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Agility. Philosophy and Action 
Although many regard ‘technology platforms’ as the sole 
solution to becoming agile, the evidence proves that agility is 
achieved through strategic positioning: the imagination to see 
an organization in a different light, and a willingness to change. 
In the end, the proof of agility is survival. 
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About BTM Corporation 
BTM Corporation (Business Technology Management Corporation) is a management solutions provider 
that innovates new business models, enhances financial performance, and improves operational 
efficiency by converging business and technology with its unique on-demand products and intellectual 
property (IP). The company focuses on executing solutions from a concept to value lifecycle with 
management processes, software applications, and cross-disciplinary domain expertise that allow its 
customers to build better businesses through the strategic use of technology. Founded in 1999, BTM 
Corporation is headquartered in Stamford, CT. 
 
For more information on BTM Corporation, please visit www.btmcorporation.com 
 
 

About The BTM Institute 
Launched in 2003, the international, nonprofit BTM Institute is the first organization of its kind to bring 
together a select group from the academic, corporate, government and thought leadership 
communities as a multi-disciplinary research think tank to address the long-standing need to manage 
business and technology together. The Institute has established an extensive research agenda, 
produced major publications, and continues to lead an ongoing collaboration among multi-disciplinary 
experts and academics around the globe to continuously advance global knowledge of Business 
Technology Management (BTM). 
 
For more information on the BTM Institute, please visit www.btminstitute.org 
 
 

Executive Summary 
The frenetic pace of business today has reduced the life expectancy of corporations and the tenure 
of CEOs. The response has been a call for agility, the ability to move quickly to take advantage of 
change. But definitions of agility vary, and implementing it is difficult. Our previous research 
showed that companies that had converged their management of business and technology realized 
higher profits and faster growth than their competitors. It further showed that these companies 
were agile. This paper continues to build on that research to examine the attributes of agility and 
how successful companies employ technology to achieve it. Agile companies create the processes 
and structures that allow them to know what is going on internally and externally. They then 
develop the mechanisms to act on that knowledge. The capabilities that lay the groundwork for 
effective Strategy and Planning in order to be agile, are at the intersection point of business and 
technology, where the enterprise’s strategic intent both influences – and is shaped by – the 
technologies essential to moving the business forward. 
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The word “agility” is often used to describe 
small, nimble startups that are unencumbered 
by massive corporate hierarchies with multiple 
procedural layers, legacy products and 
expectations. People often think of companies 
like Google, Facebook and Mozilla—the darlings 
of the tech world—as representative of what it 
means to use agility to create and expand a 
business. Conventional wisdom says that the 
old guard, the stalwarts of Corporate America, 
can be neither innovative nor agile. In other 
words, a multinational conglomerate cannot 
change once it’s achieved a certain critical 
mass.  
 
This is far from the truth.  
 
General Electric is the 
personification of both schools 
of thought. The sixth largest 
U.S. company and 12th 
largest in the world, GE 
boasts more than $170 billioni 
in revenue from its diverse 
lines of business—consumer 
appliances, plastics, health 
care devices, jet aircraft 
engines, financial services, 
television and entertainment 
networks, to name a few. It’s 
known as the incubator of corporate 
management, the master’s degree program for 
Six Sigma and corporate governance, through 
which many GE and non-GE business leaders 
earn their management stripes.  
 
Yet, for all of its success, the company founded 
by Thomas Edison has a problem: perceived 
stagnation. We say perceived stagnation 
because, despite its profitability – $22 billion in 
2007 – GE suffers from an anemic stock 
performance. Some companies would kill for 
such profit numbers, but the market demands 
more from a bellwether company like GE. And 
the challenge is greater for GE, given its  
 

 
significantly larger exposure to diverse and often 
turbulent global economic conditions.  
 

“Bubbles burst and excess ends in an ugly 
fashion,” CEO Jeffrey Immelt wrote in his 
introduction to the 2008 annual report. It’s 
a dire statement, given the economic 
downturn, the increased pressure from 
rising energy costs and the weakened U.S. 
economy and dollar. You would expect such 
a statement to be a prelude to retreat, a 
plan for retrenching on core products and 
markets. Instead, it was a call to arms and 
a preamble to expansion on products and 

markets that would carry GE 
into the next century and 
maintain its position as a 
market leader. 
 
“Management and the board 
spend a significant amount of 
time defining what makes a 
great GE business,” Immelt 
writes. “We invest in leadership 
businesses that reflect the 
essential themes…and leverage 
our key capabilities: brand, 
technology, content 
development, globalization, 
people and financial strength. 

We like businesses where good 
management results in superior financial 
results. We like broadly diversified 
businesses with multiple ways to grow. We 
believe that our process skills create a 
competitive advantage. We like businesses 
where we can ‘retool’ our strategies to 
capture new opportunities for profitable 
growth.” ii 

 
What Immelt was really speaking to is GE’s 
agility. The company sees the transformation in 
the global economy and the needs of new, 
emerging markets for high-value items and 
services such as energy, transportation and 
communications. GE is investing heavily to 
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become a clean energy leader by producing the 
clean-fuel burning locomotives, efficient jet 
turbines and high-yield wind turbines that will 
replace coal- and oil-burning electrical plants. 
At the same time, GE is divesting itself of low-
performance businesses, shedding itself of the 
burdens of supporting legacy businesses such 
as consumer appliances and plastics.  
 
Immelt’s sentiment: GE is transforming itself at 
the pace of modern markets and the needs of 
its existing and future markets. “We have 
significantly increased our technical funding and 
have a rich pipeline of new products coming to 
the market,” Immelt writes in the annual 
report. “We have applied GE process skills, 
such as Lean Six Sigma, to improve our speed 
and responsiveness. We are using Net Promoter 
scores to measure our progress with 
customers. We have built strong engineering 
and commercial teams around the world to tap 
into new growth markets.”  
 
Business leaders frequently use the term 
“agility” to describe their business plans and 
strategic initiatives, but it’s often little more 
than a vision. Agility requires planning and a 
full use of management processes. It’s a 
philosophy and action. Most of all, it requires 
courage and commitment. In this paper we will 
dive into what agility really means to business, 
and how it helps companies achieve higher 
levels of efficiency and success. 
 

The New Speed of Business 
It once took years for innovations to become 
new technologies and marketable products. The 
use of radio waves to detect metallic objects 
and enable long-distance communications was 
first theorized in 1904. Three decades later, the 
theory resulted in the first practical application 
of radio detection finding. By the beginning of 
World War II, the United States, the United 
Kingdom, France and Germany had their own 
versions of radio detection and ranging – what 
we now call “radar.” Radar opened the door for 
the accidental discovery of using microwaves 
for cooking, and in 1947 the first microwave 
oven was installed in a Boston restaurant.  
 

