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 We fi nd that as the percentage of requesters seeking more access 
moves beyond about 25, it hinders the performance of both the in-
dividual and the group and becomes a strong predictor of voluntary 
turnover. As well-regarded collaborators are overloaded with de-
mands, they may fi nd that no good deed goes unpunished. 

 The exhibit “In demand, yet disengaged,” refl ecting data on busi-
ness unit line leaders across a sample of 20 organizations, illustrates 
the problem. People at the top center and right of the chart—that is, 
those seen as the best sources of information and in highest demand 

I n demand, yet disengaged       

  Data on leaders across 20 organizations shows that those regarded by 
 colleagues as the best information sources and most desirable collaborators 
have the lowest engagement and career satisfaction scores, as represented 
by the size of their bubbles.  
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 The move from pipeline to platform involves three key shifts: 

1. From resource control to resource orchestration.   The re-
source-based view of competition holds that fi rms gain advantage 
by controlling scarce and valuable—ideally, inimitable—assets. In 
a pipeline world, those include tangible assets such as mines and 
real estate and intangible assets like intellectual property. With plat-
forms, the assets that are hard to copy are the community and the 
resources its members own and contribute, be they rooms or cars 

Platform

Providers

Owner

Producers Consumers

Buyers or users
of the offerings

Creators of the
platform’s offerings
(for example, apps

on Android)

Controller of
platform IP and
arbiter of who may
participate and in
what ways (Google
owns Android)

Interfaces for
the platform

(mobile devices are
providers on Android)

Value and data
exchange and feedback

 The players in a platform ecosystem       

  A platform provides the infrastructure and rules for a marketplace that brings 
together producers and consumers. The players in the ecosystem fi ll four 
main roles but may shift rapidly from one role to another. Understanding the 
relationships both within and outside the ecosystem is central to platform 
strategy.  
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profi table and demanding customers with ever-improving products 
and services, and they pay less attention to less-demanding custom-
ers. In fact, incumbents’ off erings often overshoot the performance 
requirements of the latter. This opens the door to a disrupter fo-
cused (at fi rst) on providing those low-end customers with a “good 
enough” product. 
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 The disruptive innovation model       

  This diagram contrasts  product performance trajectories  (the dashed lines 
showing how products or services improve over time) with  customer demand 
trajectories  (the solid lines showing customers’ willingness to pay for per-
formance). As incumbent companies introduce higher-quality products or 
services (upper dashed line) to satisfy the high end of the market (where prof-
itability is highest), they overshoot the needs of low-end customers and many 
mainstream customers. This leaves an opening for entrants to fi nd footholds 
in the less-profi table segments that incumbents are neglecting. Entrants on 
a disruptive trajectory (lower dashed line) improve the performance of their 
off erings and move upmarket (where profi tability is highest for them, too) and 
challenge the dominance of the incumbents.  
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 To this point, we’ve addressed only whether or not Uber is disrup-
tive to the taxi business. The limousine or “black car” business is a 
 diff erent story, and here Uber is far more likely to be on a disruptive 
path. The company’s UberSELECT option provides more-luxurious 
cars and is typically more expensive than its standard service—but 
typically less expensive than hiring a traditional limousine. This lower 
price imposes some compromises, as UberSELECT currently does not 
include one defi ning feature of the leading incumbents in this market: 
acceptance of advance reservations. Consequently, this off ering from 
Uber appeals to the low end of the limousine service market: custom-
ers willing to sacrifi ce a measure of convenience for monetary savings. 
Should Uber fi nd ways to match or exceed incumbents’ performance 
levels without compromising its cost and price advantage, the com-
pany appears to be well positioned to move into the mainstream of the 
limo business—and it will have done so in classically disruptive fashion.  
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The ubiquitous “disruptive innovation” 

“Disruptive innovation” and “disruptive technology” are now part of the 
 popular business lexicon, as suggested by the dramatic growth in the number 
of articles using those phrases in recent years.

Source: Factiva analysis of a wide variety of English-language publications
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Line extensions keep the base growing. And then we’re always look-
ing for hero  products—  the two or three big products that will drive 
the top line signifi cantly in a particular country or segment. Moun-
tain Dew Kickstart is one of those. It’s a completely diff erent product: 
higher juice content, fewer calories, new fl avors. We thought about 
this innovation diff erently. In the past we just would have created 

Pepsico fi nancials 

Year-end
stock price 
(per share)

Founded: 1965 (Pepsi-Cola and Frito-Lay merger)
Headquarters: Purchase, New York

$94.56

$65.33

Employees: 271,000

Revenue
(in US$ billions)

FY10 FY11 FY12 FY13 FY14

$6.320

$57.848 $66.683

$6.513Net income

Sources: Wall Street Journal historical stock quotes and PepsiCo annual reports
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Consumers seem very demanding these days. How do you keep up with 
that? 

