - Focus on "Adaptation over Time"
* The successful business exists within a complex dynamic environment, and will execute marketing strategies to secure adaptation to the addressable customer-base. In many ways, the best models of the adaptive organisation are based upon the biology of living organisms rather than the physics of communications.
* DIGITAL will be successful in the 1990s if we supply not only the physical "LEGO BRICKS" but also the tools that will allow us to develop a "virtual business", complete with generic applications.
* The development of the BUSINESS ARCHITECTURE will take DIGITAL at least 5 years since it transcends all traditional approaches to computing and systems development. If it were straightforward we would already find books published on the subject!

Slide 22  - MERGING the SPACE and TIME Models for Computing
* Future architecture needs to be based not just on the physical scaled architectures represented by the "S" model but also upon the adaptive scaled architectures represented by the "New" model
* Combing these spatial and temporal architectures gives rise to the underlying 'figure-of-8” that is the basis for the cloverleaf model for enterprises and business communities discussed later.
Slide 23   - DECISION ARCHITECTURE - Linking "Mind and Machine"
* Finally, we move to DECISION ARCHITECTURE that forms the ultimate link between Mind and Machine. Whilst Business Architecture thrives upon Knowledge (Expert Systems), we might conceive of Decision Architecture developing and thriving upon "wisdom" (Neural Networks
* DIGITAL will have the luxury of exploring DECISION Architectures during the late-1990s if we are first successful in designing and implementing BUSINESS Architectures during the coming 5 years.
PART B - THE "CLOVERLEAF" - A Dynamic Model of the ENTERPRISE (Slide 24)
* Section Bl - TRANSFORMING INFORMATION TO KNOWLEDGE & $ PAYOFF (Slide 25)
Slide 26 - EXTENDING THE "VALUE-CHAINS OF PORTER" INTO THE NEXT DECADE
* The work of Michael Porter has been EXTREMELY influential during the 1980s, but since ALL our competitors have probably integrated his thinking within their marketing strategies we are unlikely to secure additional competitive edge from PORTER during the 1990s.
* The value-chain model adopted by Porter meshed well with the linear and matrix approach of the INFORMATION ARCHITECTURE during the 1980s.
* In some ways there are analogies between the original sequential theory of computing developed by Von Neumann and Turing, and the linear value-chain as the representation of business processes.
* In looking forward to the 1990s it seems significant that even computing is moving from SEQUENTIAL processing to PARALLEL and NETWORK PROCESSING based upon self-organising systems. During the 1960s, businesses seemed to mimic the underlying centralised computing philosophy from IBM, and retrench into bureaucratic pyramids.
* During the 1990s, we might consider taking our cue from the evolving computing architectures and base our NEW value-chain models upon SELF-ORGANISING SYSTEMS. This will not replace PORTER, but simply demonstrate that his approach can be embedded in an even rich conceptual environment from which DIGITAL can draw premium business!
Slide 27 - THE SYNTHESIS OF HIGH-VALUE KNOWLEDGE FOR BUSINESS DECISIONS
* Most Enterprises today have MIS/EIS departments that can churn out very large VOLUMES of information for the business decision makers. This leaves the managers and other professional staff to filter the information down to that required to make specific investments.
* The development of a knowledge-based BUSINESS ARCHITECTURE including all the relevant generic applications will serve as an "electronic focusing lens" (knowledge lens). This will then take the high volumes of low value information and transform it to LOW volumes of very HIGH VALUE KNOWLEDGE that is required to secure higher Business $PAYOFF.
* During the Iate 1990s, the DECISION Architecture will automate this process still further, and will commoditise some levels of knowledge processing at the level of business activities and applications.
Slide 28 - LINKING BUSINESS ACTIVITIES AS AN APPLICATIONS "BUS"
* Within DIGITAL'S current product catalogue we have the MAIL-BUS which supports multi-vendor interconnect with a wide range of DIGITAL, IBM, and TELECOMMS networks.
* We now need to think of a higher order "BUS" at the level of the business activities themselves so that we have the applications such as:- FABS, DMSS, LOGISTICS, MAPPING, MANUFACTURING, OIS, E-PUBLISHING as servers on the enterprise backbone.
* The task of configuration is now raised from the level of engineering to that of programming within activity "macros" so that we can call, say, an MRP package as CALL MRP(x,y,z,....). At present, such software development is invariably conducted on a CUSTOM basis, but DIGITAL is well positioned to develop an APPLICATIONS BUS or TOOLKIT through which we can secure competitive edge.