Throughout the 1950s, 60s and 70s, most 
Americans had no idea what a microwave oven 
was. Among all of the innovations and 
conveniences that contributed to modern 
American life, microwave ovens wouldn’t have an 
impact for decades. By 1970, only one percent of 
U.S. households had a “Radarange.” By 1986, 
one in four American homes had a microwave 
oven. Today, more than ninety percent of U.S. 
households have one or more. More than a 
century passed between the concept of cooking 
with microwaves and market saturation. 
  
Contrast the evolution of the microwave oven 
with Google. The Internet juggernaut didn’t 
invent search technology, but did see the need 
for a better means for organizing and finding 
Web-based information. Founders Larry Page and 
Sergey Brin initially took their concept to Yahoo 
founder Jerry Yang, then the master of the 
nascent Internet, offering him a way to provide a 
better search service to his millions of users. 
Yang was impressed by the idea, but didn’t see 
the practical application. He told the Google boys 
to prove themselves independently; the idea was 
that Yahoo would simply buy Google if it showed 
signs of commercial success. iii 
 
Google did more than prove itself. It has 
disrupted multiple markets and is now positioned 
to potentially unseat the titans of the technology 
world. Its superior search technology swamped 
the leaders of the early search market – Alta 
Vista and Yahoo – and enabled it to define the 
future of marketing through online keyword 
advertising that is now undermining the value 
proposition of every legacy media model. Today, 
Google and its clones are positioned to overtake 
such tech powerhouses as Microsoft and IBM with 
online services that could replace software cash 
cows, such as Microsoft’s Windows operating 
system and Office productivity suite. And how 
long did it take for Google to achieve this 
wonder? A little more than 10 years.  
 
Constant change is the new dynamic of the global 
economy, and it makes agility more necessary 
than at any point in business history. Consider 
the following: 
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Only 74 of the original 500 companies in the 
S&P Index were still on the list 40 years later – 
a mortality rate of more than 10 per year. The 
average life span of an S&P 500 company has 
steadily decreased from more than 50 years to 
fewer than 25. Projecting forward, it’s likely 
that only about one-third of today’s major 
corporations will survive as significant 
businesses for the next quarter century.iv  
 
CEOs are leaving their jobs at a record and 
accelerating rate. A survey of the 2,500 largest 
companies in the world revealed that more than 
one in seven made a change in leadership in 
2005, compared with only one in 11 a decade 
earlier. Four times as many CEOs were forced 
out in 2005 for under-performance as had been 
10 years earlier.v 
 
Two-thirds of the 765 CEOs, 
business executives and 
public sector leaders in a 
survey said they expect their 
organizations to be inundated 
with change over the next 
two years. One was quoted as 
saying, “Since 70 percent of 
our business is based on a 
service that will no longer 
exist as we know it, we need 
to adapt our enterprise to 
survive.”vi 
 
Given such high stakes, it is 
not surprising that terms like 
agility, resilience, adaptability and innovation 
reverberate off the walls in corporate 
boardrooms and executive suites. Most people 
acknowledge that agility is the key to 
capitalizing on innovation and achieving success 
in the fast-paced and rapidly evolving 
marketplace. However, there’s no common 
definition for what agility means in practical 
terms. Some try to define agility in terms of X 
percent revenue performance over the market 
or competitive set, or even the abstract of 
“never having to say you’re sorry.”  
 
Agility probably has as many definitions as 
means for implementation. For purposes of our 
discussion, we define agility as the ability to 

see and seize opportunities in the marketplace. 
Resilience is the flip side of the same coin: the 
ability to react to unexpected changes. Agility is 
proactive and has a positive connotation. 
Resilience is reactive and has a negative 
connotation. The distinction is important. The 
evidence of agility and resilience is an 
organization’s survival, perseverance and, 
ultimately, success. They give it the ability to 
move quickly to introduce new products, revamp 
business processes and create new business 
models. And they create the resilience to bounce 
back when unexpected threats take their hit. 
 
Companies don’t survive unless they’re agile and 
innovative. GE didn’t become a multibillion-dollar 
powerhouse by sticking to its original knitting of 

making electrical-generating 
equipment. It evolved to 
adopt new technologies, 
products and businesses as 
the market changed. Just as 
GE made bold moves into 
entertainment with its 
purchase of the NBC 
television network and into 
health care systems, it’s 
currently divesting itself of 
profitable but low potential 
businesses—such as its 
plastics division—in favor of 
new opportunities in 
renewable energy. GE is 
among the numerous 
companies hit hard by the 

2008 economic crisis; agility is not only its 
catalyst for change, but also a secret weapon for 
recovery and growth. 
 

Agility Is Internal and External 
Agile companies have what athletes and soldiers 
call “situational awareness.” They put themselves 
in a position to observe what’s happening and to 
act upon this intelligence. Agile companies 
establish formal relationships outside of their 
walls with customers, partners, suppliers and the 
public. These relationships are their antennae on 
the world, sensors of change, either opportunistic 
or threatening. Internally, they tap the minds of 
their employees in ways other companies do not. 

Most people 
acknowledge that 
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innovation and 
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And they use technology to track what is going 
on in near real time. 
 
Customers are the ultimate reality check. No 
company today would say that its customers 
were not its top priority, but the reality is that 
most ignore their customers. The best example 
of that willful ignorance is the U.S. airline 
industry. Challenged by security requirements, 
and rising fuel, equipment and labor costs, 
most of the major U.S. airlines have cut back 
on amenities and features while increasing 
fares and levying fees for everything from 
preferred coach seating to blankets and 
checked bags. Needless to say, passengers 
aren’t thrilled with these charges or the 
declining level of service. Customer satisfaction 
ratings with the U.S. airlines have steadily 
declined since 2001. In 2008, those ratings 
sank even further to levels below those of 
government tax auditors.vii “If a company has a 
score close to the IRS score, something is 
awfully wrong,” said Claes Fornell, director of 
the American Customer Satisfaction Index. viii 
 
While nearly all airlines are struggling, those 
that have paid attention to customer 
satisfaction and improvised ways of 
compensating for cutbacks are capitalizing on 
the pain of their peers and attracting 
disenfranchised customers. Southwest Airlines, 
a company known for basic amenities but 
attention to customer service, outpaces the rest 
of the industry by a wide margin – 79 points on 
the American Customer Satisfaction Index; the 
industry average is 62 points in 2008.  
 