We have to make sure we’re engineering our portfolio for the 
consumer of the future. There’s nothing wrong, for example, with 
aspartame. But if consumers say they don’t like it, we have to give 
them a choice. We’ll off er a diet product that’s  aspartame-  free. Simi-
larly, there’s nothing wrong with  high-  fructose corn syrup, but if 
consumers say they like real sugar, we have to off er that, too. 

 What’s your proudest accomplishment since becoming CEO?
I took over PepsiCo just after it had a string of successful years. 

Then everything changed. We faced new regulatory pressures on 
our  fun-  for-  you categories, and our  good-  for-  you business wasn’t 
fully developed. The North American market slowed down, and we 
weren’t big enough internationally. Sales through some major U.S. 

PepsiCo’s billion-dollar brands

Beverages Food

Pepsi

Mountain Dew

Gatorade

Tropicana

Diet Pepsi

7UP

Mirinda

Lipton

Aquafi na

Pepsi Max

Brisk

Sierra Mist

Diet Mountain Dew

Starbucks ready-to-drink beverages

Source: PepsiCo FY14 annual report

Lay’s 

Doritos

Quaker

Cheetos

Ruffl  es

Tostitos

Fritos

Walkers Crisps
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3.   Indoor usability and maneuverability  

4.   Easy,  low-  cost maintenance and local repair   

 Those criteria conveyed little about what form the wheelchair 
would have to take. However, had the team missed one of them, 
imposed an existing solution, or made its own assumptions, it prob-
ably would have failed.  

Key advantages of the Leveraged Freedom Chair

Extra safe
A long wheelbase,
a seat belt, a chest
strap, and foot
straps keep the
user secure.

Faster and all-terrain
The levers help users
generate more speed
on flat ground or
torque to negotiate
rough roads.

Versatile
The levers can be
dismantled and
stored to make
the chair easy
to use indoors. 

Less tiring
Users don’t
have to expend
as much energy to
propel the chair.

Cheap to make
and repair
The chair is built
with parts found
at any bicycle shop.

Source: GRIT/Asme Demand
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  Let’s assume that in a 1,000-strong village, each person needs 
three liters of drinking water a day, the village has a tower that can 
hold 3,000 liters, and it’s 10 meters high. Using high school phys-
ics, one can calculate that 25 children, playing for 10 minutes each, 
could theoretically fi ll the tower. 

 But further analysis alters the picture. After all, children spin 
 merry-  go-  rounds so that they can ride them until they’re dizzy, 
and if all the energy from their pushing goes to pumping water, the 
 merry-  go-  round will stop as soon as they stop pushing. That’s no 
fun! If we assume that half their energy goes into spinning and half 
into pumping, the energy requirement doubles; 50 children must 
use the PlayPump for 10 minutes each daily to keep the tower full. 

        

U.S.-focused upgrades to the GRIT Freedom Chair

Collapsible
The chair comes
apart so that all
the components
fit in a car trunk.

Precision engineered
Sophisticated
manufacturing processes,
such as tungsten inert
gas welding, an
anticorrosion coating,
and CNC machining,
improve movement
and durability.

Easy-to-remove parts
The seat back, wheel
hubs, and footrest
can be released
quickly and with
one hand.

Source: GRIT/Nathan Cooke
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Measuring results

To measure progress, the HMC chose fi ve metrics that addressed the aim of better, faster, and more aff ordable care and set 
audacious goals: (1) 85% of patients who called for an appointment could get one within one business day; (2) 100% of 
patients would refer a friend to the clinic; (3) 100% of them would receive treatment in accordance with validated research; 
(4) 90% would meet targets for number of days to resume normal daily routines; and (5) costs of treating a condition would 
be lower for the new process versus the established one.

Success 
measures

Lower back 
pain

Shoulder, knee, 
and hip pain Headache

Breast 
problems

Upper 
respiratory 
illness Diabetes Screening

Same-day access 93% 86% 100% 26% 100% 100% 100%

Patient satisfaction 98% 98% 92% 94% 100% 96% 96%

Evidence-based medicine 92% 81% N/A 100% N/A N/A N/A

Rapid return to function 99% 97% N/A 42% N/A N/A N/A

Savings in direct costs 23.5% 37.7% 49.1% N/A N/A N/A N/A

Initiated 2010 2010 2011 2012 2012 2013 2012

Duration 35 mos 35 mos 24 mos 38 mos 18 mos 10 mos 14 mos

No. of patients 499 343 657 86 111 47 151

Note: The six value streams were uncomplicated back pain; uncomplicated shoulder, knee, and hip pain; uncomplicated headaches (migraines); 
breast problems (lumps, pain, redness, discharge); uncomplicated upper respiratory illness; diabetes; screening for infl uenza and pneumonia 
immunizations and to detect illnesses such as diabetes, high blood pressure, and colon and breast cancer.
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Building a collaborative

The Healthcare Marketplace Collaborative was organized and staff ed as an 
important business enterprise with a regular operating rhythm, not as an 
“extracurricular” activity.

