
Let’s face it: business models are less durable than they used to be.  

The basic rules of the game for creating and capturing economic  

YDOXH�ZHUH�RQFH�¿[HG�LQ�SODFH�IRU�\HDUV��HYHQ�GHFDGHV��DV�FRPSDQLHV� 
WULHG�WR�H[HFXWH�WKH�VDPH�EXVLQHVV�PRGHOV�EHWWHU�WKDQ�WKHLU�FRP� 
SHWLWRUV�GLG��%XW�QRZ��EXVLQHVV�PRGHOV�DUH�VXEMHFW�WR�UDSLG�GLVSODFH� 
PHQW��GLVUXSWLRQ��DQG��LQ�H[WUHPH�FDVHV��RXWULJKW�GHVWUXFWLRQ��
&RQVLGHU�D�IHZ�H[DPSOHV�

 •  Bitcoin bypasses traditional banks and clearinghouses with 

blockchain technology. 

����&RXUVHUD�DQG�HG;��DPRQJ�RWKHUV��WKUHDWHQ�EXVLQHVV�VFKRROV�ZLWK�
massive open online courses (MOOCs).1

 •  Tencent outcompetes in Internet services through microtransactions.

����8EHU�VLGHVWHSV�WKH�OLFHQVH�V\VWHP�WKDW�SURWHFWV�WD[LFDE�IUDQFKLVHV�
in cities around the world.

7KH�H[DPSOHV�DUH�QXPHURXV²DQG�IDPLOLDU��%XW�ZKDW¶V�OHVV�IDPLOLDU�
is how��H[DFWO\��QHZ�HQWUDQWV�DFKLHYH�WKHLU�GLVUXSWLYH�SRZHU��:KDW�

Disrupting beliefs: 
A new approach to 
business-model innovation

In a disruptive age, established business 
models are under attack. Here’s how 
incumbent companies can reframe them.
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HQDEOHV�WKHP�WR�VNLUW�FRQVWUDLQWV�DQG�H[SORLW�XQVHHQ�SRVVLELOLWLHV"�,Q�
VKRUW��ZKDW¶V�WKH process RI�EXVLQHVV�PRGHO�LQQRYDWLRQ"

)RU�LQFXPEHQWV��WKLV�NLQG�RI�LQQRYDWLRQ�LV�QRWRULRXVO\�KDUG��6RPH�
struggle merely to recognize the possibilities. Others shrink from 

FDQQLEDOL]LQJ�SUR¿W�VWUHDPV��6WLOO�RWKHUV�WLQNHU�DQG�WZHDN²EXW�
UDUHO\�FKDQJH²WKH�UXOHV�RI�WKH�JDPH��6KRXOG�LW�EH�VR�GLIILFXOW�IRU�
HVWDEOLVKHG�FRPSDQLHV�WR�LQQRYDWH�LQ�WKHLU�EXVLQHVV�PRGHOV"�:KDW�
approach would allow incumbents to overturn the conventions of their  

LQGXVWULHV�EHIRUH�RWKHUV�GR"�2XU�ZRUN�ZLWK�FRPSDQLHV�LQ�WHOHFRP� 
PXQLFDWLRQV��PDULWLPH�VKLSSLQJ��¿QDQFLDO�VHUYLFHV��DQG�KRVSLWDOLW\��
DPRQJ�RWKHU�VHFWRUV��VXJJHVWV�WKDW�HVWDEOLVKHG�SOD\HUV�can disrupt 

traditional ways of doing business by reframing the constraining 

beliefs that underlie the prevailing modes of value creation.� This 

article shows how.

Reframing beliefs

(YHU\�LQGXVWU\�LV�EXLOW�DURXQG�ORQJ�VWDQGLQJ��RIWHQ�LPSOLFLW��EHOLHIV�
DERXW�KRZ�WR�PDNH�PRQH\��,Q�UHWDLO��IRU�H[DPSOH��LW¶V�EHOLHYHG�WKDW� 
SXUFKDVLQJ�SRZHU�DQG�IRUPDW�GHWHUPLQH�WKH�ERWWRP�OLQH��,Q�WHOHFRP� 
PXQLFDWLRQV��FXVWRPHU�UHWHQWLRQ�DQG�DYHUDJH�UHYHQXH�SHU�XVHU�DUH�
VHHQ�DV�IXQGDPHQWDO��6XFFHVV�LQ�SKDUPDFHXWLFDOV�LV�EHOLHYHG�WR�GHSHQG� 
RQ�WKH�WLPH�QHHGHG�WR�REWDLQ�DSSURYDO�IURP�WKH�86�)RRG�DQG� 
'UXJ�$GPLQLVWUDWLRQ��$VVHWV�DQG�UHJXODWLRQV�GH¿QH�UHWXUQV�LQ�RLO�DQG� 
JDV��,Q�WKH�PHGLD�LQGXVWU\��KLWV�GULYH�SUR¿WDELOLW\��$QG�VR�RQ�

