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1 . Dynam ic Market ing

1 .1 . Pr inciples

The creat ion of products and/ or services passes by a t rue 

partnership connect ing the creat ivity  of the m anufacturer or  

service provider with the custom er requirem ents r ising from  the 

pract ice from  his business or a use repeated in it s part icular  

context . The partnership is accom panied by a m utual t raining like 

W.G. Walker descr ibes it  in a report  of the RAND CORPORATION 

of 1993 (1) :  it  consists in m aking go up the custom er

requirem ents on the level of the funct ion concerned and having

the results of the reflect ion, operated within this funct ion,

proceeding to the operat ional level ;  it  is well there the role which 

has to play the knowledge m anagem ent  seen under a dynam ic 

angle not  of collect ion and storage but of circulat ion and 

exchanges, concept  that  one finds in the work of C. Blanc and T. 

Breton ent it led "Le Lièvre et  la Tortue" (2)  which descr ibes a 

react ive  organizat ion  in which networks of im m ater ial act iv it ies 

are enabled;  the funct ion in quest ion is related generally to 

design but  it  can be as well an adm inist rat ive , com m ercial or

technical one since it  has effects on the appreciat ion of the 

custom er with respect  to a product  or  a service. I t  should be

noted that  a certain t rend is observed today to induce research 

leaving it s pigeon-hole and to encourage the researchers to carry 

out  t raining courses with m arket ing to even visit  t he custom ers to 

study the problem s hands on . I t  is well what  said in other words 

François Dalle in "Le Sursaut "  (3)  in connect ion with his 

understanding of the life of the cont ractor:  "One goes on the field 

without  respite, in the stores, with the saleswom en, one puts in 

contact  the com m ercial people with theresearchers". Today, there 
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is I nternet  but  nothing replaces the direct  contact , it  never should 

be forgot ten.

Nevertheless, I nternet  m akes it  possible to bet ter  handle the data 

as those which collects, for  exam ple, Apple which m akes the m ost  

of the requests carr ied out  on hot- line, Levi St rauss which uses 

the data of indust r ial m easurem ent  or Kellog which studies the 

requests for dietet ic inform at ion, as indicates it  R. McKenna in an 

art icle of "Harvard Business Review", ent it led "Real Tim e 

Market ing" (4) ;  one can just  as easily quote the m anufacturers of

vehicles which provide to their  dealers a com puter ized assistance

with the diagnosis of breakdowns and which learn from  them  the 

lessons necessary to the im provem ent  of their  products. The 

organizat ion in netw ork  m akes it  possible the var ious 

stakeholders to dialogue as ear ly as the stage of design of the 

product  and even, in certain cases, dur ing it s use, which m akes it  

possible to design and possibly m odify the product  in connect ion 

with the custom er;  that  also m akes it possible to conceive the 

m eans of product ion with the operators who will have to use them  

and to t rain these operators in connect ion with the designers. The 

designer (or  the design team )  is placed in the center of an 

inform at ional device which puts him  in relat ion with the end-user 

and the m anufactur ing operator. That  enables him  to develop a

vir tual product , a v ir tual m achine (or a process of m anufactur ing) , 

tools of assistance and of t raining of operators. I n order to avoid 

any am biguity thereafter , let  us specify that  when we speak about

organizat ion in network, we refer to as well only one com pany

com prising var ious centers of profit  or  autonom ous units as a 

num ber of dist inct  com panies working together on a cont ractual 

basis and taking up quite precise dut ies, som e of them  being able 

even to exert  the sam e funct ion and to enter in com pet it ion, as it  

is the case in the m arket places.

Moreover, the innovat ion does not  develop within the st r ict  lim its 

of a given funct ion possibly const it ut ing, at  a given m om ent , a 

point  of focusing but  is diffuse through the very whole 

organizat ion with the proviso of finding there a clim ate favorable 

carefully prepared and m aintained by every direct ion and m ore 
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part icular ly by om nipresent Hum an Resources Officers;  the staff is 

then character ized, as we recom m end it  in our work ent it led 

"L'ent repr ise délocalisée" (5) , by "his apt itude to w ork in team ,  

to act  and report , to get inform at ion and inform , learn and teach, 

listen and dialogue with his colleagues, to be able to create, 

m aintain and develop his own network of relat ions". The problem  

consists in collect ing the ideas of innovat ion to im plem ent  them  

within the adequate funct ion, whatever their  or igin and that  by an 

increm ental developm ent  inspired of the "kaizan" appraised by 

Japanese people. According to Walker, in his report  of the RAND 

Corporat ion, this joint  developm ent  is at var iance with the" take 

or leave it "  at t itude when a m anufacturer speaks to a custom er or 

the "show and tell"one when a forem an speaks to an operator. 

That  can involve part icular  organizat ions; Russel L. Ackoff in "The 

dem ocrat ic corporat ion" (6)  gives an exam ple of it :  in the 

circular organizat ion ,  the decisions are m ade by com m it tees 

not  exceeding ten people including the person in charge and

his collaborators and, with only one advisory vote, the direct  

super ior of the person in charge;  according to the order of the 

day, the com m it tee can invite var ious people (suppliers, 

custom ers, expert  and so on) ;  these com m it tees funct ion in a 

dem ocrat ic way insofar as the person in charge for the com m it tee 

is subjected to cont rol for  the m em bers.

Within the fram ework of the prom ot ion of the innovat ion, by the 

Group Solvay , Herve Azoulay, Et ienne Kr ieger and Guy Poullain 

descr ibe, in their  work "De l'ent repr ise t radit ionnelle à la start-up, 

les nouveaux m odèles de développem ent " (7)  , the role reserved 

for  the " innov' acteurs" delegated by the var ious ent it ies of the 

group in France. " .. .  the innov' acteurs represent  m any t rades 

(product ion, engineer ing departm ents, research, com m ercial, 

legal, hum an resources...) ,  of the different  hierarchical levels...  " .  

"The innov' acteurs and their  network...were the creators and the 

prom oters of an on- line m anagem ent  tool on I nternet  of the ideas 

put  forward in var ious sites." Their  act iv it y results in t ransverse 

exchanges, work groups, the ones in order to share exper im ents, 

the others to m ake technological surveys and to m aintain the 

relat ions with external partners. This is why one speaks
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about  "part icipat ive  innovat ion" . According to the authors,

Know ledge Managem ent  and learning organizat ion  are not  

able to be dissociated from  innovat ion.

1 .2 .Value- chain of creat ivity

I ndeed, m arket  is not  only form ed by your direct  custom ers but  

includes their  own custom ers and am ong those various custom ers 

(or even prescr iptors or consultants) , you m ay find 

wholesalers,brokers, dealers, concessionar ies, servicem en, 

cont ractors, subcont ractors and final users, each one having his 

own needs and goals;  am ong users, you m ay dist inguish those 

who use your product  for  them selves and those who do it  for  

som ebody else;  m oreover, you have to take into account  the

context  of use, nam ely if your product  (exist ing or potent ial)  is

joint ly used with another one. I f your product  is used as a tool -a 

car is a tool for  the m otor ist  who uses it  to go from  one place to 

another- , you have to consider it s purpose, which wants it  

supplies and in which way it  is used. I t  is very diff icult  to speak 

about  such a subject  in a general way. So, to design an 

innovat ion, you have to take into account  the whole

value chain  and not  only focus upon the future product  it self.