* Recent corporate engineering developments on a product "VAXEDGE" will begin to tackle this higher level of integration through the management and control of "work-flow" within the enterprise.
* Section B2 - WINDING UP THE VALUE-CHAIN WITH THE "CLOVERLEAF" (Slide 29)
Slide 30  - PRIMARY LOBES : DEMAND / SUPPLY / DEVELOPMENT
* If we wind up the PORTER value-chain we can form a closed cloverleaf that we shall use as our basic model for the SELF-ORGANISING BUSINESS.
* We can map all the business activities on the 3 lobes of the diagram, leaving the core to represent the existing central activities within an MIS/EIS department.
* The 3 lobes represent activities most closely associated with Customers, Suppliers and Business Development, all within a single closed information cycle. Within the lobes we have for example:-
Customer FOCUS :- SALES, DISTRIBUTION, FIELD SERVICE, ORDER ADMIN
Supplier Focus :- MANUFACTURING, PROCUREMENT, IN-BOUND LOGISTICS, AND
MATERIALS MANAGEMENT
Business Focus :- RESEARCH/DEVELOPMENT, MARKETING, BUSINESS STRATEGY
* Each Enterprise will have the generic activity applications customised in different ways. Thus an insurance company will require end-user supporting:-
Customer Focus :- Policy Issuing, Claims Handling, Fraud Detection, and Underwriting
Supplier Focus (Financial Markets) :- Funds Management, and Trading
Business Development :- Research, Marketing, New Products & revision of the Actuarial Tables
Slide 31  - BUSINESS CYCLES : PAST / PRESENT / FUTURE
* We might consider the 3 lobes as follows:-
Supplier Focus :- Delivering orders taken in the PAST!
Customer Focus :- Taking orders NOW!
Business Focus :- Developing the market for FUTURE orders!
* The basic cloverleaf cycle represents the conceptual flow of internal activity over time. An enterprise computing and communications network can SPEED up the underlying business cycle time and hence minimise the difference between PAST, PRESENT and FUTURE to support the Just in Time Corporation.
* Each lobe represents the adaptation and growth of the enterprise within the environment. A lobe may have the following features:-
SHORT LOBE  :- LOW adaptation to environment and customer base
MEDIUM LOBE :- AVERAGE adaptation to business environment
LONG LOBE   :- STRONG adaptation to customer base with the possibility that the       lobe may be "sold-off" as a separate business as in the case of RACAL VODAFONE.
* An implicit objective of many enterprises today appears to be to migrate towards a self-organising business style and architecture that permits rapid (Cycle time —> 0) adaptation to environment change. The cloverleaf model provides a useful conceptual approach to working through such objectives with customers wishing to reduce cycle times and to expand over geographies using community networks.
Slide 32   - BUSINESS CYCLES : Today and Tomorrow
* Within the "cloverleaf" we can identify two key cycles representing Business TODAY (Cost Management) and Investment for TOMORROW (Adaptation).

Slide 33  - The Seven Major Driving Forces within the COMMUNITY CLOVERLEAF
* In a recent report we  identified a number of "marco" dynamics in case studies of the implementation of EDI within DIGITAL. 
* If we take the six identified dynamics and also add Delivery Effectiveness then we have a COMPLETE mapping of macro dynamics for the Cloverleaf.
Slide 34   - The Seven Major Driving Forces within the COMMUNITY CLOVERLEAF
* We can associate the :- TIME TO MARKET
END-TO-END LOGISTICS TOTAL QUALITY MANAGEMENT JUST-IN-TIME MANUFACTURING
....with segments of the cloverleaf lobes
* Whilst the remaining "macro dynamics":- DELIVERY EFFECTIVENESS
SERVICE DIFFERENTIATION 
ORGANISATIONAL EFFICIENCY
....map quite naturally to the internal cycles WITHIN the lobes and core
Slide 35  - From Manufacturing to Services and BACK AGAIN!
* Kevin Doyle (Digital Corporation) also developed a concept  nicknamed the "Industry Slide-rule". We have taken his invention and wrapped this within a cycle that takes us from Manufacturing through the Service Industries and back again to the customer.