7KHVH�JRYHUQLQJ�EHOLHIV�UHÀHFW�ZLGHO\�VKDUHG�QRWLRQV�DERXW�FXVWRPHU�
SUHIHUHQFHV��WKH�UROH�RI�WHFKQRORJ\��UHJXODWLRQ��FRVW�GULYHUV��DQG�WKH�
EDVLV�RI�FRPSHWLWLRQ�DQG�GL̆HUHQWLDWLRQ��7KH\�DUH�RIWHQ�FRQVLGHUHG�
LQYLRODEOH²XQWLO�VRPHRQH�FRPHV�DORQJ�WR�YLRODWH�WKHP��$OPRVW�
DOZD\V��LW¶V�DQ�DWWDFNHU�IURP�RXWVLGH�WKH�LQGXVWU\��%XW�ZKLOH�QHZ�
HQWUDQWV�FDSWXUH�WKH�KHDGOLQHV��LQGXVWU\�LQVLGHUV��ZKR�RIWHQ�KDYH� 
D�FOHDU�VHQVH�RI�ZKDW�GULYHV�SUR¿WDELOLW\��DUH�ZHOO�SRVLWLRQHG�WR�SOD\�
WKLV�JDPH��WRR�

+RZ�FDQ�LQFXPEHQWV�GR�VR"�,Q�D�QXWVKHOO��WKH�SURFHVV�EHJLQV�ZLWK�
LGHQWLI\LQJ�DQ�LQGXVWU\¶V�IRUHPRVW�EHOLHI�DERXW�YDOXH�FUHDWLRQ�DQG�
then articulating the notions that support this belief. By turning one 

���)RU�EURDG�DSSOLFDWLRQ�RI�UHIUDPLQJ�DV�D�PHWKRGRORJ\��VHH�.DULP�%HQDPPDU��Reframing: 
7KH�DUW�RI�WKLQNLQJ�GL̆HUHQWO\��$PVWHUGDP��8LWJHYHULM�%RRP�������



3

RI�WKHVH�XQGHUO\LQJ�QRWLRQV�RQ�LWV�KHDG²UHIUDPLQJ�LW²LQFXPEHQWV�
FDQ�ORRN�IRU�QHZ�IRUPV�DQG�PHFKDQLVPV�WR�FUHDWH�YDOXH��:KHQ�WKLV�
DSSURDFK�ZRUNV��LW¶V�OLNH�WRSSOLQJ�D�VWRRO�E\�SXOOLQJ�RQH�RI�WKH�OHJV�

The fuller process and the questions to ask along the way look  

OLNH�WKLV�

A NEW APPROACH TO BUSINESS-MODEL INNOVATION
5 steps to turn your beliefs upside down

DISSECT THE MOST IMPORTANT 
LONG-HELD BELIEF INTO ITS 

SUPPORTING NOTIONS

TURN AN UNDERLYING BELIEF 
ON ITS HEAD

OUTLINE THE DOMINANT 
BUSINESS MODEL IN YOUR 

INDUSTRY

What are the long-held core beliefs 
in your industry about how to 
create value? 

This means formulating a radical new 
hypothesis, one that no one wants to 
believe—at least no one currently in 
your industry. 

What underpins the most important 
core belief—eg, notions about 
customer interactions, technology 
performance, or ways of operating? 

SANITY-TEST YOUR REFRAME TRANSLATE THE REFRAMED BELIEF INTO YOUR 
INDUSTRY’S NEW BUSINESS MODEL

Many reframed beliefs will not make sense. Applying a 
proven reframe from another industry may succeed. Unlike 
product and service innovations, business-model 
innovations travel well from industry to industry.