Frequent ly, the value chain shows several bifurcat ions;  at  som e 

point  of the chain, there is your com pany and at  the end, there 

are m arkets (applicat ions/ custom ers) .

This is very diff icult  to depict  because it  is generally a com plex

world with m any clusters.  The best  way to be com puter-assisted 

seem s to use K- Maps.  One interest  of them  is the possibilit y of 

ant icipat ing future realizat ions even if they do not  yet  exist  and 

they facilitate m etaphor ic thinking .  Do you think that  the 

scient ist  who discovered Laser-effect  was able to forecast  such 

different  applicat ions of it such as DVD, bar-code reading, fine 

m etal punching, cloth cut  or  eye care? In consequence, if it  is not  

sufficient  to invest igate the wor ld of designers and users 

(com pany and m arkets - in the plural- ) , it  w ill be necessary to 
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associate to them  representat ives of the research com m unity. I  

know it  is a hard task because speculat ive searchers are

not  always interested in pract ical problem s;  so you m ust  find out  

som e open-m inded scient ists or  facilitators. This scient if ic quest  is

im portant  because there are latent  needs which are never ut tered 

for want  of im aginable solut ion. Moreover, you will have an 

uninterrupted com ing and going between laborator ies and 

m arkets because an applicat ion in a given field m ay som et im es be 

t ransposed into an applicat ion in another field after it  has been 

re- thought  by the scient ists. Thus, let  us say that  there is a

connect ion between "new knowledge" -com ing from  the 

laboratory-  and "hum an capital" . The role of the innovator is to 

coordonate the different  actors v ia a network, a portal and 

collaborat ive plat form s;  his dashboard could be a collect ion of K-

Maps.

To the quest ion "Who innovates? The Com pany or the Market?", it  

is possible to answer:

-  The com pany (unless the innovat ion is subcont racted)

-  The m arkets ( in the plural)

-  The laboratory (at  the or igin of the discovery, if not  inside the

com pany)

- The innovator him self ( for  he has a specific role) .

I f your Com pany wants to innovate in order to rem ain 

com pet it ive, it m ust  star t  from  a knowledge base. This base m ay 

be internal or external;  it  generally depends on the degree of 

theoret ical content and the nature of knowledge –whether it  is 

codified or tacit - . Scient if ic knowledge is m ore often codified 

whereas engineer ing one is rather tacit  when it  lies on know-how 

and exper ience. I f som et im es innovat ion results from  a sudden 

insight  (penicillin discovery, Post - it  ®  first  idea…) , such cases are 

m ore and m ore seldom ;  innovat ion has to be em bedded into a 

genuine st rategic plan tak ing into account  the specificit y of the 

product  to be brought  to the m arket . I f you look at  the 2006 

Report  (8)  of AUTM ® , you will learn that  only dur ing 2005, 4932 

new licenses were signed between am erican universit ies and 
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com panies and 527 new products int roduced into the m arket  as a 

result  of applicat ions of fundam ental research such as a nano-

pr int ing press based on nanom eter-scale technology of

m ater ials and processes as an alternat ive to expensive opt ical

lithography tools or a process based on surface charges propert ies

applied to coagulat ion- f ilt rat ion for  rem oving heavy m etals from

drinking water. I ndeed thre are m any exam ples of scient if ic

discover ies having led to new technology-based products such as

“Lucent  Tecchnologies’ Bell Laborator ies fundam ental studies of 

non linear opt ical processes [ which]  led to the invent ion of opt ical

fibers engineered for  great ly reduced chrom at ic dispersion”  (9) .

Thus, an innovat ion state- of- m ind  has to start  from  theoret ical

research and extend to business concerns (m anufactur ing at  low 

cost , m arket ing and dist r ibut ion channels) , the last  stages 

allowing a return on the investm ent  incurred by the first  stages 

Only an holist ic at t itude  m ay ensure a regular flow of innovat ing 

products to a firm  so that  you have to im agine a pipe- line with an 

input  of basic research and an output  of new products (and 

corresponding profit s) . We insist upon the fact  that  the chain 

m ust  be com plete because without  ser ious theoret ical basis you 

m ay lack of m eans to succeed in deliver ing a sat isfy ing product  

and without  car ing for  com m ercializat ion you m ay go

beside return on your investm ent  and spent  t im e.

I t  is t rue that  you need basic research even for  very popular

products. You will f ind a good exam ple in the “Am erican 

Com pet it ive Init iat ive”  booklet  (10)  which shows how MP3 devices 

are indebted to

. thin- f ilm  m etallic m ult ilayers which led to m agnetoresist ive 

effect used in m icro hard dr ive storage

. elect rochem ist ry which gave r ise to lithium- ion bat ter ies

. liquid crystal which opened the way to t ransistor LCD display

. fast  Four ier  t ransform  allowing signal com pression.

The m ain issue is how to access to the knowledge which generally

or iginates from  research inst itut ions. Karan J. Sorensen (11)

dist inguishes
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.  absorpt ive capacity ( in-house basic research, publicat ions, 

patents,

conferences, exhibit ions and so on)

. connectedness (direct  exchanges through m eet ings, networks, 

CoPs,

reciprocal v isit s, research consort ia and so on)

. collaborat ive research which we shall exam ine fur ther.

Whatever m ethod you use, Knowledge Managem ent  is a m ust  to 

share the inform at ion and any how, as Sorensen under lines it ,  it  

is very im portant  to ident ify the “Thought  leaders”  in your own 

field. Collaborat ive  research  is at  the source of the m ain 

successful innovat ions and som e firm s designed very efficient  

m ethods as CISCO, in the fram e of it s “Em ergent  Technologies”  

with it s internal entrepreneurship- m inded star t - up team s

with external assigned persons or DEGUSSA with it s “Project  

Houses” . One of them  was descr ibed by Dr Andreas Gutsch, Head 

of Creavis Technologies & I nnovat ion, Degussa A.G., for  

“NanoTech Day”  on Septem ber 28, 2006. The problem

encountered was the excessive heat ing of new bat ter ies for  hybr id

cars;  it  was solved by a ceram ic separator based on custom ized

nanom ater ials designed thanks to a plat form  working in 

collaborat ion with academ ic inst it ut ions dur ing 3 years under the 

sam e roof, gather ing academ ic scient ists for  their  fundam enta l

know ledge  together with Degussa searcher for  their  technology 

experience and m arket ing know ledge .  Let  us observe that  the 

m arket  am ounts to € 1,4 billions and will reach 3,9 in 2015. Such 

an init iat ive was well detailed at DECHEMA in Francfort  ion May 

29, 2006 (12) .

Project  Houses are new technologies plat form s staffed by a 20-

30

persons team  with a budget  exceeding € 15 m illions and doom ed 

to last 3 years, with a close cooperat ion with academ ia, the 

products or processes sprung from  their  research being 

com m ercialized within exist ing Business Units or  through internal 

star t -ups.
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As you m ay see, innovat ion is no longer left  to chance but  it  relies

on long term  project  m anagem ent  leaning on a few selected 

dom ains:  it im plies a st ructurat ion with ad hoc com m itees, 

regular m eet ings with agenda, v isits of sites and so on. An 

im portant  issue is the status of IP when several ent it ies work 

together;  this supposes that  cont ractual relat ionships regarding 

the result  of the research have been clear ly defined (13)  nam ely 

who will own the patent  or  benefit  from  its com m ercializat ion or 

indust r ializat ion, that  com m unicat ion between the

m em bers is guaranteed and that  non-disclosure to third part ies is

required;  the royalt ies if any have to be specified.