Team Members Frequency Responsibility

Core operating 
team 

Program manag-
ers, lean experts, 
clinicians, and the 
physician leader

Weekly Oversee the design and imple-
mentation of value streams, 
manage integration among the 
teams, identify issues such as 
variations in practices and data 
collection problems, and deter-
mine possible solutions. 

Medical team Medical directors 
from Intel and 
the two health 
systems, the 
physician leader, 
and program 
managers 

Monthly Review and modify the clinical 
value streams to accommodate 
local needs, evaluate results 
of various approaches, and 
approve the fi nal value streams. 
Cultivate buy-in from skeptical 
clinicians and foster a patient-
centric, data-driven culture.

Steering 
committee

Executive spon-
sors, medical 
directors, and the 
physician leader

Quarterly Set the initiative’s strategic 
direction, determine how many 
and what type of conditions 
should be tackled, and monitor 
progress. 

All-hands 
team

All key players; 
other stakehold-
ers such as clini-
cians and IT staff  
from the health 
systems 

Annually Conduct annual planning and 
align strategic direction.
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What did it take to staff  the HMC initiative? Here’s how the resource allocation 
broke down.

Company Members of the HMC

Commitment 
(% of time per 
person)

Intel Executive sponsors: VP of human resources, VP 
of manufacturing

Medical director

Program manager: midlevel manager with expe-
rience in leading lean projects and managing 
initiatives across organizations 

Operations facilitators: 2 to 3 senior individual 
contributors skilled in group facilitation and 
long-range planning

Lean experts: 2 to 4 people certifi ed in lean 
methodologies

Administrative assistant

HMC champions: 2 senior VPs

Data specialist

10% 

20%

50%

30% 

50% to 75% 

15%

1%

20%

Providence and 
Tuality

Executive sponsors: Providence’s chief strategy 
offi  cer and Tuality’s CEO

Medical directors

Program/operations managers

Clinicians: data collection, training, and process 
development, as well as clinical care

10% to 15%

20%

40%

50%

Public 
employers 

Executive sponsor: administrator of the boards 3% to 5%

Virginia Mason Physician leader 5%

Cigna Executive sponsor: regional medical executive

Data analyst

5%

5% 
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Initial contact
Patient with uncomplicated
lower back pain calls
primary care physician (PCP)
to make appointment.

Time elapsed: 2 days 

Traditional
process 

Delivery of care is physician-
focused and varies depending on
the health care provider. Patients
run a gantlet of physician visits
and medical tests before
treatment begins.

Average duration:
52 days

PCP visit
PCP evaluates patient and 
recommends two weeks of 
rest, prescription medication, 
or both. 

Time elapsed: 14 days 

2

Specialist visit/imaging 
Specialist rules out a serious 
condition but may order
imaging  if not already
done by PCP.

Time elapsed: 2 days 

PCP follow-up/imaging
Physician reevaluates patient;
may order imaging (X-ray or MRI), 
make a referral to a specialist 
or physical therapist, or both.

Time elapsed: 5 days 

3

Physical therapy
PT begins treatment and
schedules follow-up visits,
once or twice weekly, for
3 to 6 weeks.  

Time elapsed: 24 days 

1

4

Recovery 
The patient’s worry mounts until
physical therapy begins nearly a 
month later. Time and money are
wasted on unnecessary doctor
visits, tests, and medication.

7Specialist follow-up
Specialist reevaluates 
patient and reviews imaging; 
prescribes physical therapy.

Time elapsed: 5 days 

5

Two approaches to treating back pain

Evidence shows that most patients with uncomplicated lower back pain can be treated eff ectively with physical therapy. Yet 
most health care providers routinely require more-elaborate processes that waste time and money.
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The HMC’S
process 

In this evidence-based process, 
patients feel better sooner, the 
cost of care is reduced, and a
greater volume of people can be
treated. Physicians and specialists
are freed up to treat patients with
more serious conditions. 

Average duration:
22 days Screening

Rehab office assistant
uses a screening tool
to determine whether
patient can go straight
to physical therapy. If
so, patient is scheduled
for an evaluation within
24 hours. 

Time elapsed: 1 day Time elapsed: 21 days 

Physical therapy
Physical therapist
screens patient a
second time for serious
conditions, addresses 
fears (of cancer,
permanent  disability,
the need for surgery,
and so on), and begins
treatment: PT visits, once
a week (supplemented
by home exercises), for
3 weeks. 

Time elapsed: 0 days 

Initial contact
Patient with
uncomplicated 
lower back pain calls 
DirectLine to Health Care.