Once you arrive at the reframe, the new mechanism for 
creating value pretty much suggests itself—just take the 
reframed belief to its logical implications. 

1 2 3

4 5

What if? 
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1. Outline the dominant business model in your industry.�:KDW�DUH�
WKH�ORQJ�KHOG�FRUH�EHOLHIV�DERXW�KRZ�WR�FUHDWH�YDOXH"�)RU�LQVWDQFH��LQ�
¿QDQFLDO�VHUYLFHV��VFDOH�LV�UHJDUGHG�DV�FUXFLDO�WR�SUR¿WDELOLW\�

2. Dissect the most important long-held belief into its supporting 
notions.�+RZ�GR�QRWLRQV�DERXW�FXVWRPHU�QHHGV�DQG�LQWHUDFWLRQV��
WHFKQRORJ\��UHJXODWLRQ��EXVLQHVV�HFRQRPLFV��DQG�ZD\V�RI�RSHUDWLQJ�
XQGHUSLQ�WKH�FRUH�EHOLHI"�)RU�LQVWDQFH��¿QDQFLDO�VHUYLFHV�SOD\HUV�
DVVXPH�WKDW�FXVWRPHUV�SUHIHU�DXWRPDWHG��ORZ�FRVW�LQWHUIDFHV�UHTXLULQJ� 
VFDOH��%HFDXVH�WKH�,7�XQGHUSLQQLQJ�¿QDQFLDO�VHUYLFHV�KDV�PDMRU� 
VFDOH�DGYDQWDJHV��PRVW�RI�D�SURYLGHU¶V�FRVW�EDVH�LV�¿[HG��)XUWKHUPRUH�� 
the appropriate level of risk management is possible only beyond  

a certain size of business.

3. Turn an underlying belief on its head. Formulate a radical new 

K\SRWKHVLV��RQH�WKDW�QR�RQH�ZDQWV�WR�EHOLHYH²DW�OHDVW�QR�RQH�FXUUHQWO\� 
LQ�\RXU�LQGXVWU\��)RU�LQVWDQFH��ZKDW�LI�D�¿QDQFLDO�VHUYLFHV�SURYLGHU¶V�
,7�FRXOG�EH�EDVHG�DOPRVW�HQWLUHO\�LQ�WKH�FORXG��GUDVWLFDOO\�UHGXFLQJ�
WKH�PLQLPXP�HFRQRPLF�VFDOH"�([DPSOHV�RI�FRPSDQLHV�WKDW�KDYH�
WXUQHG�DQ�LQGXVWU\�EHOLHI�RQ�LWV�KHDG�LQFOXGH�WKH�IROORZLQJ�

 •  Target:�:KDW�LI�SHRSOH�ZKR�VKRSSHG�LQ�GLVFRXQW�VWRUHV�ZRXOG� 
SD\�H[WUD�IRU�GHVLJQHU�SURGXFWV"

 •  Apple:�:KDW�LI�FRQVXPHUV�ZDQW�WR�EX\�HOHFWURQLFV�LQ�VWRUHV�� 
HYHQ�DIWHU�'HOO�HGXFDWHG�WKHP�WR�SUHIHU�GLUHFW�EX\LQJ"

 •  Palantir:�:KDW�LI�DGYDQFHG�DQDO\WLFV�FRXOG�UHSODFH�SDUW�RI� 
KXPDQ�LQWHOOLJHQFH"

 •  Philips Lighting:�:KDW�LI�/('�WHFKQRORJ\�SXWV�DQ�HQG�WR�WKH�
OLJKWLQJ�LQGXVWU\�DV�D�UHSODFHPHQW�EXVLQHVV"

 •  Amazon Web Services:�:KDW�LI�\RX�GRQ¶W�QHHG�WR�RZQ�
LQIUDVWUXFWXUH�\RXUVHOI"

 •  TSMC:�:KDW�LI�\RX�GRQ¶W�QHHG�WR�GHYHORS�\RXU�RZQ�SURFHVV�
WHFKQRORJ\�RU�LQYHVW�LQ�\RXU�RZQ�LQIUDVWUXFWXUH"