What  is called the Fuzzy Front - End  (FFE)  by authors as Pet re 

Koen (14) is the stage ly ing at  the very beginning of the 

innovat ion process ; this process is generally considered as a 

funnel star t ing with ideas, followed by a developm ent  stage, a 

prototype stage if any, m anufactur ing and com m ercializat ion;  

each stage is separated from  the preceding one by a screening in 

order to select  valuable possibilit ies and take into account  

potent ial const raints. Whereas the innovat ing process has been 

thoroughly studied, the FFE is an ill- known creat ive process

because it  is quite unst ructured and especially iterat ive though it  

is the m ost  cr it ical phase that  the future act ions depends on. To 

ident ify business opportunit ies, you have to know both the

research capabilit ies and the custom ers needs but  this is far  from

being explicit  knowledge.

I ndeed, the start ing point  it self is unset t led:  you m ay start  from  

the current  research ,  external or  internal, or  from  the m arket

needs and the environm ent  t rends;  you m ay expect  an 

increm enta l innovat ion or a radical one;  this stage m ay be 

lim ited to an indiv idual without  any inst ruct ion or extend to a 

team  m ade up to fulf ill a project . To our opinion, radical 

innovat ions are m ore research-generated and increm ental ones 

m ore custom er-generated though they are both for custom er’s 

sake. I n fact , the quite init ial concept  begins to grow inside the 

heads of indiv iduals and this is a perm anent  phenom enon. For 

this k ind of indiv iduals, the m ain purpose is being acquainted with 

scient if ic, technical and social events even if they have, as it
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generally  is the case, a funct ion in the com pany of Market ing or

St rategy Execut ive Officer. I n pract ice, innovat ion begins m ost ly 

with a hint  which will bootst rap the whole process unt il it s

successful closing or before in case it s unworthiness should be 

recognized. Such a hint  is not  yet  the “ idea”  referred to in som e 

theoret ical m odels (15)  and is situated upst ream :  it  is just  an

intuit ion according to which such or such field of basic research

could be useful to the com pany in order to respond a need, either 

this need is explicit ly ut tered by custom er or just  latent  ( it  is 

latent when users are only potent ial because people did not  yet  

thought  of it but  would welcom e the m ean to sat isfy it  if it  would 

be offered to them ) . From  this m om ent , a sequence of act ions has 

to be im pulsed in an iterat ive  way:

-  study of scient if ic and technical literature

-  ident if icat ion of related patents and com pet it ion act ions

-  contacts with searchers and experts

-  m arket  invest igat ions

-  m eet ings with laborator ies representat ives in expectat ion of

cont ractual relat ionships

-  discussions with custom ers to collect  their  suggest ions or 

im agine

their  point  of v iew

- statem ent  of pr inciples

I f the innovat ion concerns a product  m ade of several innovat ive

com ponents, the sam e steps have to be taken for each one after

breakdown of the whole as in the case of MP3.

We did not  allude to potent ial const raints about  supplying,

m anufactur ing, dist r ibut ing and so on which are entered upon 

dur ing the innovat ion process it self and which available m odels 

take into account . Var ious technologies m ay be used to help 

working up such processes located at  the advanced posts of 

innovat ion:  Knowledge Managem ent  and Business I ntelligence for  

inform at ion gather ing and m ethods of custom ers needs deepening 

such as “vir tual future  environm ent ” (16) .
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1 .3 . Consequences for  the  offer ’s strategy

The scope of your offer  has cont inuously to be reexam ined and, if 

necessary, enr iched or alleviated. I ndeed, there is always 

som ething changing such as costs, com pet itors, custom ers 

requirem ents and needs. React ion to those changes is a 

const raint  and involves ser ious studies, both quant itat ive and 

qualitat ive ones. As Jam ie Bonom o and Andy Pasternak state it ,  

“gradual proliferat ion and result ing complexity .. .  obscure the 

profit  cont r ibut ion of any indiv idual com ponent ”  (17) .

The offer  of a supplier  of products and/ or services m ay be 

enr iched in order to increase the turnover and the profit  by 

at t ract ing m ore custom ers or selling m ore to exist ing 

ones.Nevertheless, you have to be very careful when doing that  

because, if you don’t  do, you m ay obtain the opposite result  of 

the one you expect . To enr ich your offer , you m ay sim ply add 

new products and/ or services or im agine a bundle 

including com ponents being com plem entary in considerat ion of

-  their  use 

-  their  place of consum pt ion, working up or acquisit ion 

-  their  link to a com m on applicat ion 

-  the benefit  of a coordinat ion of fulf ilm ents in space and/ or t im e 

-  the advantage of m atching several item s

On the cont rary, the offer  m ay be pruned by taking off som e 

products and/ or services which seem  not  enough or no m ore 

profit -earning or in which only a few custom ers are interested so 

that  they cost  m ore than they yield. But  one has to be very 

careful in operat ing suppression nam ely concerning low-m argin 

products for  they m ay play the role of ent icem ent  or sim ply and 

solely be useful to custom ers that , if  they no longer find them  at  a 

supplier , will shift  elsewhere.



13

The determ inat ion of an offer  involves

- account ing data  which often are diff icult  to seize because of 

the num erous interact ions and com m on 

charges to be im puted;  m oreover, you have to take into account  

a share of assets being used by the 

concerned product  which is not  direct ly to be found into current  

accounts but  is the subject  of CVP 

(Cost / Volum e/ Profit  Analysis)  including cont r ibut ion m argin 

analysis and indiv idual custom er profitabilit y;  a 

Balanced Score Card approach is another possibilit y  (18)

- qualita t ive  e lem ents such as m arket ing or iented ones which 

m ay have an influence over the decision m aking of enr iching or 

allev iat ing the offer

Thus, before m odify ing an offer  in any direct ion, it  is necessary to 

carefully study the consequences of a change as well at  the cost  

level as at  the profit  level. I ndeed, you m ust  not  lim it  your 

invest igat ion to the direct  consequences but  you m ust  im agine 

the indirect  ones nam ely by m eans of “System  Thinking” . I t  is 

possible to tackle the problem  of im pact  by asking the following 

quest ions:

-  What  does this item  costs and yields? 

-  What  would a change m odify as for  value creat ion for  the 

custom er? 

-  Which are the consequences of alter ing the value creat ion for  

the custom er from  the supplier  point  of 

v iew? 

- Does the consolidated balance of those three aspects just ify or  

not  the m odificat ion of the offer?

Once the decision is m ade in order to m odify an offer , the 

consequences on supply and dem and have to be supported:
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-  I n regard to offer :  supply, m anufactur ing, subcont ract ing, 

partnership agreem ents... 

-  I n regard to dem and :  custom er relat ionships, cont racts, 

delivery m ethods, docum entat ion, servicing, prom ot ion.. .

You m ay be helped by software to com pute cost  shares or profit  

cont r ibut ions of products and services but , concerning qualitat ive 

im pacts it  is m ore diff icult  unless you t ranslate them  

intonum erical scores.And don’t  forget  that  there are num erous 

hidden im pacts that  som et im es you realize only once the product  

or  the service has been launched or deleted;  for instance, hum an 

intervent ion m ay be replaced by autom ated devices whereas 

m an m ay add value to your offer , for  instance through bet ter  

relat ionship with custom ers or valuable inform at ion about  local 

situat ion.