1

Recovery
Patient receives 
reassurance
immediately and
starts feeling better 
physically within
a week. If patient
does not improve
as expected, an
appointment with
a specialist is
arranged. 

2 3 4
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 What makes international negotiations interesting (and compli-
cated) is that people from some very emotionally expressive cul-
tures—such as Brazil, Mexico, and Saudi Arabia—may also avoid 
open disagreement. (See the exhibit “Preparing to face your coun-
terpart.”) Mexicans tend to disagree softly yet express emotions 
openly. As a Mexican manager, Pedro Alvarez, says, “In Mexico we 
perceive emotional expressiveness as a sign of honesty. Yet we are 
highly sensitive to negative comments and off ended easily. If you 
disagree with me too strongly, I would read that as a signal that you 
don’t like me.”  

 In other cultures—such as Denmark, Germany, and the 
 Netherlands—open disagreement is seen as positive as long as 

 Preparing to face your counterpart       
  The map below sorts nationalities according to how confrontational and emo-
tionally expressive they are. Although negotiators often believe that the two 
characteristics go hand in hand, that’s not always the case.  

Avoids
confrontation

Germany Denmark

Netherlands

Israel Russia

France Spain

Italy

U.S.

Brazil

India

Mexico
Saudi
Arabia

Philippines

UK

Sweden
Korea

Japan

Confrontational

● ●

● ●

●

● ●
●

●

●

●

●

● ●

●

●
●

●

Emotionally 
expressive

Emotionally
unexpressive
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much less relegate them to doing the bidding of robot overlords. In 
some cases these machines will allow us to take on tasks that are 
 superior—  more sophisticated, more fulfi lling, better suited to our 
 strengths—  to anything we have given up. In other cases the tasks 
will simply be diff erent from anything computers can do well. In 
almost all situations, however, they will be less codifi ed and struc-
tured; otherwise computers would already have taken them over. 

 We propose a change in mindset, on the part of both workers and 
providers of work, that will lead to diff erent  outcomes—  a change 
from pursuing automation to promoting augmentation. This seem-
ingly simple terminological shift will have deep implications for how 
organizations are managed and how individuals strive to succeed. 
Knowledge workers will come to see smart machines as partners and 
collaborators in creative problem solving. 

 This new mindset could change the future.  

  Five Steps to Consider 

 Let’s assume that computers are going to make their mark in your 
line of work. Indeed, let’s posit that software will soon perform most 
of the cognitive heavy lifting you do in your job and, as far as the 

Three eras of automation

If this wave of automation seems scarier than previous ones, it’s for good 
reason. As machines encroach on decision making, it’s hard to see the higher 
ground to which humans might move.

Era one Era two Era three

Machines take away the 
dirty and dangerous—
industrial equipment, from 
looms to the cotton gin, 
relieves humans of oner-
ous manual labor.

Machines take away the 
dull—automated interfaces, 
from airline kiosks to call 
centers, relieve humans of 
routine service transactions 
and clerical chores.

Machines take away 
decisions—intelligent 
systems, from airfare 
pricing to IBM’s Watson, 
make better choices than 
humans, reliably and fast.

19th century 20th century 21st century
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Five paths toward employability 

Humans have alternatives for how they’ll work with machines. Here’s a look at them in one realm: marketing.

How you add value Example 
If this is your strategy, how do you 
prepare?

Step up You may be senior management 
 material—you’re better at considering 
the big picture than any computer is. 

A brand manager orchestrates all the 
activities required to position a brand 
successfully.

Get that MBA or PhD and constantly 
challenge yourself to gain broader 
perspective on your work.

Step aside You bring strengths to the table that 
aren’t about purely rational, codifi -
able cognition.

A creative can intuit which concept 
will resonate with sophisticated 
customers. 

Develop your “multiple intelligences” 
beyond IQ and gain tacit knowledge 
through apprenticeships.

Step in You understand how software makes 
routine decisions, so you monitor and 
modify its function and outputs.

A pricing expert relies on computers 
to optimize pricing on a daily basis and 
intervenes as necessary for special 
cases or experiments.

Pursue some STEM education and 
keep updating your business domain 
expertise.

Step narrowly You specialize in something for which 
no computer program has yet been 
developed (although theoretically it 
could be).

A “wrap advertising” specialist has 
deep expertise in using 
vehicles as mobile billboards.

Look for a narrow niche and master 
it by doing the work with focus and 
passion.

Step forward You build the next generation or 
 application of smart machines— 
perhaps for a vendor of them.

A digital innovator seizes on a new 
way to use data to optimize some key 
decision, such as cable video ad buys.

Stay at the cutting edge in computer 
science, artifi cial intelligence, and 
analytics. Learn to spot candidates for 
automation.
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