Agile companies turn this industry-wide 
customer dissatisfaction into a competitive 
advantage. Smart companies are using new 
and innovative methods and tools to measure 
customer affinity and satisfaction. FedEx, for 
example, launched a Web-based tool that 
allows customers – both senders and receivers 
– to track in real time the progress of a 
package in its system. Netflix, the Web-based 
movie rental company, and Amazon, the 
world’s largest online bookseller, both use 
complex algorithms to determine customers’ 
preferences, community recommendations and 
user interaction with the Web site to predict 

movie interests and make recommendations. And 
Google, Yahoo and Microsoft are rapidly 
developing new Web-based advertising 
techniques that leverage Internet user behaviors 
and desires to selectively serve targeted 
advertising and marketing messages. 
Some enterprises are connecting with “lead 
users,” customers that face needs today that will 
be widespread in the marketplace months or 
years down the road. These customers are also 
positioned to benefit significantly by finding 
solutions to their problems, and so they tinker 
with a product to improve it. If a company can 
connect with these lead users, it can often 
incorporate these innovations in future versions 
of its product or service. 
 
Eric von Hippel, professor and head of the 
Innovation and Entrepreneurship Group at the 
Massachusetts Institute of Technology’s Sloan 
School of Management, developed the lead user 
concept.   
 
A few years ago Von Hippel worked with 3M on 
tapping lead users. A group of academics from 
several universities analyzed the results, 
comparing products resulting from the lead user 
approach to those developed under traditional 
market research approaches. The results were 
astounding. “Annual sales of lead user product 
ideas generated for the average lead user project 
at 3M are conservatively projected to be $146 
million after 5 years -- more than eight times 
higher than sales for the average 
contemporaneously-conducted “traditional” 
project. Each funded lead user project created a 
new major product line for a 3M division. As a 
direct result, divisions funding lead user project 
ideas experienced their highest rate of major 
product line generation in the past 50 years.”ix 
 
Partners are important sources of market 
intelligence and innovative ideas. They’re often 
on the frontlines of the sale, interacting with 
customers and seeing needs that can be passed 
back to research and development labs. In the 
high-tech world, software companies such as 
IBM, Microsoft and Oracle rely heavily on their 
reseller partners to sell, deliver and service 
products in customer environments. They also 
have partner advisory councils that serve as 
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forums for reseller programs, but also for 
product development. In these councils, 
partners provide the feedback from the field 
that software vendors need to revise and 
improve their applications. Partners also 
provide the perfect test bed for new products 
since they already have a working knowledge of 
legacy applications, integration issues and 
customer experiences. “Beta programs,” the 
penultimate stage to a software application 
release, often leverage partner expertise to test 
products and help resolve last minute bugs 
before going to market. 
 
One of the recurring problems with the 
software industry is the number of flawed 
applications reaching the market. Modern 
software has millions upon millions 
of lines of code, and it’s a practical 
impossibility to catch every flaw 
prior to release. For Microsoft, the 
problem was so acute in 2001 that 
then-CEO Bill Gates shut down 
production on the Windows 
operating system until serious 
security problems could be fixed. 
Microsoft launched a multiyear 
campaign called “Trustworthy Computing” and 
spent more than $100 million retraining 
partners on how to write secure applications 
and how to help customers remediate their 
security vulnerabilities. With the help of 
partners, Windows XP was a resounding 
improvement over Windows 2000 and help set 
the stage for more secure versions of other 
popular Windows applications.  
 
The public is increasingly a source for 
inspiration and agility. In traditional product 
and marketing models, companies would 
assemble focus groups in their target 
marketplace to determine if they had the right 
look, features and messaging to sell the 
product. In today’s Web-based economy, 
companies are leveraging Web 2.0 applications 
and social networking tools—such as LinkedIn, 
Facebook and MySpace—to solicit consumer 
feedback and input during the design and 
marketing phases.  
 

Savvy companies are even using social networks 
and the population at large to solve some of their 
most perplexing problems during product design 
and development. Netflix, for example, has 
offered its “Netflix Prize,” a contest that will 
award $1 million to any team that produces an 
algorithm that does ten percent better than its 
current system for predicting whether a customer 
will enjoy a movie, based on how much he or she 
liked or disliked other movies. Others have taken 
to using open forums such as technology media 
company TechTarget’s Information Knowledge 
Exchange and the LinkedIn professional 
community, to pose questions to peers to solve 
immediate tactical and operational problems. 
Employees are often the best source for 
intelligence that leads to innovation and agility. 

Google, for instance, encourages its 
employees to explore new ideas by 
providing them time and funding for 
side projects. Unfortunately, most 
organizations have structures and 
cultures that discourage employees 
from contributing from the bottom 
up. A recent survey of a leading 
high-technology company’s 
employees found that half felt it was 

“not safe to speak up” with ideas that might 
benefit the company.x This is a waste in the 
Information Age, when more and more 
employees are knowledge workers and better 
educated than ever. Employees are closest to the 
customer and know intimately the strengths and 
weaknesses of business processes. Moreover, 
today’s employees are networked with peers in 
other companies as never before. It is a reality at 
many firms that their most important resource 
walks out of the door every weekday at 5 p.m. 
 
A classic example of how employee initiatives can 
lead to new innovations is the invention of 
masking tape at 3M. Richard Drew was a 3M 
salesman who serviced auto body shops that 
used 3M tape to apply butcher paper to cars. 
They were frustrated that the strong tape they 
used would tear off the fresh paint and the 
touchup work increased their cost. On his own 
time, Drew worked on developing a new kind of 
tape that had the strength to hold the butcher 
paper to cars without harming the paint. His 
supervisors didn’t understand or approve the 

The public is 
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project and tried on several occasions to shut it 
down. Drew persevered and in 1925 invented 
masking tape, which went on to become one of 
the best products ever produced by 3M. 
 
Agility, then, begins with awareness. What are 
competitors up to? How is the market 
changing? What new technologies are coming 
along? Most importantly, what are customers 
thinking? What do they need? Are potential new 
customers out there? 
 

Designing Enterprise Agility 
Success requires innovation in services and 
products. It also requires the continuous 
improvement of business processes within and 
across firm boundaries. These two mandates 
are mirror images. Innovation of services and 
products cannot occur without well-defined and 
aligned processes; nor can business processes 
be improved without attention to changes in 
customer needs.  
 
The BTM functional area of Strategic Enterprise 
Architecture (SEA) includes the capabilities 
necessary to design the enterprise from 
business, process, application, data and 
infrastructure perspectives. An SEA consists of 
a Business Architecture (business strategies, 
operating models and processes) and a 
Technology Architecture (applications, data and 
infrastructure) capabilities. These BTM 
capabilities bring order to the islands of 
information that exist typically in large 
organizations. 
 
Organizations have used a variety of resources 
to document bits and pieces of the way they 
operate, yet much of this information is 
disjointed, incomplete and of little value. This is 
often the result of not using commonly agreed-
upon standards and terminology, or of 
architectures that are not complete. This makes 
it difficult to formulate a cohesive picture of the 
business and technology architectures. 
 