I t ’s a good to rem ind us that  we are double- faced with a 

”hard” side -analyt ical or  rat ional which involves “Technical 

Credibilit y” -  and a “soft” side -  induct ive or em ot ional called 

”Safety Credibilit y”  by Lowell Steele- . This  dist inct ion is very 

im portant  from  the m arket ing point  of v iew especially in the 

brand support ing. Let  us recognize that  is is not  sufficient  to 

supply technical solut ions to solve custom ers’ problem s or sat isfy 

their  needs for  they have to feel com fortable with their  supplier  

and have cool relat ionships with the com pany they t rust  under 

the label of a brand.

 Thus when you consider m odify ing an offer , in any case, you will 

have to take into account  the possible repercussions on the brand 

( in som e cases, brand is a k ind of um brella which shields other 

brands) . So you m ust  do whatever is necessary to have your 

brand known but  at  the sam e t im e preserve it  in being blam eless. 

I ndeed, each t im e your com pany is liable to bad pract ices, this is 

a m ore or less great  part  of it s brand asset  which is dest royed;  

the m ore your brand is known, the m ore the dam ages are 

im portant  and long to rub out . At  the beginning of a brand, you 

start  from  som ething rather popular and then enlarge it ,  keeping 

the sam e spir it  for  this is an em ot ional seed. Generally ,the brand 
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does not  represent  a specific product  but  a com pany, it s values 

and ideal;  it  suggests som ething like a m odel or  an icon which 

lies inside the m inds:  that  is why the best  success dr iver of a 

brand is the reputat ion  of the com pany it  belongs to. You will 

ask:  What  is reputat ion? I t  is what  people perceive about  and 

expect  from  a firm . They m ay feel m ore or less drawn to it  but  

this feeling m ay be altered by any behaviour according as it  is 

consistent  or  not  with ethics or the im age you have of it .  

Reputat ion is a factor of perform ance (19)  but  it  includes m any 

com ponents such as CEO’s personalit y , m anagem ent  excellence, 

com m unicat ions (PR) , hum an relat ions, custom ers care, 

environm ent  respect ,relat ionships with each kind of stakeholders 

and perform ance. Reputat ion is very diff icult  to safeguard in case 

of cr isis dur ing which the r isk is at  it s utm ost :  the greatest  

t ransparency is preconized but  every possible effor t  has to be 

worked out  for  reputat ion is a very valuable intangible asset . 

Offer  of products and services has to fall in with som e consistency 

to be credible. But  it s at t ract iveness is not  only the consequence 

of it s com ponents them selves but  depends on the firm ’s 

reputat ion. The reputat ion results from  the opinion of the 

stakeholders echoed by var ious m edia. I t  is t rue that  the firm ’s 

offer  at t racts m ore or less custom ers and that  not  only products 

but  associated services at t ract  them  the m ore because 

som et im es services increase custom ers int im acy and control,  

according to I ndust ry Direct ions I nc. (20) .

Services include installat ion, spare parts delivery, hot line, 

m aintenance, t raining, consult ing, end-of- life disposal, 

refurbishm ent , rent ing, returns and warranty. They m ay be 

extended to a genuine collaborat ion especially in the design field 

which often takes place in high- tech indust ry. Reputat ion is 

generally  associated with a brand which, as Professor 

Guenther Mueller-Heum ann (21)  says, “ is a silent  salesm an” . 

I ndeed, brand is a short -cut  of what  the firm  represents in the 

m ind of custom ers so that  it s power m ay be used for  licensing. 

So it  is clear that  building t rust ing is not  only the result  of 
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PR (announcem ent  or prom ises)  or  even CRM (knowledge of 

custom ers)  but  has to be dealt  with by an independent  Reputat ion 

Managem ent  (keeping prom ises,tuning and dialogue)  for  which 

com puter assistance is supplied, for  instance, by Pivotal’s 

software (22) . I t s role is to m atch on one hand the firm ’s 

character and behaviour, on the other hand the expectat ion of 

stakeholders;  it  is not  lim ited to cr isis situat ions but  extends to 

r isk m anagem ent ;  in fact , reputat ion- linked r isk is not  always 

included into ERM (Enterpr ise Risk Managem ent )  as it  ought  to 

be. As it  is descr ibed in an art icle from  Harvard Business 

Review (23) , r isk depends on expectat ion- reality gap .  The 

authors descr ibe the var ious stakeholders ( investors, custom ers, 

suppliers, em ployees, com m unit ies and so on) , the different  

categor ies of subjects cont r ibut ing to the reputat ion of the firm  

(qualit y, perform ances, governance, environm ental and social 

issues and so on) , the corporate funct ions and their  relat ionships 

with stakeholders (such as I nvestors Relat ions with I nvestors, 

Market ing with custom ers, HR with em ployees, Com m unicat ions 

with m edias and so on) . Reputat ion Managem ent  coordinates 

those relat ionships so that  they would not  cont radict  one another. 

This gives r ise to a perm anent  effor t  because an unfavourable 

event  or  rum our m ay call in quest ion the m ost  long established 

reputat ions. That  is why it  is recom m ended to m easure the 

expectat ion level after  published stor ies by the press -either 

posit ive or negat ive- ;  thus, you can use a dashboard visualizing 

whether you m eet  targets.

I n spite of the necessity to take care of every stakeholder, 

custom ers are at  the core of the st rategy of the firm  and 

relat ionships with them  are preponderant  (24)  and sim ple 

custom er sat isfact ion evolved to custom er relat ionships and 

afterwards to “Custom er Advocacy or Advocacy Relat ionship 

Developm ent  which im plies a m utual dialogue between single 

custom ers and the firm  that  m axim ize the custom ers interest  over 

the available products” .
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A t rust - building strategy  is based upon a cont inuous and 

consistent  reputat ional r isk m anagem ent  which includes not  only 

products but  num erous issues inside and outside the firm . 

The front ier  between products and services is m ore and m ore 

blurred owing to the growing requirem ents of custom ers and 

under the pressure of com pet it ion which dr ives different iat ion. 

A first  t rend is the t ransit ion from  a pure product  considered as a 

tool or  a sim ple com m odity to a m ore com plex prestat ion 

including other products and services creat ing value for  the 

custom er -and, of course, sim ultaneously for  the provider- . 

Another t rend is the adjunct ion of a proposal of products to an 

offer  of services im plying the use of tangible goods either as tools 

or m ater ial.

1 .4 . Global supply

A Global Supply  is a m ixture of products and services which 

responds to the specificat ions of a custom er. To propose a 

com pet it ive Global Supply, you have to possess

-  a good know ledge of the m arket  w ith a custom er or iented 

Knowledge Managem ent  linked with CRM and one- to-one dialogue 

m eans 

- m ult iple  specia lized com petencies and learning capabilit ies 

-  an accurate sense of yie ld m anagem ent

- a perfect  organizat ion  coping with unique inter locutors for  the 

custom ers

Let  us just  underline here the new type of organizat ion necessary 

to m anage a Global Supply;  the specializat ion of Business Units in 

types of m anufactured or dist r ibuted products is no longer 

pert inent  and has to be replaced by a specializat ion in types of 

applicat ions. We m ay consider a first  Business Unit  as the “Main 

Core”  one:  it  is devoted to the basic (or  interm ediary)  products 

them selves, either m anufactured or only dist r ibuted by the firm . 