* In community networks currently being developed for global
businesses such as the SHIPPING COMMUNITY, DIGITAL is also being asked
to interconnect related functions and industries that link in with this cycle.
Slide 36 - EXTROVERT AND INTROVERT ENTERPRISES
* Successful enterprise and communities have the lobes pointing out and adapting closely to the customer base and business environment.
* However, there are some companies that are not so adept at relating to their environment and tend to focus inwards. Examples of such organisational pathologies can be found in companies having regulated market monopoly.
Slide 37  - THE INFINITE VARIETY OF ENTERPRISE "APPLICATIONS MAPS"
* The BUSINESS BLUEPRINT does NOT give a single unique structure for the generic enterprise. If you take the applications maps from a number of enterprises, including DIGITAL, they ALL LOOK DIFFERENT!
* In some ways we are in the position of Charles Darwin in trying to obtain a mechanism for the evolution of the species. We understand that there is an EXTREMELY rich range of Businesses within the world today but are trying to develop a generic BLUEPRINT.
* The richness and diversity of business stems from the underlying SELF-ORGANISATION within the Business Activities at each of the levels ranging from Business Team through to Community.

Section B3 - FROM NEURAL NETWORK TO GLOBAL COMMUNITY - The Next 10 Years(38)

Slide 39  - MERGING THE "TURING MACHINE" WITH THE "NEURAL COMPUTER"
* Traditional computing is based upon sequential processes originally developed by Von Neumann and also Alan Turing. The "Turing Machine" represents a LINEAR computing process that has much in common with the linear value-chain models developed by Michael Porter.
* If we look to the next decade and towards the next century we can detect the emergence of a NEW scaled architecture based upon the integration of Parallel Computing and "Neural Networks" with the traditional DIGITAL product.
* This NEW scaled architecture will reach from the networks within the depths of the machine, up to the self-organising business networks that represent the electronic trading community within Europe and around the world.
* In contrast to our current PHYSICAL Information architectures, the NEW scaled BUSINESS Architecture integrates both SPATIAL and TEMPORAL Architectures to support the rapid ADAPTATION to the Environment.
Slide 40 - COMMUNITIES OF "CLOVERLEAVES" - Adaptive Value-Chains
* If we wish, we can represent the PORTER value-chain as a linear string of "cloverleaves" in which we can define the following:-
I   Cycle between Customer/Supplier Focus represents Profit/Loss
II  Cycle between 2 neighbouring enterprises (A and B) linking Customers (A), Business (A), with Suppliers (B) and Business (B) represents the mutual adaptation and  $ capital investment for (A).
III  The intersection of Cycles I and II represents the balance sheet for company A (Consolidation of Current and Capital Accounts)
* As mentioned in earlier slides, we can "wrap-up" the value-chain of enterprises to form the "COMMUNITY CLOVERLEAF" which we discuss in more depth within the third and final section of this presentation.
Slide 41  -  internal Cycles for ORGANISATIONAL ADAPTATION
* As well as the overall business cycle, the self-organising enterprise will have internal cycles ranging from for example :-
REFLEX RESPONSE :- Cycles within the < Second range as in the
case of financial trading or production control
PROGRAMMED RESPONSE :- STATUS QUO : All normal business cycles
ranging from 1 second to 1 year
CREATIVE RESPONSE :- Longer term response requiring STRUCTURAL
change over a period of years : 5 YEAR PLAN
Slide 42  -  TACTICAL and STRATEGIC ADAPTATION to the Business Environment 
* We can view organisational adaptation at 2 levels as follows:-
TACTICAL ADAPTATION        STRATEGIC ADAPTATION
i
i
Environment <———————————> Process <——————————————————> CORE Management (REFLEX Response)         (Creative Response)
I - TACTICAL ADAPTATTION : The lobes make tactical responses to short
term environmental fluctuations
II - STRATEGIC ADAPTATION : The lobes pass control messages to the CORE Management to undertake structural modifications to the business.
Slide 43 - ADAPTING TO THE CHAOTIC ENVIRONMENT - From Team to the Community
* The complexity of the business environment is shifting from order through to chaos, so DIGITAL needs to develop and deliver the tools that provide customers with the LOCAL DECISION WINDOW into this "sea of complexity".
* We can map ORDER and CHAOS to the earlier charts used in the arguments relating to the transformation of information (VOLUME) to knowledge (VALUE and $ PAYOFF).