A strategic enterprise architecture is a 
necessary prerequisite to creating an agile firm. 
Only with the complete view of an SEA into 
what an organization is trying to accomplish 
can a firm begin to see where it needs to be 

agile and where it must be resilient. Agility has 
purpose only as it contributes to a strategy that 
leads to accomplishment of the firm’s mission. It 
thus may come to define certain divisions, or 
levels of an organization, or connections to 
external partners and how they relate to one 
another. None of this can be properly understood 
in the absence of an SEA. 
 
The starting point is creating a business 
architecture, a comprehensive statement of the 
enterprise’s products or services, markets and 
customers. This should include a map of the 
business processes employed to achieve the 
firm’s objectives. Although most firms document 
how they do business to some degree, few have 
a comprehensive picture. Business processes, 
which can extend across organizational silos and 
external boundaries, are often not tended to by 
any one executive.xi  

 
Against this business architecture is placed a 
technology architecture, an equally 
comprehensive look at the tools used to drive the 
processes. Together, these constitute the 
Strategic Enterprise Architecture. Properly done, 
an SEA might be the first time a firm is able to 
fully see how it does what it does. Gaps, 
redundancies and needless activities are then 
exposed to the light of day. 
 
Agility is a new paradigm for the production and 
distribution of services and products. It achieves 
economies of scope rather than economies of 
scale. To be agile, firms must serve ever-smaller 
niche markets and individual customers without 
the high cost of customization. Being agile 
requires sense-and-respond abilities that are 
shaped by designing and managing business 
processes and technology enablers together. 
There are three requirements for achieving 
agility.  
 
Sense and respond. To respond to changes in 
their environment, firms must facilitate learning 
from various processes. This learning must 
operate at different levels and within different 
areas of the firm and should be based on 
recurrent sense-and-respond cycles.xii Business 
technology can facilitate these learning processes 
by supporting the collection, distribution, analysis 
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and interpretation of data associated with 
business processes; and generating response 
alternatives, decisions on appropriate courses 
of action, and orchestrating selected responses.  
 
Improvement and innovation. Business 
agility combines improvement and innovation 
responses. Opportunistic firms emphasize 
improvements, but often fail to foster 
innovations. They follow best practices, listen to 
the customer, and are good at improving 
current capabilities. Innovative firms, by 
contrast, are focused on innovating processes 
through new technologies, 
services and strategies. They 
generate “next” practices, but 
have a limited focus on fine-
tuning current operations. 
Fragile firms lack both the 
ability to identify and explore 
opportunities, as well as the 
ability to innovate. When 
market pressures are high 
and the environment is 
turbulent, the ideal is an agile 
firm that combines 
improvement and innovation 
initiatives to constantly 
reposition itself. 
 
Distributed and 
coordinated authority. 
Agile firms must adopt 
radically different forms of 
governance and translate 
their mission and objectives into information 
that can easily be interpreted by constituents.xiii  

These firms must replace traditional command 
and control approaches with mechanisms that 
facilitate coordination within and across locales. 
These mechanisms must provide individuals, 
groups and units with the autonomy to 
improvise and act on local knowledge, while 
orchestrating coherent behavior across the 
firm. Processes—the assignment of task and 
responsibilities—must be supplemented with 
personal accountability.  
 
Regardless of where one begins the journey 
toward agility, one quickly encounters the issue 
of having to align the processes of business 

networks and the information service architecture 
that supports them.  
 

How Process Perspectives  
Have Evolved 
Despite a multi-decade focus, business-
technology processes in many companies are 
unmanaged, invisible and unmeasured, and, 
consequently, are executed haphazardly and 
inconsistently. This results in delays, errors, low 
quality, and high overhead costs. Such 
unmanaged processes cannot detect and adapt to 

changing market conditions – 
which in today's business 
environment can be fatal. 
There are countless reasons 
for this continuing malaise.xiv 
Chief among them is that 
processes cross both internal 
and external firm boundaries 
as part of business networks. 
They therefore become the 
province of no one. In most 
cases there are no single-
point-of-responsibility process 
owners. While there are some 
recent exceptions to this in 
best practice companies (e.g., 
supply chain management), 
few firms currently have 
managers for their key 
processes. 
 
A new perspective on 

business processes and their technology 
enablement has emerged. This perspective is 
based on new business technology capabilities, 
the increasing need for real-time metrics, and 
adoption of an external orientation that is 
customer-focused and inter-organizational. It has 
been variously termed “the real-time enterprise,” 
“the on-demand organization,” “business process 
fusion,” or the “service-oriented enterprise,” 
among others. The basics of this perspective are: 
 
Service and customer emphasis. All processes 
have a customer for what they produce. This 
includes internal (employee) and external 
(market) customers. Seen from a customer 
perspective, the delivery end of a process chain 
is a service. To view a process as a service is to 
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ask what solution it provides or what problem it 
solves, rather than how it does it (a process 
viewpoint). 
 
Rule-based business process management. 
A rules-based approach establishes guidelines 
that coordinate the relationship among 
activities and tasks along an entire process 
chain. A rules-based approach helps to prevent 
the processes that collectively prevent 
customer services from becoming fragmented. 
These processes are typically a mixture of 
digitized and manual activities spanning many 
functional areas and their associated automated 
(sometimes legacy) applications. Moreover, the 
processes that deliver value to the end 
customer will generally extend beyond the firm 
into the business network.  
 
An earlier approach to connecting separate 
(automated) process islands was enterprise 
application integration. However, this primarily 
dealt with the digitized process subset of the 
broader picture, which includes manual and 
semi-automated actions as well. The current 
view is that one should describe digitized 
applications (e.g., enterprise resource planning, 
supply chain management, customer 
relationship management, human resource 
systems) as a set of services and invoke them 
as needed, along with manual or semi-
automated tasks, in a broader control 
framework called business process 
management. We’ll adopt the term “process 
orchestration” to denote a rules-based 
mechanism used to coordinate processing tasks 
along an entire process chain. 
 
Event-spawned metrics. Process 
orchestration makes it possible to monitor 
event data across the entire process chain. 
With this potential for fine-grained event and 
status visibility comes a new set of issues to be 
reconciled, including what metrics are 
appropriate, at what level of aggregation, to 
whom they are delivered and in what form. At 
the same time, compliance issues (e.g., 
Sarbanes-Oxley Act compliance requirements) 
are increasingly focused on, if not demanding, 
the reporting of non-compliant events and 
deviations from prescribed operating rules. 

Finally, real-time, end-to-end process status 
information permits continuous business 
optimization. 
 