Beside this Main Core B. U., there will be “Secondary Cores”  B. U;  

corresponding to different  applicat ions of the Main Core or to end 
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products using products of the Main Core as com ponents. I n 

addit ion, you will have auxiliary B. U. adding com m on fulfilm ent  

(such as delivery, packaging, rent ing and so on)  to the other 

B.U.’s ones. Every B. U. w ill work with it s own m eans or in 

connect ion with external suppliers but  will keep playing a leading 

role in it s f ield of com petency.  I n such a context , concerning the 

Main Core, there will be a perm anent  quest  for  new technologies 

so that  the firm  would not  be surpr ised by an unforeseen 

revolut ion;  Besides, it  is quite possible to m anage several Main 

Cores as a portofolio but  it  m ust  be defined in the fram e of a clear 

st rategy. Concerning the Secondary Cores, a r igorous Knowledge 

Managem ent  will perm anent ly care for  new potent ial applicat ions 

or integrat ion in connect ion with searchers either from  inst itut ions 

or internal RID. These cores m ay be fed by the concrete act iv it y 

of custom ers, especially the ones who direct ly buy to the Main 

Core in so far  as this act iv it y does not  yet  m atch with a secondary 

core B. U. ‘s purpose. The cores are to be considered as poles of 

excellence and com prise highly acute com petencies as well as 

var ious tests and dem onst rat ion m eans. 

An unique front - end inter locutor  of a custom er is the 

coordinator of the B. U.s (and their  sale forces)  ensur ing the 

Global Supply of this custom er;  at  the sam e t im e, he will be a 

good and im part ial adviser of the custom er if it  is necessary;  

m oreover, he will be an observer of the way the custom er uses 

the supply of the firm  and will br ing back new ideas of Global 

Supply (with eventual suggest ions about  creat ion of new 

secondary or com m on cores. 

The front -end inter locutor ’s pr incipal role is the delivery of the 

r ight  Global Supply to the custom er. 
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2 . Know ledge and innovat ion

2 .1 . I nnovat ion culture

The creat ion of products and/ or services passes by a t rue 

partnership connect ing the creat iv it y of the m anufacturer or  

service provider with the custom er requirem ents r ising from  the 

pract ice from  his business or a use repeated in it s part icular  

context .

The Web m akes it  possible to bet ter  handle the data as

those which collects, for  exam ple, Apple which m akes the m ost  of 

therequests carr ied out  on hot - line, Levi St rauss which uses the 

data of indust r ial m easurem ent  or Kellog which studies the 

requests for dietet ic inform at ion, as indicates it  R. McKenna in an 

art icle of"Harvard Business Review" of July-August  1995, ent it led 

"Real Tim e Market ing" (Ref.:  §1.1)  one can just  as easily quote 

the m anufacturers of vehicles which provide to their  dealers a 

data processing assistance with the diagnosis of breakdowns and 

which learn from  them  the lessonsnecessary to the im provem ent  

of their  products. The organizat ion in netw ork  m akes it  

possible the var ious stakeholders to dialogue as ear ly as the stage 

of design of the product  and even, in certain cases,dur ing it s use, 

which m akes it  possible to design and possibly m odify the product  

in connect ion with the custom er;  that  also m akes it possible to 

conceive the m eans of product ion with the operators who

will have to use them  and to t rain these operators in connect ion 

with the designers. The designer (or  the design team )  is placed in 

the center of an inform at ional device which puts him  in relat ion 

with the end-user and the m anufactur ing operator. That  enables 

him  to develop a vir tual product , a v ir tual m achine (or a process 

of m anufactur ing) , tools of assistance to the t raining of the 

operators. I n order to avoid any am biguity thereafter , let  us 
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specify that  when we speak about organizat ion in network, we 

refer to as well only one com pany com prising var ious centers of 

profit  or  autonom ous units as a num ber of dist inct  com panies 

working together on a cont ractual basis and taking up quite 

precise dut ies, som e of them  being able even to exert  the sam e

funct ion and to enter in com pet it ion, as it  is the case in the 

m arket places.Moreover, the innovat ion does not  develop within 

the st r ict  lim its of a given funct ion possibly const itut ing, at  a 

given m om ent , a point  of focusing but  is diffuse through the very 

whole organizat ion with the proviso of finding there a clim ate 

favorable carefully prepared and m aintained by every direct ion 

and m ore part icular ly by om nipresent Hum an Resources Officers;  

the staff is then character ized, as we recom m end it  in our work 

ent it led "L'ent repr ise délocalisée",by "his apt itude to work in 

team , to act  and report , to get inform at ion and inform , learn and 

teach, listen and dialogue with his colleagues, to be able to 

create, m aintain and develop his own network of relat ions". The 

problem  consists in collect ing the ideas of innovat ion to 

im plem ent  them  within the adequate funct ion, whatever their  

or igin and that  by an increm ental developm ent  inspired of the 

"kaizan" appraised by Japanese people. According to Walker, in a 

report  of the RAND Corporat ion, this joint  developm ent  is at

var iance with the" take or leave it "  at t itude when a m anufacturer

speaks to a custom er or the "show and tell"one when a forem an

speaks to an operator. That  can involve part icular  organizat ions 

such as Russel L. Ackoff’s dem ocrat ic corporat ion (Ref.:  §1.1) .

2 .2 . Understanding the m arket

I ndeed, m arket  is not  only form ed by your direct  custom ers but  

includes their  own custom ers and am ong those various custom ers 

(or even prescr iptors or consultants) , you m ay find 

wholesalers,brokers, dealers, concessionar ies, servicem en, 

cont ractors, subcont ractors and final users, each one having his 

own needs and goals;  am ong users, you m ay dist inguish those 

who use your product  for  them selves and those who do it  for  

som ebody else;  m oreover, you have to take into account  the
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context  of use, nam ely if your product  (exist ing or potent ial)  is

joint ly used with another one. I f your product  is used as a tool -a 

car is a tool for  the m otor ist  who uses it  to go from  one place to 

another- , you have to consider it s purpose, which wants it  

supplies and in which way it  is used. I t  is very diff icult  to speak 

about  such a subject  in a general way.

The role of the innovator is to coordonate the different  actors v ia 

a network, a portal and collaborat ive plat form s;  his dashboard 

could be a collect ion of K-Maps.To the quest ion "Who innovates? 

The Com pany or the Market?", it  is possible to answer:

-  The com pany (unless the innovat ion is subcont racted)

-  The m arkets ( in the plural)

-  The laboratory (at  the or igin of the discovery, if not  inside the

com pany)

- The innovator him self ( for  he has a specific role) .

2 .3 . Know ledge base

I f your Com pany wants to innovate in order to rem ain 

com pet it ive, it m ust  star t  from  a knowledge base. This base m ay 

be internal or external;  it  generally depends on the degree of 

theoret ical content and the nature of knowledge –whether it  is 

codified or tacit - . Scient if ic knowledge is m ore often codified 

whereas engineer ing one is rather tacit  when it  lies on know-how 

and exper ience.