PART C  -  THE BUSINESS IMPLICATIONS AND $PAYOFF FOR DIGITAL EUROPE (Slide 44)
* Section Cl - THE EVOLUTION OF THE "ELECTRONIC COMMUNITY" (Slide 45)
Slide 46 - THE FUTURE DIRECTION OF THE COMPUTING INDUSTRY
* The market of team and enterprise computing systems will soon reach saturation, whilst prices for base product decrease to those of commodity. The computing industry will need to develop markets through extending the ENTERPRISE networks, owned by the BIG GUYS, to COMMUNITY networks that link in to the LITTLE GUYS that might include suppliers, distributors and customers.
* It is important that the BUSINESS BLUEPRINT is not simply seen as a representation of the ENTERPRISE, but models the self-organising processes that stretch from END-USER, to TEAM and GLOBAL COMMUNITY.
Slide 47 - THE FUTURE DIRECTION OF THE TELECOMMUNICATIONS INDUSTRY
* The telecommunications industry went through the trauma of commoditisation of their base network around 5 ->10 years ago within many developed nations. However, since many PTTs have national monopolies, the impact was not nearly as severe as that which will be experienced within the computing industry where only the largest players can hope to survive the next 10 years.
* The telecomms industry is moving from high penetration of telephone lines in small businesses (LITTLE GUYS) up into DIGITAL'S Heartland Business of the TOP 100 UK Strategic Accounts. In parallel there is a switch from focusing upon base telecomms business to high level of service through VANS, Facilities Management and Maintenance.
Slide 48 - WORKING TOGETHER TO "DELIVER THE ELECTRONIC COMMUNITY"!
* The delivery of community networks for strategic accounts will require DIGITAL to work alongside the Telecoms Service Providers since DIGITAL is unlikely to secure the economies of scale to make money from the transmission of "bits" as a telecomms company.
* In addition, the OLD WORLD marketing model based upon products and the information architecture will NOT allow DIGITAL to secure profitable business within community networks where the focus is upon business integration and services.
* During the last 10 years DIGITAL has moved from engineering to marketing. Our style of investment for the next 10 Years now needs to evolve from marketing to overall BUSINESS MANAGEMENT, based upon a scaled BUSINESS Architecture or BLUEPRINT that takes us from the Enterprise to Communities and Global Networks.
* Section C2 - BUSINESS IMPLICATIONS : SERVICES, CHANNELS AND SYSTEMS (Slide 49
Slide 50 - FROM PRODUCTS TO BUSINESS SERVICES - The Role of Alliances
* In the past, DIGITAL was proud of its complete business autonomy and that the company OWNED its product architecture. In some senses this was never REALLY true since one of DIGITAL'S most profitable business lines is RAM memory chips from MOTOROLA, INTEL and elsewhere. We are now buying in RISC memory chips from MIPSCO on a trend that looks set to continue.
- DIGITAL no longer needs to OWN the underlying INFORMATION
Architecture! - It is now the KNOWLEDGE that secures premium business
* In the development of the services business, particularly in the design and support of community-wide networks, DIGITAL needs to form business alliances to complements our own COMPUTING INDUSTRY KNOWLEDGE with that of other business communities.
* DIGITAL should add value through becoming the ARCHITECT, FACILITATOR and PRIME CONTRACTOR for such business relationships in which we pull together "Virtual Business Units" to support specific major project opportunities. In this way we deliver KNOWLEDGE through Business Architecture as well as securing conventional commodity return through the underlying BASE PRODUCTS.
Slide 51 - LINKING TOGETHER DIGITAL'S DIVERSE SALES CHANNELS
* At present DIGITAL UK/EUROPE has separate channels strategies for each aspect of our customer base (BLUE, GREEN, WHITE). This channels model relates extremely well to the PRODUCT BASE and INFORMATION ARCHITECTURE but requires a MAJOR OVERHAUL in order to become the new world "META-DIGITAL" to support our emerging BUSINESS Architecture
* Within the cloverleaf model for the ENTERPRISE and BUSINESS COMMUNITY we need to move towards a coherent channels strategy that explicitly acknowledges the growth of physical and electronic relationships between the BIG GUYS (BLUE) and the LITTLE GUYS (WHITE).
* We also need to review our relationship with companies like ISTEL who have traditionally been strong CSO's but which are now becoming a SERIOUS COMPETITIVE threat in the delivery and support of EDI and Community Networks in UK/EUROPE and even GIA.
