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“With powerful, real-world examples drawn from both digital disruptors and
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FIGURE 0.1 The Role of APIs in a Rideshare Scenario
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TABLE 0.1: Four Winning Strategies in the Digital Economy

Exchange

Optimization

Adapt analog business models for the digital world, thus
increasing the speed and scale of value exchanges while

lowering coordination costs.

Put innovative technologies in the hands of business users

Distributed
. and high option products in the hands of customers to run
Innovation
rapid, well-measured experiments that pay off.
» Unbundle and rebundle business capabilities to create
Capability

Capitalization

new products, services, and even highly profitable oper-

ating units.

Value Aggre-

gation

Connect disparate value networks to create an integrated
business model whose whole is greater than the sum of its

parts.
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CURRENCY

TABLE 4.1: Value Currencies

SYMBOL

DEFINITION

Money

®

Money is actual financial value

exchanged between constituents.

Product

A product is value that is packaged in a
form that can be possessed and used by

the receiving constituent.

Service

oY
s/

A service is value-added work that is
delivered by one constituent for the

benefit of another.

Content

Content is packaged information that
can be consumed by a receiving constit-

vent, such as print or digital media.

Data

Data is encoded information that can
be interpreted and synthesized to derive

valuable insights.

Reach

A constituent provides reach to another
by opening up access to a customer
group, to a supplier network, by provid-

ing scale, and more.

Time Savings

Constituents can provide time savings
through smooth user experiences, auto-
mation, aggregation, abstraction, and

more.

Risk Reduction

Constituents can provide risk reduction
through improved security, operation
stability, insurance provision, enhanced

brand equity, and more.
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FIGURE 4.1 Value Dynamics lllustration of Facebook Business Model in 2006
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FIGURE 4.2 Facebook Business Model in 2011
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FIGURE 5.1 Headline from Popular Science Monthly's August 1927 Edition
Source: Kenneth Wilcox Payne. "A $10,000,000 ‘Accident.”” Popular Science Monthly. August 1927.
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FIGURE 5.2 A Life Cycle Model for Digital Experiments
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FIGURE 6.2 Cost + Value Centers
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FIGURE 6.6 Safety Boundary Model
Source: J. Bradley Morrison and Robert L. Wears. “Modeling Rasmussen’s Dynamic Modeling Problem: Drift
Towards a Boundary of Safety.” Cognition, Technology & Work 24, no. 1 (April 28, 2021): 127-145.
https://doi.org/10.1007 /s10111-021-00668-x.
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Legacy/Traditional Enterprise IT Model
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FIGURE 6.8 Traditional Enterprise IT
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FIGURE 6.11 Cost/Value Continuum
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FIGURE 7.1 APl Economy Categories with Notable Constituents
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FIGURE 7.2 Business Model for Coca-Cola’s Soda Dispensers in 2008
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FIGURE 8.2 Business Model for Amazon in 2003
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FIGURE 8.3 Business Model for Amazon in 2006
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FIGURE 9.6 Best Buy Store Business Model in 2012
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TABLE 10.1: Considerations for APl Providers

What consumers are you targeting with your APl and why do they want/

need ite
Public API What is the vision for the capabilities offered by the API2
Product What value are you planning to deliver/capture?
Strategy Do you have internal alignment between your stakeholders and delivery
teams?
What KPIs will you measure and track to optimize your products?
Public API Do you have partners you want to launch with?2
Launch How and where will you market the API2
Strategy What functionality and features will be in the MVP?2
What is the business model for your API2
What type of pricing approach will you take? Tiered? Usage-based?
Pricing/ Segmented? Free/freemium?
Finance How does your ROl model account for the non-rival nature of your
Strategy producte
Do you have internal alignment on investing to lower the cost of
experiments¢
How will developers discover the API2
How will your internal developers and business units make their APIs
available?
Developer . . .
Experience How w!|| you make the developer experlencie sticky yet seamless?
(DX) How will developers test your product and give you feedback?

What KPIs will you measure and track to optimize DX2
How will you communicate the need for future changes to the consumers
of your APIs2

Continued on next page
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TABLE 10.1: Considerations for AP| Providers, cont.

Persona
Development

& Use

Is there a difference between the users of your products and the buyers of
your products?

What customer roles are influencers in the process of deciding to use and
pay for your APl products?@

How do buyers see and quantify the value of your product when

comparing your service to alternatives and substitutes@

Governance

Model

How will you secure the APl and protect your data?

What metrics are required?

How will changes be managed at the infrastructure level? At the product
level?

How will your product and technology teams collaborate to align on and

enforce a set of standards for your APl products?




TABLE 10.2: The Do's and Don'ts of Serial Optionality

DO commit to unbundling by default: Always remember that maintaining
a disciplined commitment fo loosely coupled, decontextualized capabil-
ities is a fundamental prerequisite to maintaining modularity, optionality,
Do's and the resulting speed that is necessary to adapt fo changes in a volatile
marketplace. Tightly coupled capabilities and monolithic applications will
always result in calcification of your approach to a market and render

you ripe for disruption by a nimble player.

DON'T engage in framing unbundled capabilities as exclusively internal
or external: Don't forget that framing capabilities as exclusively and forever
Don’ts for internal use cases will not only lock your enterprise out of potential
asymmetric benefit from options that could be exploited in unforeseen mar-
ket opportunities but also raise the probability that they won't be sufficiently

secured to prevent an illicit breach by malicious insiders.

Associated
Unbundling
Methods

Optionality through APIs: leverage new financial math and the high-

margin power of non-rival products.

DO commit to being intentional when choosing which inferfaces to con-

trol and expose: Creating a discipline of mapping your value exchanges
is a critical fask for business and technology leaders to do together.

Do’s Not only will this task help align the organization on the dynamics of the

business model, but it will also force the organization to be thoughtful

on which capabilities and interfaces to invest in and which to spin out or

outsource.

DON'T allow business package design fo be an afferthought: Pack-
aging and product design are best done in a single step. When digital
Don'ts products are designed and built from a perspective that is divorced from
a go-to-market strategy, you're setting yourself up to have to choose

between significant rework and leaving money on the table.

Associated
Unbundling
Methods

Opportunism through value dynamics: approach APIs with a product

mindset and leverage value dynamics.

Continued on next page




TABLE 10.2: The Do's and Don'ts of Serial Optionality , cont.

Do’s

DO commit to lowering the cost of experiments: Maintaining a “way-of-
life" commitment to keeping the end-to-end cost of experimentation low is
the key capability that allows for an approach to spread your bets across
a wide range of options. When frials have low costs and cycle times, your
organization will naturally align to data-driven approaches to develop
market fit for its offerings. Conversely, when your cost and fime fo execute
experiments are high, your enterprise will gravitate to experimenting only
with a small number of options that are sponsored by those with status

and power in the hierarchy.

Don'’ts

DON'T be afraid to shut experiments down: In many enterprises, there
is a culture where failure is not accepted. Organizations moving to an
experimental, learing culture need to break that mental model. If an
experiment proves its hypothesis wrong, it is still a successful experiment,
not a failure. Make sure you don't spend too much time and money up
front building scalability into the experiment assuming the hypothesis will
be proven right. Instead, invest in making the experiment as accurately

measurable as possible so you draw the right conclusion.

Associated
Unbundling
Methods

Optimization through feedback loops: create fast feedback loops by
cheapening the bets; catolog negative results of experiments to support

new financial math.
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