Processes Enable Real-time 
Business Networks 
To enable agility, process improvement and 
innovation initiatives must span a firm’s business 
network, which includes its customers, suppliers, 
and the regulatory environment. Technological 
developments have enabled business networks to 
coordinate predictable activities. For instance, 
many companies share their forecasts and plans 
with suppliers and distributors to extract 
network-wide efficiencies. Going further, some 
firms, such as retailers, have relinquished to their 
suppliers their decision rights on when and how 
much to replenish, assuming that this creates 
even greater efficiencies for all concerned. 
 
While efficiencies can be extracted through the 
coordination of predictable activities across a 
business network, such processes impose 
significant constraints on the sensing of and 
responding to unpredictable eventsxv. Simply put, 
these disciplined business networks perform well 
in a predictable world but are not robust in an 
uncertain world. Agility requires the dynamic 
configuration of processes across a business 
network based on changes in customer 
requirements.  
 
This shift towards real-time business networks 
requires five key enablers.  
 
First, managers must focus on process 
enablement of customer requirements. Agility 
requires that customer requests be sensed and 
interpreted so they can be negotiated and 
translated into specifications of production and 
distributed across the business network. 
 
Second, managers must ensure process 
enablement of business network intelligence. 
Business network intelligence requires the 
aggregation of disparate information, and the 
filtering and distribution of this information to 
points of relevance. Processes must be 
established to not only share information 
between two partners but to aggregate 
information across the network and create 
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intelligence for agile behavior. It is critical to 
not overload nodes in the network with 
information. This requires the constraints of 
governance arrangements. It is also critical to 
safeguard sensitive information from 
inappropriate access or use. 
 
Third, managers must emphasize partnering 
agility. Agile partnering requires that firms 
initiate, re-configure, and/or sever ties with 
others. Both core and non-core activities can be 
distributed across business partners. While core 
activities are typically distributed only to long-
term, trusted partners, non-core activities are 
typically distributed across partners that excel 
in commodity provisioning or, alternatively, 
across spot markets. Both the nature of the 
partnership and the type of 
activities should shape 
process requirements for 
partner interactions. 
Processes supporting the 
exchange of limited 
information must be tailored 
for spot market interactions, 
while processes supporting 
exchange of private and 
idiosyncratic information will 
be required for long-term. 
 
Fourth, managers must focus 
on process enablement of 
activity allocation and 
coordination across the 
business network. The 
distribution of activities for real-time 
configuration of products and services requires 
visibility of contracted resources and capacities, 
and service levels with which these activities 
can be completed. The coordination of these 
distributed activities requires a rule-based 
architecture for the enforcement of their 
interdependencies. The rules depend on the 
granularity with which activities are traced. 
Granular tracking and high levels of awareness 
provide superior control capabilities in that 
exceptions can be detected, alerts cascaded, 
and corrective actions initiated. 
 
Fifth, managers must emphasize process 
enablement of relationship governance. This 

requires negotiation of outcomes and approaches 
to achieve them, and on learning for continuous 
improvement. Business and process models can 
facilitate negotiation of contracts, including 
service level agreements. These models can be 
used to establish a shared understanding of 
approaches and outcomes, including incentives 
under different conditions. Once negotiated, 
service level goals must be monitored against 
performance. 
 

Management of Business Networks  
A business architecture allows an organization to 
express its key business strategies and their 
impact on business functions and processes. 
Typically the business architecture is comprised 

of both current and future state 
models that define how the 
organization maintains its 
competitive advantage. Business 
architectures are then linked to 
technology architectures that 
include applications, data and 
infrastructure elements.  
 
The SEA is important in achieving 
a real-time business network, but 
not sufficient in itself. Also 
needed is an architecture that 
represents the various business 
processes and sub processes as 
manageable components used to 
create an overall business 
process. An SEA sets the context 

to determine the various services that are 
required to support the business initiatives. 
These services form the basis of a Service 
Oriented Architecture (SOA).  
 
A service is a business functionality with an 
interface that interacts with other services via a 
loosely coupled, message-based communication 
model. Services can be comprised of coarse or 
fine-grained components, encapsulated business 
functions within existing application suites, or 
actions taken by human operators. At the highest 
level, service orchestration is the operational 
realization of process descriptions. 
 
Business process models capture the overall 
business process logic down to the level of a 

A business 
architecture allows 
an organization to 

express its key 
business strategies 
and their impact 

on business 
functions and 

processes. 
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services orchestration language specification. 
Ideally, this is done in a way that business rules 
are separated from the execution syntax to 
allow the overall business process to be 
dynamically reconfigured. 
 

 

Figure 1, The Linkage Between SEA and SOA 
 
Below the level of services we find pre-existing 
components, objects and application suites that 
comprise a firm’s current application portfolio. 
These must be encapsulated and given service 
abstractions that, in turn, allow their 
orchestration. New process functionality is 
added directly as services are intentionally 
designed to work in a service-oriented 
architecture. 
 
At the interface between the layers and within 
the layers themselves we find a variety of 
standardized but evolving protocols that aim to 
increase inter-operability across platforms and 
firms. Standards exist for everything from 
defining and locating a service description to 

requesting a web service invocation, to various 
aspects of orchestration, as well as additional 
protocols for security, quality of service, and 
monitoring. 
 
Beyond service orchestration, however, there is 
also a mediation component to service inter-
operability: the task of translating between 
information models and data models, as well as 
the translation of documents and messages into 
the correct format for interaction with existing 
applications and infrastructure. And, of course, 
there are many other issues that need to be 
addressed, including service quality, security, 
data consistency, and integrity, to name a few. 
 
The issues of orchestration, mediation, and 
network-wide management become more 
complicated when one leaves the confines of a 
specific firm. For this, a more comprehensive 
SOA model is needed. Some of the major issues 
to be dealt with in contemplating the interaction 
of services across business networks include: (1) 
coupling among partners – different degree of 
tightness of integration and duration in networks; 
(2) heterogeneity – differences in hardware, 
software, structural, at the business process 
layer, and data within the business network; (3) 
autonomy – the degree of partner compliance to 
global control rules; (4) external manageability – 
the degree of external visibility and 
manageability of partners’ processes; (5) 
adaptability – the degree to which processes are 
able to adapt to changes in an environment with 
dynamic orchestration; (6) security – the degree 
to which transactions can be executed securely; 
and (7) scalability – the ability to extend the 
architecture due to growth in volume of data, 
transactions or services.xvi 
 

Establishing Strategic Positions 
Corporate executives—CEOs to CFOs to CIOs to 
line of business managers—often worry whether 
they’re investing too much or too little in 
technology. Their technologists will almost always 
claim there is never enough, since it gives them 
access to the latest and greatest applications and 
gadgets. Comptrollers and accountants will worry 
about ROI and want to limit investments. All too 
often, business technology executives answer 
this question with comparisons to a generic peer 
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group – an approach that can prove 
increasingly counterproductive the more 
distinct a firm’s business strategies and tactics 
are from those of the peer group members. 
Only by matching the level and mix of business 
technology investments to its business strategy 
can an organization be sure it is investing 
correctly. 
 