 •  Amazon Mechanical Turk, TaskRabbit, and Wikipedia:�:KDW�LI�
\RX�FDQ�JHW�VWX̆�GRQH�LQ�FKXQNV�E\�DFFHVVLQJ�D�JOREDO�ZRUNIRUFH�LQ�
VPDOO�LQFUHPHQWV"
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4. Sanity-test your reframe.�0DQ\�UHIUDPHG�EHOLHIV�ZLOO�MXVW�EH�QRQ� 
VHQVH��$SSO\LQJ�D�UHIUDPH�WKDW�KDV�DOUHDG\�SURYHG�LWVHOI�LQ�DQRWKHU� 
industry greatly enhances your prospects of hitting on something 

WKDW�PDNHV�EXVLQHVV�VHQVH��%XVLQHVV�PRGHO�LQQRYDWLRQV��XQOLNH�
SURGXFW�DQG�VHUYLFH�RQHV��WUDYHO�ZHOO�IURP�LQGXVWU\�WR�LQGXVWU\��$LUEQE� 
LQVSLUHV�8EHU�LQVSLUHV�3HHUE\��6R�ORRN�DJDLQ�DW�WKH�UHIUDPHV�
GHVFULEHG�LQ�VWHS�WKUHH�DERYH��$OO�RI�WKHP�KDYH�EURDG�DSSOLFDWLRQ�
across industries.

5. Translate the reframed belief into your industry’s new business 
model.�7\SLFDOO\��RQFH�FRPSDQLHV�DUULYH�DW�D�UHIUDPH��WKH�QHZ�
PHFKDQLVP�IRU�FUHDWLQJ�YDOXH�VXJJHVWV�LWVHOI²D�QHZ�ZD\�WR�LQWHUDFW�
ZLWK�FXVWRPHUV��RUJDQL]H�\RXU�RSHUDWLQJ�PRGHO��OHYHUDJH�\RXU�
UHVRXUFHV��RU�FDSWXUH�LQFRPH��2I�FRXUVH��FRPSDQLHV�WKHQ�QHHG�WR�
WUDQVLWLRQ�IURP�WKHLU�H[LVWLQJ�EXVLQHVV�PRGHO�WR�WKH�QHZ�RQH�� 
and that often requires considerable nerve and sophisticated timing.3

Four places to reframe

([HFXWLYHV�FDQ�EHJLQ�E\�V\VWHPDWLFDOO\�H[DPLQLQJ�HDFK�FRUH�HOHPHQW�
RI�WKHLU�EXVLQHVV�PRGHO��ZKLFK�W\SLFDOO\�FRPSULVHV�FXVWRPHU�UHODWLRQ� 
VKLSV��NH\�DFWLYLWLHV��VWUDWHJLF�UHVRXUFHV��DQG�WKH�HFRQRPLF�PRGHO¶V�
FRVW�VWUXFWXUHV�DQG�UHYHQXH�VWUHDPV��:LWKLQ�HDFK�RI�WKHVH�HOHPHQWV��
YDULRXV�EXVLQHVV�PRGHO�LQQRYDWLRQV�DUH�SRVVLEOH��+DYLQJ�DQDO\]HG�
KXQGUHGV�RI�FRUH�HOHPHQWV�DFURVV�D�ZLGH�UDQJH�RI�LQGXVWULHV�DQG�JHRJ� 
UDSKLHV��ZH�KDYH�IRXQG�WKDW�D�UHIUDPH�VHHPV�WR�HPHUJH�IRU�HDFK� 
RQH��UHJDUGOHVV�RI�LQGXVWU\�RU�ORFDWLRQ��0RUHRYHU��WKHVH�WKHPHV�KDYH� 
RQH�FRPPRQ�GHQRPLQDWRU��WKH�GLJLWL]DWLRQ�RI�EXVLQHVV��ZKLFK�
XSHQGV�FXVWRPHU�LQWHUDFWLRQV��EXVLQHVV�DFWLYLWLHV��WKH�GHSOR\PHQW�RI�
UHVRXUFHV��DQG�HFRQRPLF�PRGHOV�

Innovating in customer relationships: From loyalty to 
empowerment
%XVLQHVVHV�VKRXOG�VWULYH�IRU�FXVWRPHU�OR\DOW\��ULJKW"�/R\DO�FXVWRPHUV�
WHOO�WKHLU�IULHQGV�DQG�FRQWDFWV�KRZ�JRRG�D�FRPSDQ\�LV��WKHUHE\�
ORZHULQJ�DFTXLVLWLRQ�FRVWV��/R\DO�FXVWRPHUV�VWLFN�DURXQG�ORQJHU��

3  )RU�PRUH�DERXW�WKLV�WUDQVLWLRQ��VHH�&RQVWDQWLQRV�0DUNLGHV�DQG�'DQLHO�2\RQ��³:KDW� 
WR�GR�DJDLQVW�GLVUXSWLYH�EXVLQHVV�PRGHOV��:KHQ�DQG�KRZ�WR�SOD\�WZR�JDPHV�DW�RQFH��́ � 
MIT Sloan Management Review��-XQH�����������VORDQUHYLHZ�PLW�HGX�
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keeping the competition at bay. Loyal customers provide repeat 

EXVLQHVV��D�ELJJHU�VKDUH�RI�ZDOOHW��DQG�PRUH�XVHIXO�IHHGEDFN�DERXW�
problems and opportunities. No wonder companies in so many 

industries emphasize locking in customers by winning their loyalty.

But the pursuit of loyalty has become more complicated in the digital 

ZRUOG��7KH�FRVW�RI�DFTXLULQJ�QHZ�FXVWRPHUV�KDV�IDOOHQ��HYHQ�ZLWK� 
RXW�OR\DOW\�SURJUDPV��&XVWRPHUV²HPSRZHUHG�E\�GLJLWDO�WRROV�DQG�
H[WHQVLYH�SHHU�UHYLHZHG�NQRZOHGJH�DERXW�SURGXFWV�DQG�VHUYLFHV²
QRZ�RIWHQ�GR�D�EHWWHU�MRE�RI�FKRRVLQJ�DPRQJ�EX\LQJ�RSWLRQV�WKDQ�FRP� 
SDQLHV�GR��6ZLWFKLQJ�FRVWV�DUH�ORZ��0RVW�VLJQL¿FDQW��WKH�IRUPHU�
SDVVLYLW\�RI�FXVWRPHUV�KDV�EHHQ�VXSHUVHGHG�E\�D�GHVLUH�WR�IXO¿OO�WKHLU�
RZQ�WDOHQWV�DQG�H[SUHVV�WKHLU�RZQ�LGHDV��IHHOLQJV��DQG�WKRXJKWV�� 
$V�D�UHVXOW��WKH\�PD\�LQWHUSUHW�H̆RUWV�WR�ZLQ�WKHLU�OR\DOW\�DV�REVWDFOHV� 
WR�VHOI�DFWXDOL]DWLRQ�

,QVWHDG�RI�¿JKWLQJ�WKDW�WUHQG��ZK\�VKRXOGQ¶W�FRPSDQLHV�HPEUDFH�WKH�
SDUDGR[�WKDW�JRHV�ZLWK�LW��WKH�EHVW�ZD\�WR�UHWDLQ�FXVWRPHUV�LV�WR�VHW�
WKHP�IUHH��7KH�LQYHQWLRQ�FRPSDQ\�4XLUN\��IRU�H[DPSOH��OHWV�WKH�LGHDV�
and votes of its online community guide the products it designs  

DQG�SURGXFHV��0DNHU/DEV��DQ�LQWHUDFWLYH�GHVLJQ±EXLOG�FROOHFWLYH��SUR� 
YLGHV�LWV�PHPEHUV�ZLWK�WKH�WRROV�DQG�H[SHUWLVH�WKH\�QHHG�WR�EXLOG�
what they want.

Established companies can also make the switch from loyalty to 

HPSRZHUPHQW��&RQVLGHU�WKH�SHQVLRQ�DQG�LQVXUDQFH�LQGXVWU\��ORQJ�
JRYHUQHG�E\�WKH�EHOLHI�WKDW�FRPSOH[�LQYHVWPHQW�GHFLVLRQV�DUH�EHVW�
PDGH�E\�H[SHUWV��FRPSDQLHV�RU�LQWHUPHGLDU\�¿QDQFLDO�DGYLVHUV��RQ�
EHKDOI�RI�DFFRXQW�KROGHUV��$�PXOWLQDWLRQDO�LQVXUDQFH�DQG�SHQVLRQ�
SURYLGHU�UHIUDPHG�WKDW�EHOLHI�E\�SURSRVLQJ�WKH�RSSRVLWH��ZKDW�LI�FXV� 
WRPHUV�SUHIHUUHG�WR�PDNH�WKHLU�RZQ�LQYHVWPHQW�GHFLVLRQV��HYHQ�LI�
WKH\�GLGQ¶W�KDYH�WKH�FUHGHQWLDOV�RI�LQYHVWPHQW�SURIHVVLRQDOV"�7KH�FRP� 
SDQ\�QRZ�SURYLGHV�FXVWRPHUV�ZLWK�ZHE�EDVHG�LQYHVWPHQW�LQIRU� 
PDWLRQ�DQG�GHFLVLRQ�PDNLQJ�WRROV��DORQJ�ZLWK�DSSURSULDWH�ULVN�ZDUQ� 
ings. These enable customers to invest a percentage of their funds 