* This restructuring of channels within UK/EUROPE should be undertaken during FY90 for implementation during FY91/92. In certain areas such as facilities management we may well need to negotiate alliances with certain software/systems houses to support our delivery of managed community networks
Slide 52 - DELIVERING "COMMUNITY NETWORKS" - The Role of Systems Integration
* Delivering Enterprise and Community Networks requires SYSTEMS INTEGRATION skills and resources. Systems Integration relates to the TOTAL development and integration of the:-
I  INFORMATION Architecture : (Computers, Networks, Gateways, Management)
II  BUSINESS Architecture : (Generic Applications - FABS, DMSS, Logistics....
III INDUSTRY Customisation  : Insurance, Health, Telecomms, Energy...
Section C3 - $PAYOFF FROM THE BUSINESS BLUEPRINT (Slide 53)
Slide 54 - DEVELOPING DIGITAL UK AS "REFERENCE ENTERPRISE"
* We will only succeed in the NEW WORLD of Business Architecture if we move forward in implementing the new management framework within the UK as a reference in the way that we have previously used DIGITAL UK as a "showcase" for INFORMATION ARCHITECTURE.
* The BUSINESS BLUEPRINT suggests that we move away from our current "FUNCTIONAL STOVEPIPES" and move towards the formation of small cross functional BUSINESS TEAM. These teams will be chartered to achieve specific business deliverables, often targeted at a single account. Examples might include:-
- Delivery of a COMMUNITY NETWORK for ALCATEL or BP with the negotiation of longer term facilities management and support
- Delivering the supporting products and generic business applications for Just-In-Time Manufacturing for a range of targeted accounts
- Delivering the INTERNAL EDI Network for BRITISH TELECOM Procurement which again requires DIGITAL skills spanning ALL our Business Functions
Slide 55 - FORMATION OF "VIRTUAL BUSINESS UNITS" - Teams across Functions
* We will still be using matrices in the future to organise work but they will be more dynamic with specific structures sometimes only existing for short periods of time!
* The key concept will be the creation of the "Virtual Business Units" that will often only have 3 or 4 full time staff but will draw upon resources across ALL functional units as in the Euro-Vans Prog
* The Euro-VANS Programme will have full-time managers for MARKETING, OPERATIONS and BUSINESS PLANNING to drive the unit, whilst all other staff will initially exist within existing European Business Operations. I also understand that European Systems Integration looks set to be organised in a similar way, together with certain US Functions
* Each "Virtual Business Unit" is actually a TEAM cloverleaf containing skills from each of the critical Business Functions and drawing upon support through being embedded within the overall ENTERPRISE Cloverleaf.
* In 10 years time I would expect that well over 50% of the business would be secured through these Virtual Business Units that are trading DIGITAL'S KNOWLEDGE, EXPERIENCE and SERVICES rather than INFORMATION and Base Product as during the last 10 years.
* Each Business Function in Europe has recently made attempts to develop the infrastructure and organisation to move into services, VANS and Community Networks. However, we have just seen that SUCCESS is actually dependent upon the creation of the small business teams that work right across these traditional functional boundaries.
* The recent merger of IS and SWAS within Europe will secure the consolidation of existing services resources but we now need to pull-back from this monolithic model to one that provides service differentiation and delivery through "Virtual Business Units.
Slide 56  - DIGITAL'S GLOBAL SKILL-SET - Recognising  Strengths for the 90s 

* DIGITAL has traditionally worked with relative independence within each of the main geographies (US, EUROPE and GIA). However, the delivery of GLOBAL COMMUNITY networks demands that we work together within a SINGLE Global Programme that can then be scaled down to Areas, Countries, Regions and the Strategic Account Teams.
* It is perhaps significant that the Japanese Industry has been extremely successful at colonising world markets. Within the TOP 58 places within the Business 1000 companies, over 65% are Japanese (spanning most industry segments) whilst less than 35% are US). Within the TOP lOOO as a whole there are actually roughly EQUAL numbers of US and Japanese Corporations!
- There are lessons to be learnt for DIGITAL from the Japanese style of developing world-wide corporations and business communities.
Slide 57 - VANS : Delivering the Business COMMUNITY to the DESKTOP.