As we already observed it ,  innovat ion has to be em bedded into a 

genuine st rategic plan tak ing into account  the specificit y of the 

product  to be brought  to the m arket . The m ain issue is how to 

access to the knowledge which generally or iginates from  research 

inst itut ions. Karan J. Sorensen (1) dist inguishes

- absorpt ive capacity ( in-house basic research, publicat ions, 

patents,

conferences, exhibit ions and so on)
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- connectedness (direct  exchanges through m eet ings, networks, 

CoPs,

reciprocal v isit s, research consort ia and so on)

- collaborat ive research which we shall exam ine further.

2 .4 . Collaborat ion role

Whatever m ethod you use, Knowledge Managem ent  is a m ust  to 

share the inform at ion and any how, as Sorensen under lines it ,  it  

is very im portant  to ident ify the "Thought  leaders"  in your own 

field. Collaborat ive research is at  the source of the m ain 

successful innovat ions and som e firm s designed very efficient  

m ethods as CISCO, in the fram e of it s "Em ergent  

Technologies"  with it s internal ent repreneurship-m inded start -up 

team s with external assigned persons or DEGUSSA with it s 

"Project  Houses". One of them  was descr ibed by Dr Andreas 

Gutsch, Head of Creavis Technologies & I nnovat ion, Degussa

A.G., for  "NanoTech Day" on Septem ber 28, 2006. The problem

encountered was the excessive heat ing of new bat ter ies for  hybr id

cars;  it  was solved by a ceram ic separator based on custom ized

nanom ater ials designed thanks to a plat form  working in 

collaborat ion with academ ic inst it ut ions dur ing 3 years under the 

sam e roof, gather ing academ ic scient ists for  their  fundam ental 

knowledge together with Degussa searcher for  their  technology 

exper ience and m arket ing knowledge. Let  us observe that  the 

m arket  am ounts to € 1,4 billions and will reach 3,9 in 2015. Such 

an init iat ive was well detailed at DECHEMA in Francfort  ion May 

29, 2006 (2) .

Project  Houses are new technologies plat form s staffed by a 20-30

persons teeam  with a budget  exceeding € 15 m illions and doom ed 

to last 3 years, with a close cooperat ion with academ ia, the 

products or processes sprung from  their  research being 

com m ercialized within exist ing Business Units or  through internal 

star t -ups.

As you m ay see, innovat ion is no longer left  to chance but  it  relies
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on long term  project  m anagem ent  leaning on a few selected 

dom ains:  it im plies a st ructurat ion with ad hoc com m itees, 

regular m eet ings with agenda, v isits of sites and so on. An 

im portant  issue is the status of IP when several ent it ies work 

together;  this supposes that  contractual re la t ionships

regarding the result  of the research have been clear ly defined (3)  

nam ely who will own the patent  or  benefit  from  its

com m ercializat ion or indust r ializat ion, that  com m unicat ion 

between the m em bers is guaranteed and that  non-disclosure to 

third part ies is required;  the royalt ies if any have to be specified.

2 .5 . Bootst rapping the process

What  is called the Fuzzy Front - End  (FFE)  by authors as Pet re 

Koen (4) is the stage ly ing at  the very beginning of the innovat ion 

process ; this process is generally considered as a funnel star t ing 

with ideas, followed by a developm ent  stage, a prototype

stage if any, m anufactur ing  and com m ercializat ion ;  each 

stage is separated from  the preceding one by a screening  in 

order to select  valuable possibilit ies and take into account  

potent ial const raints. Whereas the innovat ing process has been 

thoroughly studied, the FFE is an ill- known creat ive process 

because it  is quite unst ructured and especially iterat ive though it  

is the m ost  cr it ical phase that  the future act ions depends on. To 

ident ify business opportunit ies,  you have to know both the

research capabilit ies and the custom ers needs but  this is far  

from being explicit  knowledge. I ndeed, the start ing point  it self is 

unset t led:  you m ay start  from  the current  research, external or  

internal,  or  from  the m arket  needs and the environm ent  t rends;  

you m ay expect  an increm ental innovat ion or a radical one;  this 

stage m ay be lim ited to an indiv idual or  extend to a team  m ade 

up to fulfill a project . I n our opinion, radical innovat ions are m ore 

research-or iented whereas increm ental ones are m ore custom er-

generated though they are both for custom er’s sake. I n fact , the 

quite init ial concept  begins to grow inside the heads of indiv iduals 

and this is a perm anent  phenom enon. For this k ind of indiv iduals, 
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the m ain purpose is being acquainted with scient if ic, technical and 

social events even if they have, as it generally is the case, a 

funct ion in the com pany of Market ing or St rategy Execut ive 

Officer.

I n pract ice, innovat ion begins m ost ly with a hint  which will 

bootst rap the whole process unt il it s closing or before in case it s 

unworthiness should be recognized. Such a hint  is not  yet  the 

" idea" referred to in som e theoret ical m odels (5)  and is situated 

upst ream :  it  is just  an intuit ion according to which such or such 

field of basic research could be useful to the com pany in order to 

respond a need, either this need is explicit ly ut tered by custom er

or just  latent  ( it  is latent when users are only potent ial because 

people did not  yet  thought  of it but  would welcom e the m ean to 

sat isfy it  if it  would be offered to them ) . From  this m om ent , a 

sequence of act ions has to be im pulsed in an iterat ive way:

-  study of scient if ic and technical literature

-  ident if icat ion of related patents and com pet it ion act ions

-  contacts with searchers and experts

-  m arket  invest igat ions

-  m eet ings with laborator ies representat ives in expectat ion of

cont ractual relat ionships

-  discussions with custom ers to collect  their  suggest ions or 

im agine

their  point  of v iew

- statem ent  of pr inciples

I f the innovat ion concerns a product  m ade of several innovat ive

com ponents, the sam e steps have to be taken for each one after

breakdown of the whole as in the case of MP3 (Ref.:  §1.2) .

We did not  allude to potent ial const raints about  supplying,

m anufactur ing, dist r ibut ing and so on which are entered upon 

dur ing the innovat ion process it self (nam ely, dur ing screening)

and which available m odels take into account .

Var ious technologies m ay be used to help working up such 

processes located at  the advanced posts of innovat ion:  
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Know ledge Managem ent  and Business I nte lligence  for  

inform at ion gather ing and m ethods of custom ers needs deepening 

such as "vir tual future environm ent " in a contextual situat ion (6) .
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Com m ercializat ion 2007, Key I P issues in collaborat ive research in

France, Baker & McKenzie, Par is, A Supplem ent  to I ntellectual 

Asset Managem ent  m agazine ( iam ) , February 2007

(4)  Peter Koen, Tools and techniques for  m anaging the front  end 

of innovat ion, Highlights from  the May 2003 Cam bridge 

Conference
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3 . Em ergent  st rategies and virtual 

enterprises

3 .1 . New  m anagem ent  behaviour

Owing to an art icle of Dann and Barclay (1) , com plexity involves a 

“m anagem ent  based on knowledge collect ion and it s 

t ransform at ion”  through “organizat ion of people and act iv it ies”  -

that  is “well t rained and inform ed people”  and encouraging 

inform al groups” -  to ext ract  m axim um  value that  is ” t ransform ing 

knowledge into m arketable products and services” .

I ndeed, at  the era of knowledge econom y, m anagem ent  has a 

double aspect ;  to borrow the term s used by Thom as A. Stewart  

(2)  it  has to take care both of a “m achine”  and of a “garden” . This 

at t itude of m ind is referred to as an “em ergent  st rategy”  cont rary 

to the classical ”deliberate”  or  “ intended”  st rategy.