GLUHFWO\�LQ�EXVLQHVVHV�RI�WKHLU�FKRLFH��7KLV�H̆RUW�LV�LQ�LWV�HDUO\�GD\V��
EXW�FXVWRPHU�SLFN�XS�DQG�WKH�SUR¿WDELOLW\�RI�SURGXFWV�DUH�SURPLVLQJ�
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Innovating in activities: From efficient to intelligent
2QH�RI�WKH�PRVW�GRPLQDQW�EHOLHIV�JRYHUQLQJ�WRGD\¶V�ELJ�FRPSDQLHV� 
LV�WKDW�LPSURYLQJ�ḢFLHQF\�LV�WKH�PRVW�UHOLDEOH�ZD\�WR�LQFUHDVH�SUR¿WV�� 
(VSHFLDOO\�LI�PDUNHW�UHTXLUHPHQWV�FKDQJH�RQO\�JUDGXDOO\��FRPSDQLHV� 
KDYH�SOHQW\�RI�WLPH�WR�PLQLPL]H�WKH�SURGXFWLRQ�FRVWV�RI�WKHLU�H[LVWLQJ�
SURGXFWV��7RGD\��RI�FRXUVH��FRQVWDQW�ḢFLHQF\�LPSURYHPHQWV�DUH�D�
prerequisite for a healthy bottom line.

7KH\�PD\�EH�QHFHVVDU\��EXW�WKH\¶UH�QRW�VẊFLHQW��,Q�WRGD\¶V�UDSLGO\�
FKDQJLQJ�PDUNHWV��PDQ\�SURGXFWV�EHFRPH�REVROHWH�EHIRUH�WKH\�KDYH�
EHHQ�³OHDQHG�RXW�́ �VR�PDQDJHUV�JHW�OHVV�WLPH�WR�RSWLPL]H�SURGXFWLRQ�
SURFHVVHV�IXOO\��&RPSDQLHV�DUH�WKHUHIRUH�EXLOGLQJ�ÀH[LELOLW\�DQG�
embedded intelligence directly into the production process to help 

WKHP�DGDSW�TXLFNO\�WR�FKDQJLQJ�QHHGV��(PEHGGHG�LQWHOOLJHQFH�FDQ��
RYHU�WLPH��KHOS�FRPSDQLHV�WR�LPSURYH�ERWK�WKH�SHUIRUPDQFH�DQG�WKH� 
YDOXH�LQ�XVH�RI�SURGXFWV�DQG�VHUYLFHV�DQG�WKXV�WR�LPSURYH�WKHLU�
SULFLQJ��,Q�HVVHQFH��GLJLWL]DWLRQ�LV�HPSRZHULQJ�EXVLQHVVHV�WR�JR�EH\RQG� 
ḢFLHQF\��WR�FUHDWH�OHDUQLQJ�V\VWHPV�WKDW�ZRUN�KDUGHU�and smarter.