Moreover, only part of these investments 
should be for technology assetsxvii like hardware 
and software or their application. Equally 
important is investment in the BTM capabilities 
needed to manage the complex relationship 
between business technology and business 
needs. This means developing 
the processes, organizational 
structures, information and 
automation necessary for 
choosing the right technology 
and implementing it 
effectively. Without this, 
investments in hardware 
alone offer little or no value, 
and efforts to assemble 
supporting business 
technology often are 
disconnected from the 
enterprise business strategy. 
A firm seeking strategic value 
from its business technology 
must ensure that its 
technology strategy respects 
and supports the business strategy.  
 

The Basics of Strategy 
To understand how business technology can 
become an integral player at the strategic level, 
it is helpful to briefly review the basics of 
strategy. A firm fabricates a strategic vision and 
assembles the competencies enabling it to 
occupy a niche in a product-market. Typically, 
this is done through competencies in cost 
leadership, product/service leadership, and/or 
customer leadership in a product-market.xviii  
 
If a firm is alone in a product-market niche, this 
extraordinarily favorable situation typically does 
not last long as competitors respond to the 
above average returns. It is crucial, then, to 
both establish a profitable strategic position 

and sustain it. With today’s globalized – and, 
hence, increasingly competitive – marketplaces, 
this is more difficult than ever. 
 
Business strategists discover profitable 
opportunities – new market spaces or gaps in 
existing market spaces – by considering: (1) 
signals regarding product/service, customer, 
technology, socioeconomic and cultural trends, 
(2) competitors’ current and future strategic 
positions, (3) the firm’s internal competencies, 
and (4) recognition of the competencies it might 
gain access to through partners.  
 
A firm’s initial position in the product-market 

must then be regularly 
augmented such that it continues 
to offer a value proposition 
beyond those provided by 
competitors. As is explained 
below, business technology often 
plays a critical role in establishing 
a strategic position or in 
sustaining it once established; 
not understanding these roles 
across each of a firm’s product-
markets can – and often does – 
lead to inappropriate levels of 
business technology investment. 
By giving visibility to the 
particulars of a firm’s business 
strategy and the technology 
resources deployed to achieve it, 

BTM allows firms to gain that understanding. 
 
Invariably, today, strategic positions are forged 
not by single firms but rather from leveraging the 
distinctive competencies of a number of firms. 
The BTM capability of Strategic Sourcing & 
Vendor Management recognizes this, and defines 
the approach for creating and managing these 
relationships. This includes identifying areas of 
strategic opportunity for outsourcing, co-
development and vendor selection. By each 
strategic partner nurturing its distinctive 
competencies to world-class levels and by tightly 
coordinating partner activities, these networks of 
cooperating firms, or “value nets,” can 
continuously improve their value propositions or 
engage radically transformed or newly created 
product-markets.xix  

To understand how 
business 

technology can 
become an integral 
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Scholars studying how firms or networks of 
firms develop their strategic positions have 
observed that two very different types of 
strategic actions are necessary: exploitative 
and exploratory.xx Exploitative actions refer to 
continuously improving the competencies 
associated with an existing strategic position. 
Exploratory actions, on the other hand, refer to 
discovering new strategic positions or new 
competencies that might be instrumental in 
creating radically transformed or new strategic 
positions.  
 
Exploratory strategic actions create new 
product-markets. Once a new product-market 
is created, firms with favorable strategic 
positions in it strive to exploit their position to 
sustain it. Other known and unknown 
competitors, however, engage in exploratory 
actions to supplant this position. If an 
exploiting firm is inattentive to the behaviors of 
exploring firms, it can be locked out of these 
emerging but highly attractive product-market 
niches.xxi 
 
Exploitation: Being Lean -- Exploitation has 
been a hallmark of industrial competitiveness 
over the last two decades, encompassing 
movements such as total quality management, 
lean manufacturing and Six Sigma. With such 
initiatives, the intent is to delight customers by 
eliminating defects and waste (in materials, 
methods, processes, time) and thereby 
delivering high quality products and services at 
low cost and in a timely manner. Through such 
regular, incremental improvements, favorable 
strategic positions can be continuously refined, 
enhanced and sustained. Generally, an 
enterprise becomes lean by accumulating 
experience, data and knowledge about the work 
environment and exploiting these to improve 
efficiency and effectiveness.  
 
Exploration: Being Agile -- Concern with 
exploration has intensified along with the 
increased competitiveness of the global 
economy and the increasing rates of scientific 
progress. With increased competitiveness, it 
becomes difficult to sustain a favorable 
strategic position as existing competitors are 

motivated to quickly match or best the position 
and as new competitors are motivated to enter 
the product-market. With increased scientific 
progress, the technological basis of a favorable 
strategic position is more quickly eroded. By 
being agile, a firm is able to sense and respond 
to competitors’ strategic moves within existing 
product-markets, as well as sense and respond to 
environmental signals arising from shifts in 
customer desires or in new technologies. 
 
Firms demonstrate strategic agility in four major 
ways: 
 

• They continuously scan their environment 
to identify threats to existing positions 
and opportunities to forge new positions. 
 

• They regularly engage in strategic 
experiments. That is, they implement 
small-scale strategic initiatives to perturb 
internal or external work environments to 
gain experience with emerging 
technologies, work practices, product or 
service concepts, customer segments or 
product-markets. 
 

• They devise adaptive business 
architectures so that their competitive 
assets (as well as those of partners) can 
be realigned quickly – shutting down 
activities, commencing new activities, or 
shifting resources among activities. 
 

• They learn to radically renew the 
competencies that characterize their 
competitive nature. 

 

Informing and Enabling  
Strategic Investments 
Office furniture designer and manufacturer 
Herman Miller typically doesn’t make cheap, 
discount products. For decades, the company 
prided itself on quality and style, which often 
comes with a moderate to high price. Not every 
business could afford Herman Miller style, and in 
the late 1990s, the Michigan-based company 
determined that the low end of the business 
office market was underserved. Money was being 
left on the table, so to speak. 
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Rather than just discounting its existing product 
lines, Herman Miller developed a new business 
unit – Herman Millar SQA (Simple, Quick and 
Affordable) – that offered no-frills, quality 
furniture at a reasonable price. The new unit 
quickly introduced a flurry of innovations that 
helped transform the entire company.  
 

• Providing dealers with 3D visualization 
and design tools to help customers plan 
furniture selections and configurations.  
 

• Integrating design software with the 
ordering system, giving dealers the 
ability to generate a customer invoice 
with all the pieces ordered with 
specification details. 
 