The em ergent  st rategy  “em erges”  from  a “garden”  which has to 

be sowed, cult ivated and harvested. I t  is not  workflow-defined but  

hum an-centered. Hum an capital is indeed a very valuable asset  

and it  is worth being solicitous about  it .  I t  is m ent ionned in m any 

dashboards such as Kaplan & Norton’s balanced scorecard, 

Sveiby’s I ntangible Asset  Monitor or  Skandia’s Navigator.
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You find into them  econom ical, organizat ional, relat ional, hum an 

and educat ional item s. The educat ional one seem s the one which 

m ay be used to obtain the state of m ind com plying with the so-

called em ergent  st rategy. The problem  is that  in every system  

you m easure quant itat ive m easurem ents but  nobody tells you 

why you have people learning, what  they learn and what  they 

acquired by m eans of this learning. You just  suppose that , as the 

great  object ives are inter linked, the im provem ent  of your ROI  ( if 

any)  is part ially  indebted to this learning effor t !  I t  is quite 

unavailing.

So, we have to determ ine what  people have to learn to be able to 

cont r ibute to the global st rategy through a useful and if possible 

innovat ive em ergent  st rategy. How to m ake so that  the com pany, 

pr im ar ily m ade up of indiv iduals having each one it s aspirat ions 

and it s character ist ics, behaves like a single organizat ion having 

it self it s own or iginalit y and it s finalit y , even if one considers that  

it  is with the service of the indiv iduals who m ake it  up and his 

var ious partners -  am ong whom  figures com m unity-? I s it  allowed 

to speak about  collect ive intelligence – thus dist r ibuted without  a 

cent ralizat ion im ply ing a determ inat ion of the object ives and the 

m anner of reaching them  by top-down inst ruct ions ? On another 

side, which freedom  of act ion rem ains with the actors of the 

com pany when no init iat ive is encouraged even tolerated on 

behalf of those which do nothing but  carry out  inst ruct ions 

elaborated or t ransm it ted by the hierarchy? I t  is diff icult  to 

im agine a com pany innovat ing and able to react  quick ly to the 

external requirem ents and changes of the environm ent , whatever 

their  nature:  com m ercial, technological, legislat ive or social and 

their  geographical im pact , without  a suitable organisat ional 

st ructure, a favorable state of m ind and a cultural context  being 

set  up.

The condit ions to fill w ill have to thus allow

- init iat ives to express it self like consequence of the im m ersion of

the whole of the agents in a regular flow of knowledge as well

”pushed”  as “drawn”  leading those to react  to any dysfunct ion
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or signal even “weak”of change

- problem s to be solved and decisions to be m ade quite 

t ransparent ly and within a collaborat ive fram ework or a project  

m anagem ent  st ructure

That  supposes nevertheless an essent ial prerequisite:  the staff 

has to be be t rained and involved to act  in accordance with the 

collect ive interest . For that , beside usual cont inuous t raining 

aim ing at  updat ing the t rade-or iented knowledge, the staff 

needing it  will receive a general init iat ion on aspects financial, 

econom ic, social, environm ental and so on as well as on the 

st rategic object ives specific to the com pany as well as on the 

var ious m ethods of decision-m aking and the data-processing

assistance which is associated to them .

3 .2 . Collect ive  inte lligence

At  this stage of our reflect ion, we m ay assert  that  innovat ion as 

well as collect ive reflect ion (based upon dist r ibuted intelligence)

depend on a specif ic state-of-m ind which is to be flour ishing only 

in a context  of som e freedom . In order to tap this dist r ibuted 

intelligence, you have to let  people ut ter  their  opinion by m eans 

of networking and collaborat ive tools; m oreover, you have to 

create the psychological and sociological condit ions to enhance 

this ut terance. People have no longer to hide their  init iat ives (unt il 

they are m ature... and successful)  but  m ust unveil them  at  the 

beginning without  fear ing being blam ed for not com plying with 

the hierarchy.

Now, let  us look how it  could work in the case of a collect ive

reflect ion. From  the organizat ional point  of v iew, you have to use

collaborat ive plat form s which generally help project  leaders 

m anaging a project  or  a portofolio of projects, take care of as well 

work realized as the knowledge acquired in the shape of var ious 

docum ents, in a genuine t raceable way. But  an issue of pr im e 

im portance is how you progress from  the first  statem ents to the 

final conclusion. To accom plish this, you need to create and use 
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som e concepts buoying out  the rat ionale and suitable to your own 

context .

An im portant  issue is the level at  which the collaborat ive 

intelligence has to be pract ised;  of course, the whole (extended)  

firm  m ay be concerned but  in this case, would it  be possible to 

im agine a fractal st ructure of projects. Moreover, is it  possible to 

im plem ent  a collect ive intelligence or iented proceeding into a 

cent ralized organizat ion insofar as you apply solut ions like

the above suggested ones?

3 .3 . Vir tual enterpr ise

A way of tackling com plexity is the im plem entat ion of so-called «

vir tual enterpr ises »;  a v ir tual enterpr ise is a whole generally 

m ade of several independent  enterpr ises at tem pt ing to reach a 

com m on goal which is m ost ly tem porary whereas behaving, seen 

from  outside, as a unique enterpr ise;  it s m anagem ent  m ay be 

cent ralized but  it  is m ore often dist r ibuted - that  is hosted inside 

each part icipat ing firm - . Each partner has one or several definite 

roles and one of them  m ay have a leadership or at  least  is 

init iat ing what  m ay be considered as a project . The organizat ion is 

v ir tual but  of course the resources are well real. The vir tual 

enterpr ise is dist inguished by it s m anagem ent , it s networking and 

ICT specific tools.

From  the m anagem ent  point  of v iew, it  is useful to discr im inate 

the st rategic side from  the operat ional one. The st rategic point  of 

v iew is nam ely related to the opportunity of enter ing a vir tual 

organizat ion, to the choice of partners (not  always the sam e for 

different  m issions)  and to business rules;  the operat ional one

concerns the tasks to be achieved, the roles assignm ent , 

intellectual property agreem ents and so on.

At  the present  t im e ICT tools exist  for  integrat ing, collaborat ing,

networking ( including social capital im proving) , knowledge 

m anagem ent (hum an capital)  and com petencies shar ing -as well 

as for  program m able tasks and processes as non-program m able 
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ones- , planning, ressources acquisit ion, m onitor ing;  standards are 

appear ing for  specifically dealing with v ir tual enterpr ises concerns 

such as m odelling, unify ing partners processes and var ious 

services (standard procedures)  such as relat ionships between 

partners supported by XRM (eXtended Relat ionship Managem ent )  

(3)  (4)  (5)

(1)  Dann, Z. and Barclay, I . ,

”Com plexity Theory and Knowledge Managem ent  Applicat ion” , 

The

Elect ronic Journal of Knowledge Managem ent , Vol. 4, I ssue 1, pp 

11-20,

available on line at  ht tp: / / www.ejkm .com ,2006

(2)  Thom as A. Stewart , The Wealth of Knowledge:  I ntellectual 

Capital

and the Twenty-First  Century Organizat ion, NY, Random  House, 

2001

(3)  RAND Corporat ion, Europe Com pet ing:  Business Needs and 

Technological

Trends for  Vir tual, Sm art  Organisat ions in Europe, MG-195-EC, 

February

2004, Report  for  the European Com m ission of I nform at ion

(4)  European Com m ission, Collaborat ion @ Work, Report  2006

(5)  VTT, Globem en, 2003 (ht tp: / / www.inf.vt t . f i

then “English” , then

”Publicat ions” , then PDF, thenVTT 2003, then “search:  Globem en
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4 . FROM RANK TO PEER

ORGANI ZATI ON

4.1. GOALS AND ROLES

We are accustom ed to t radit ional organizat ional charts which 

reserve a place to indiv iduals according to the level and the kind 

of task for  which they were hired;  when an em ployee leaves the 

com pany, another one generally takes his place in order to fill the 

gap. I n this way, the organizat ion offers always the sam e 

st ructure and change is not  an easy m at ter –insofar that  

som ebody cares for  it - .