* DIGITAL is well equipped to deliver the "Intelligent Bridge" that will allow the major corporations to extend their private networks to their supplier, distributors and customers around the world
* Success will come from delivering the INTEGRATION of the COMMUNITY Network with the ENTERPRISE, TEAM Networks and the DESKTOP Terminals, PCs and WORKSTATIONS.
* This requires DIGITAL EUROPE to implement a coherent strategy for VANS and COMMUNITY Networks across ALL Business Functions and Country Management Teams within the Major Subsidiaries.
Slide 58 - COMMUNITY LENS
* If we take the example of an international bank such as Barclays then we first need to FILTER and FOCUS information from the Global and European COMMUNITY Networks to the National Headquarters in, say, LONDON.
Slide 59 - ENTERPRISE LENS
* Next we may have to filter and focus certain information over the ENTERPRISE Network to the professional financial managers within the foreign exchange dealer rooms.
Slide 60 - TEAM LENS
* Finally we may select the information relating to the market price for Japanese YEN AND UK POUNDS to the Spot Exchange Dealer currently at the desk for trading Japanese YEN.
Slide 61 - DIGITAL : "THE INTELLIGENT BRIDGE" across the COMMUNITY
* During the next 5 years, we need to secure DIGITAL'S position as the INTELLIGENT BRIDGE across the Business Community. This will take the existing PRIVATE ENTERPRISE networks and link them through to the PUBLIC telecomms networks that form the infrastructure for small and medium enterprises (SMEs).
* DIGITAL is currently in the strongest market position to deliver such HYBRID Multi-Vendor Networks that will form the longer term platform for the "electronic trading community" The BUSINESS BLUEPRINT provides an architecture that allows us to integrate the COMMUNITY, ENTERPRISE and TEAM Computing Systems not only at the technical level, but more importantly at the level of premium services and applications,
* Summarising the BUSINESS BLUEPRINT is not a simple task since it requires us to define a new DIGITAL language that will allow us to discuss and define the SELF-ORGANISING ENTERPRISE. I believe that DIGITAL'S long term survival is critically dependent upon us taking this step from trading on INFORMATION and PRODUCTS to trading upon KNOWLEDGE, EXPERIENCE AND SERVICES.
* This short presentation has reviewed a model for the enterprise that integrates many of the underlying market trends. The implications of the CLOVERLEAF Model and its scaling from TEAM to COMMUNITY are far reaching and full implementation will take us through to FY92.
* My own view is that the implementation of the Business Architecture is the next 3 -> 5 year challenge for DIGITAL EUROPE, and that success will mean that we have the luxury of moving on the DECISION Architectures, and the integration of Mind with Machine for the rest of the next decade.
Slide 62 - DIGITAL : Sharing World-Wide Experience
* DIGITAL is already in the strong position of trading through subsidiaries or distributors in around 65 Countries around the world. The experience of developing and running EASYNET across ALL DIGITAL'S Business Functions and Subsidiaries provides a sound foundation-stone that we can now REPLICATE and COMMERICALISE within our accounts.
* Contracts for developing community networks will mean that DIGITAL will secure substantial SERVICES Business Revenue for the Facilities and Network Management, together will incremental revenues from the creation of HOTLINES and Help-Desks for Trading Communities.
Slide 63 – Digital through the “looking glass”

* DIGITAL needs to INTEGRATE the perspectives of a global engineering with an understanding of the organisation and evolution of Enterprises and BUSINESS COMMUNITIES. This will take DIGITAL EUROPE through the metaphorical lens or "looking glass" to new marketplaces, revenues and growth!"
Slide 64 - Delivering the Business COMMUNITY to the DESKTOP
* This presentation has mapped out the future of computing BEYOND the Enterprise and out into the Global Business COMMUNITIES. Existing VANS suppliers, such as GEISCO, have been successful at delivering global networking but have not always supported TIGHT integration with existing private corporate networks and the DESKTOP.
* DIGITAL EUROPE can offer the full set of products, services, skills and solutions to major corporations for the development of global trading networks that they themselves OWN! DIGITAL plays the natural role of PRIME CONTRACTOR and Network Operations Manager according to the customer requirements.
* This gives DIGITAL a strong competitive position to deliver COMMUNITY Networks that take high VOLUMES of information from the global business communities and transform this to low volumes of high VALUE knowledge that is delivered to end-user DESKTOPS.
* This is the FIVE YEAR Challenge for DIGITAL EUROPE! *
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