• Acquiring new systems 
that send order 
confirmation from the 
factory and 
warehouses to the 
customer. 
 

• Opening its 
manufacturing and 
inventory system to 
more than 500 
suppliers, providing 
the extended Herman Miller business 
network with greater transparency to 
the order and manufacturing processing 
system. 

 
By applying business technology exceptionally 
well in both exploitative and exploratory ways, 
Herman Miller SQA reduced an industry order 
cycle of about 14 weeks to about two weeks 
and in the process redefined what was required 
for competitive success in this product-market 
niche. 
 
At first glance, Herman Miller belies the notion 
that technology assets are, for the most part, 
commodities. However, with a deeper look, it 
becomes clear that success was achieved from 
more than technology investment alone. True 
success came from imbuing these assets with 
firm-specific structure and content, and by 
embedding these within business architectures 

enabling business strategies to unfold, and by 
providing careful management of these assets 
through a well-honed set of management 
capabilities. In this way, these “commodities’ can 
be transformed into value-adding assets. 
 
Herman Miller SQA illustrates the importance of 
Strategic Planning & Budgeting, a BTM capability, 
which is how an enterprise can examine how it 
will use business-technology management to 
enable its exploitative and exploratory strategic 
actions. There are four classes of business 
technology investment: transaction, decision, 
intellectual and relationship focused. 
Understanding these investment classes is critical 
to leveraging the BTM framework.  
 

How does an enterprise like 
Herman Miller determine 
appropriate investment levels? One 
approach to answering this 
question begins with the firm’s 
strategic learning orientation. 
 
Enterprises and their executives 
often extol the virtues of being 
lean, agile or both. Building a lean 
or agile organization requires 
substantial investment and carries 
tremendous strategic risks. A lean 

firm can become blind to the emergent 
opportunities that eventually overtake a 
favorable strategic position. An agile firm can 
lack the discipline required to attain and sustain a 
favorable strategic position. Two very distinct 
strategic learning orientations trace these 
strategies: single-loop and double-loop.    
 
Single-loop learning refers to the efforts taken to 
continuously monitor performance against plan, 
learn from deviations, and embed this learning in 
action. This learning method is most effective for 
a relatively stable business environment where 
new understanding can be accumulated and 
aggressively applied in improving performance. 
Such a learning orientation is necessary in 
furthering exploitative—or lean—strategic 
actions. For example, companies such as 
McDonalds, whose business model involves 
determining the most efficient operational 
processes and replicating them across disparate 

An agile firm can 
lack the discipline 
required to attain 

and sustain a 
favorable 

strategic position. 
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local operating sites, have turned single-loop 
learning into an art form. 
 
Double-loop learning continuously challenges 
assumptions about a given operating area and 
quickly adjusts operating practices when 
assumptions are invalidated. Double-loop 
learning is most effective for a relatively 
dynamic business environment. Such a learning 
orientation is necessary in furthering 
exploratory, or agile, strategic action. Double-
loop learning has been turned into an art form 
by firms such as Benetton whose business 
model involves understanding the frequent 
shifts in global and local fashion trends to 
quickly emphasize hot products, design new 
products in anticipating of emerging trends, 
and discontinuing under performing products. 
 
Not all enterprises need to be lean or agile. If a 
strategic position enjoys little competition and 
exhibits stability over time, then few, if any, 
strategic actions need to be implemented to 
sustain it. In other words, they can enjoy the 
status quo. Historically, firms in highly 
regulated industries or isolated geographic 
areas enjoyed the luxury of holding a status 
quo market position. It is not that being lean or 
being agile is bad for status quo firms, but 
rather that the significant investments required 
to become lean or agile aren’t necessary.  
 
The polar opposite of the status quo is 
“leagility,” the state of being both lean and 
agile. This may sound contradictory (and 
seemingly impossible), but enterprises are 
capable of running tight, efficient operations 
that are also nimble and malleable. 
Manufacturing theorists argue that with 
appropriately designed business systems, it is 
quite possible to exhibit both leanness and 
agility.xxii The manufacturing solution involves 
designing decoupling points into supply chains 
such that upstream from the decoupling points 
processes are lean, whereas downstream 
processes are agile. In other words, upstream 
work processes are highly optimized and tightly 
integrated; however, downstream processes 
are customized and only loosely integrated via 
selective data sharing with other work 
processes. If assembly is postponed until 

customer orders are received, then customized 
assembly operations can respond to specific 
customer requests; but the upstream inbound 
logistics and component manufacturing activities 
can be very lean. Thus, activities prior to the 
decoupling point are ‘push-driven’ by forecasts 
and designed to be as efficient as possible, while 
activities after the decoupling point are ‘pull-
driven’ and designed for customization and 
responsiveness. 
 
Applying similar architectural design principles, 
an enterprise might fabricate a very exploitative 
architecture consisting of common, tightly 
coupled data, decision and process structures but 
then insert decoupling points to a variety of 
loosely coupled architectural environments that 
allow for more exploratory strategic actions (see 
figure 2).  
 

 

Figure 2, A “Leagile” Architecture 

Consider the business architecture supporting a 
technical call center. Most support calls involve 
either routine problems or issues by low-profit 
customers. Lean, automated business 
architectures are commonly applied via an 
archived problem solution repository accessed 
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directly by customers via a Web interface or 
through customer support representatives 
following tightly written scripts. Conversely, 
unusual, highly technical problems or highly 
profitable customers are usually decoupled 
from this very lean business and given more 
attention. While the investment in designing, 
implementing and evolving such ambidextrous 
business architectures is high, the advantage of 
being able to maintain favorable strategic 
positions in competitive, dynamic product-
markets far outweighs the cost. 
 
The technology productivity paradox gives us 
two guiding principles: 
 
Technology assets (hardware, 
software, communication 
networks, etc.) by themselves 
add little, if any, economic 
value to an enterprise. The 
added-value nature of 
technology assets 
materializes through their 
appropriate use in fabricating 
business platforms that 
deliver products or services 
and business solutions that 
address emergent 
opportunities and problems. 
An appropriate use of 
business technology reflects 
investments based on sound business cases, 
complementary investments (in data collection 
and organization, business process redesign, 
employee skill development, employee 
incentive structures, etc.) are executed, and 
the business technology-related activities 
associated with investment initiatives are 
themselves well executed.  
 
An additional insight follows directly from the 
recognition that there are actually three forms 
of investment – technology assets (e.g. 
hardware and software), business technology 
(applying these technology assets to meet 
business needs) and BTM (managing business 
and technology together) – and the realization 
that different product-markets are likely to 
involve very different levels of investment: 
 

Desired levels of investment in technology 
assets, business technology, and in BTM 
capabilities vary depending on the strategic 
learning orientation of the targeted product-
market. As a result, in applying business 
technology to develop or sustain strategic 
positions, firms may very well be under investing 
or over investing in technology assets, business 
technology, or in BTM capabilities, or in all three, 
even though they might benchmark well with 
other firms.  
 