The pr inciple of m ost  organizat ional charts is “one task, one 

m an”  and it  is extended from  the bot tom  to the top. This leads to 

a work part it ion which is not  always com pliant  with a good 

consistence and unique alignm ent  on st rategy. Everybody heard 

of stor ies (not  success ones)  about  the divergent  act ions of the 

Market ing Manager and the Sales Manager (about  product  scope) , 

the Financial Manager and the Sales Mannager (about  inventor ies 

level) , the Technical Manager and the Sales Manager (about  

batches size)  and so on. 
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I t  m ay be necessary to think of goals before roles and the goals 

m ay be grouped into a few basic clusters such as:

- (A)  scient if ic and technical 

- (B)  com m ercial and m arket ing 

- (C)  adm inist rat ive and social 

- (D)  econom ical and financial 

After  that , you m ay think of operat ions such as the ones you m ay 

find in any quality m anual;  for  instance

-  (A)  design and developm ent , product  realizat ion

- (B)  custom er- related processes

- (C)  resource m anagem ent

- (D)  m easurem ent  analysis and im provem ent

There are som e analogies with scorecard  pract ice concerning

- (B)  CUSTOMER

- (D)  FINANCIAL

but  it  is diff icult  t o com pare (A)  to LEARNING AND GROWTH and 

(C)  to INTERNAL BUSI NESS PROCESS;  in fact , scorecard item s 

are perform ance-or iented.

Then you m ay com e back to occupat ional concerns such as 

those of the US Departm ent  of Labour for  m anaging occupat ions:

- (A)  Operat ions specialt ies:  I ndust r ial Product ion

- (B)  Advert ising, Market ing,Prom ot ions, Public Relat ions, Sales 

 Operat ions specialt ies:  Purchasing

 Transportat ion, Storage, and

Dist r ibut ion

- (C)  Operat ions specialt ies:  Adm inist rat ive

Hum an Resources

- (D)  Operat ions specialt ies: Com puter and I nform at ion System s

Financial
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Start ing from  the goals (according the leading st rategy)  , we 

shall define the roles in a cluster fram e, then we could specify 

the occupat ional posit ions and then state the perform ance 

indicators.

To define the roles we m ay call for  a m ethod prom pted by 

Value Analysis (1) . I t  is generally used to define new 

products in order to evaluate each funct ion with regard to the 

genuine needs of the user and the cost  it  im plies.The aim  is to 

sat isfy the custom er neither less nor m ore than what  he 

expects for  his expense and at  the least  cost  for  the supplier . 

For this purpose, you have to scrut inize each com ponent  or  

subsystem , est im ate it s cont r ibut ion to the value of the product  

and it s cost  share.

Sim ilar ly , we could do som ething like that  to analyze funct ions, 

especially m anager ial ones, star t ing from  the goals and the 

tasks to be done, as well as the deliverables within a defined 

per iod and the necessary resources (2) . 

4.2. COLLABORATIVE DECISION MAKING

In the labour f ield, we are interested in hum an resources and 

peculiar ly com petencies. The problem  is to state:  Who or which 

group or team  will do the work and to whom  will it  report?

You m ay find insight  about  a m ethod after  the study of City 

University (3) :  it  unif ies object ives statem ent , perform ance 

indicators, com petencies, m anagem ent  role, perform ance 

assessm ent  and indiv idual developm ent .

We recognize that  the cluster organizat ion we suggested is not  

sufficient  to ent irely avoid siloing for  it  rem ains a need for  

link ing clusters together but  this could be realized by team s

including representat ives of each cluster.
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Such team s could be perm anent  or  tem porary according to 

their  purpose;  but  the m ain role of these team s is to help 

m aking decisions. As Professor Nielsen asserts “By denying no 

one the chance to m ake decisions about  issues affect ing his or  

her work, it  w ill increase everyone’s product iv it y and lower 

costs.”  (4) , opposing Peer Thinking to Rank Thinking.

Team s will becom e m ore and m ore at  the core of decision-

m aking inside com plex organizat ions because change is fast , 

com pet it ion acute, technology evolv ing, environm ent  uncertain. 

Professor Nielsen’s concept  im plies peer- based councils, 

networks of councils, rotat ional leadership based on peer 

review, team work and knowledge shar ing.

I n fact , on one hand, the collect ive thinking is signif icat ive only 

if you have a sufficient  num ber of part icipants because of the 

necessary diversity of points of v iews, exper iences, 

com petencies and opinions, on the other hand, it  is diff icult  to 

coordinate plethor ic groups;  this leads to m aintain team s of 

reasonable size which is very context-dependent  ( it  is said that  

50 to 75 indiv iduals is a good num ber on condit ion that  you 

would be able to div ide them  into sm aller  groups of about  8 for  

m ore focused discussions) .

A m ean of solv ing the above cont radict ion is to adopt  a 

hierarchy of team s having not  a rank role but  sim ply a logical 

one linked to the level of issues to be tackled, upper levels 

com prising delegates of lower ones.

4.3 TOWARD A NEW CULTURE 

Everybody can im agine the best  organizat ion being suitable to 

his environm ent  but  the diff iculty is to br ing together the 

psychological requirem ents leading to em ployees involvem ent . 

This point  is well under lined by NCEO (5)  with exam ples such 

as W. L. Gore & Associates, a 8,000-associates owned com pany 

( “no m anager, no job t it le, no hierarchy, no report ing rules” ) ;  
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this is an ext rem e exam ple but  it  is typical of the team  building 

on the init iat ive of any em ployee on condit ion that  som e agree

with joining, the leadership of the team  being devoted to the 

m ost  skilled for  a given t im e.

The collaborat ive  w ork  is often com pared with the collect ive 

act ion of ants, bees, birds or herr ings but  we m ust  not ice that  

m an is different  nam ely because he has other concerns than 

the elem entary inst inct ive dr ivers of those populat ions and 

because he is not  only guided by a collect ive m ot ivat ion;  thus, 

if you want  to obtain a collect ive behaviour, you have to 

int roduce incent ives ( stock ownership plan, rewards)  and 

create propit ious condit ions (open-book m anagem ent , t raining, 

inform at ion shar ing) .

I n fact , it  is very diff icult  to obtain good team s that  is team s 

where people feel well together and which offer  the necessary 

diversity. Before doing that , you have to create a good social 

clim ate, an enterpr ise culture with clear ly stated and pract ised 

values and a pr im e inform at ion system  including an adequate 

knowledge m anagem ent . 
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