How do you know you’re positioned well for 
adopting and implementing technology, either 

from a lean or agile 
perspective? The following are 
some questions you should ask. 
 
• Assess your firm’s strategic 

position, as well as your 
business strategy and 
technology strategy 
formulation activities. Are 
marketplace and competitive 
analyses part of these 
activities? Is the role of 
business technology 
prominent in these analyses? 
Is strategic experimentation 
used to better understand the 
roles served by business 
technology investment in 

acquiring and sustaining favorable market 
positions?  

 
• Assess how business technology 

investments are handled in your firm’s 
strategic planning and budgeting 
activities. To what extent do investment 
levels across operating units reflect the 
role that business technology actually 
serves in enabling strategic positions? To 
what extent do investment levels across 
staff or support units reflect the role that 
business technology actually serves in 
enabling these units to accomplish their 
mission? Are the baselines for such 
analyses founded on historical grounds, 
industry benchmarks or carefully selected 
-- i.e., strategically and operationally 
comparable -- peer groups? 

Like most 
enthusiasms in 

business, agility has 
been hyped and 

defined in so many 
different ways that 
executives can be 
excused for being 
exhausted with it. 
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• Assess the existence and maturity of 
BTM capabilities across the enterprise. 
Which BTM capabilities, given the role 
that business technology serves in 
enabling your firm’s strategic posture, 
need to be maintained at world-class 
levels? Has sufficient investment in BTM 
capabilities occurred at an enterprise 
level and within each business unit?  

 
• Answer the questions: Are your business 

strategy and strategic position well 
communicated and understood across 
the organization? Are your 
organization’s business strategies 
reflective of exploitative strategic 
actions, exploratory strategic actions, or 
both? What roles do your business 
technology investments play in enabling 
these strategic actions?  

 
Once these questions are answered, an 
appropriate mix of the various kinds of business 
technology can be developed to advance your 
firm’s strategic agenda. Technology thus 
becomes a significant tool for the CEO and the 
board. 
 

What Agile Companies  
Need To Do 
Next time you’re out on the road and spot a 
Schneider National truck rolling down the 
highway, know that it’s not exactly alone. Each 
of Schneider’s 48,000 trailers has a tracking 
device that allows satellites to know its position 
with an accuracy of 50 feet. Each trailer also 
has sensors that detect whether it is on the 
road or a rail car and whether it is empty or 
full. A sophisticated computer system processes 
all this and outputs 10,000 load assignments 
daily.xxiii As a result, Schneider has greater 
utilization of its assets, which translates into 
lower costs of operations and higher profit 
yields. 
 
Having information isn’t enough. Agility 
requires enterprises to have the ability to act 
upon the information that they collect. Prior to 
many of the sophisticated tracking systems, it 
was not uncommon for transportation 
companies like Schneider to “lose” or 

“misplace” assets. Trucks and trailers would still 
be in the system, but they would sit fallow in 
some parking lot until the next inventory 
discovered them and they were pulled back into 
circulation. Agile companies create structures and 
processes to understand the information they 
receive and to take action on it. 
 
Like most enthusiasms in business, agility has 
been hyped and defined in so many different 
ways that executives can be excused for being 
exhausted with it. The reality is that it is a 
legitimate pursuit and that it can mean different 
things for different organizations. As with any 
worthwhile endeavor, it is not magic, it doesn’t 
happen over night, and it doesn’t result from 
buying a new software package. It’s hard work. It 
is basic management: setting a strategy, defining 
it in tactics, motivating people, creating new 
structures and roles and incentives, making wise 
investments, learning and revising. Firms willing 
to undertake all this and get it right are more 
likely to survive. 
 
As with most matters in business and technology, 
agility ultimately comes down to people – their 
skills, authority, an understanding of the mission, 
willingness to collaborate and attitudes. Toyota 
Motor Company is a case study in lean business 
operations. It built its car empire on extremely 
efficient operations that, on the surface, do not 
seem conducive to innovation or agility. Yet, 
Toyota is always improving its operations, which 
results in very high quality of its products and 
fast turnaround in product development and 
market releases.  
 
Scholars and competitors have studied Toyota for 
years to understand its elusive secret. At the 
heart of “The Toyota Way” are its people. The 
importance of training for every person, from the 
most senior to the most junior, is stressed. 
People from different functions collaborate early 
and often on new products. Everyone is 
empowered to recognize mistakes and to do 
something about them. 
 
Essentially, everyone has a stake in pleasing the 
customer, whether it is the next employee down 
the line or the ultimate buyer of a car. Harvard 
Business School Professor Steven Spear has 
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noted that, “there is a palpable, positive 
difference in the attitude of people that is 
coupled with exceptional performance along 
critical business measures such as quality, cost, 
safety, and cycle time.”xxiv 
 
The story of Toyota, Schneider, GE and other 
companies is that agility is a never-ending  

series of changes for the better, some 
incremental, some transformative, that seize on 
changes in customer demand, competitor 
positioning, market environments and technology 
capabilities to sustain the organization and 
ensure its survival. 
 
 
 

 
 

Contours of Convergence Research Series 
Agility. Philosophy and Action is one of the five-part BTM research series, Contours of Convergence. 
Other papers in the series include: 
 
Becoming Better Business Technology Leaders 
Converged companies far outshine their non-converged rivals—in shareholder returns, revenue growth, 
and profitability. Next generation leaders will have to master the skills needed to articulate their business 
objectives and then use technology to achieve those objectives. 
 
An Operational Blueprint for Your Business 
It is easy to get lost in the wonders of technology and the promises of what it will deliver, but we must 
stay anchored: this is ultimately a matter of business, not technology, and its usefulness must be 
assessed in the context of the enterprise and its architecture as a whole. 
 
Business Technology Investments 
Selecting investment levels and strategically balancing the allocation of budget dollars among different 
asset portfolios adds a new dimension to the development of an enterprise’s overall business strategy.   
 
Managing Beyond Your Four Walls 
Technology makes the extended enterprise possible, as well as necessary: new markets, globalization of 
business, lower thresholds to entry, leading edge business models and products. But how wisely an 
organization manages business and technology together is what makes it successful. 
 
 
Get a snapshot of your organization's maturity level... 
Assess the current management maturity at your organization by filling out a Convergence Scorecard. 
This complimentary self-assessment represents a subset of questions extracted from the full BTM 
Capability Maturity Assessment as a means to collect the discrete data points needed to provide initial 
management maturity results.  
 
Visit the following link to get started: http://convergencescorecard.btmcorporation.com/ 
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