&RQVLGHU�KRZ�D�ZHE�EDVHG�JOREDO�KRWHO�ERRNLQJ�SODWIRUP�XVHG�TXLFN� 
feedback cycles to reframe the focus of its business model from 

ḢFLHQF\�WR�XVHU�VDWLVIDFWLRQ��WKHUHE\�RSHQLQJ�QHZ�UHYHQXH�RSSRU� 
WXQLWLHV��7KH�KRWHO�ERRNLQJ�LQGXVWU\¶V�FHQWUDO�EHOLHI�KDV�EHHQ�WKDW�
VXFFHVV�GHSHQGV�RQ�WZR�WKLQJV��QHJRWLDWLQJ�SRZHU�ZLWK�KRWHOV�DQG� 
a reliable web interface for customers. The company reframed this 

dominant belief by asking if customers booking a hotel room might 

ORRN�IRU�PRUH�WKDQ�FRQYHQLHQFH��VSHHG��DQG�SULFH��,W�WHVWHG�WKLV�
reframe through a series of iterations to its website. Even minor 

FKDQJHV²VXFK�DV�WKH�XVH�RI�SKRWRJUDSKV��D�ZDUPHU��RU�VRPHWLPHV�
FRROHU��WRQH�IRU�WKH�VLWH¶V�WH[W��DQG�WKH�LQFOXVLRQ�RI�WHVWLPRQLDOV�
IURP�KDSS\�FXVWRPHUV²UDLVHG�WKH�FOLFN�WKURXJK�UDWH��7KLV�LQVLJKW�
FRQ¿UPHG�WKH�UHIUDPH��D�ERRNLQJ�VLWH�LV�PRUH�WKDQ�MXVW�D�IXQFWLRQDO�
VHUYLFH��LW�FDQ�DOVR�EHFRPH�DQ�HQJDJLQJ�FXVWRPHU�H[SHULHQFH�

$V�D�UHVXOW��WKH�FRPSDQ\�KDV�LQWHJUDWHG�FRQVWDQW�IHHGEDFN�ORRSV�DQG�
GDLO\�H[SHULPHQWV�LQWR�LWV�NH\�DFWLYLWLHV��FUHDWLQJ�D�WUXH�OHDUQLQJ�
V\VWHP��1RZ�LW�LPSURYHV�DQG�DGMXVWV�LWV�VLWH�GDLO\�WR�ERRVW�FXVWRPHU�
engagement and increase revenue. It may well be on its way to 

EHFRPLQJ�WKH�LQGXVWU\¶V�JOREDO�VWDQGDUG�
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Innovating in resources: From ownership to access
One widespread premise in business is that companies compete  

by owning the assets that matter most to their strategy. Competitive 

DGYDQWDJH��DFFRUGLQJ�WR�WKLV�EHOLHI��FRPHV�IURP�RZQLQJ�YDOXDEOH�
DVVHWV�DQG�UHVRXUFHV��ZKLFK�WHQG�WR�EH�VFDUFH�DQG�XWLOL]HG�RYHU�ORQJ�
WLPH�SHULRGV��DV�ZHOO�DV�¿UP�DQG�ORFDWLRQ�VSHFL¿F��7KXV�RZQHUVKLS�
�UDWKHU�WKDQ��VD\��OHDVLQJ��IUHTXHQWO\�DSSHDUV�WR�EH�WKH�EHVW�ZD\�WR�
HQVXUH�H[FOXVLYH�DFFHVV�

%XW�ZKDW�LI�DVVHWV�DUH�XVHG�LQIUHTXHQWO\�RU�LQFRQVLVWHQWO\"�,Q�WKHVH�
FDVHV��GLJLWDO�WHFKQRORJ\��E\�LQFUHDVLQJ�WUDQVSDUHQF\�DQG�UHGXFLQJ�
VHDUFK�DQG�WUDQVDFWLRQ�FRVWV��LV�HQDEOLQJ�QHZ�DQG�EHWWHU�YDOXH�
FUHDWLQJ�PRGHOV�RI�FROODERUDWLYH�FRQVXPSWLRQ��$V�D�UHVXOW��RZQHUVKLS�
PD\�EHFRPH�DQ�LQIHULRU�ZD\�WR�DFFHVV�NH\�DVVHWV��LQFUHDVLQJO\� 
UHSODFHG�E\�ÀH[LEOH�ZLQ�ZLQ�FRPPHUFLDO�DUUDQJHPHQWV�ZLWK�SDUWQHUV�� 
2Q�WKH�FRQVXPHU�VLGH��WKH�H[DPSOHV�LQFOXGH�3HHUE\��DQ�DSS�WKDW�
allows neighbors to share tools and other household items that would  

RWKHUZLVH�VLW�LGOH�LQ�JDUDJHV��DQG�8EHU��ZKLFK�DOORZV�DQ\�GULYHU�ZLWK�
D�TXDOL¿HG�YHKLFOH�WR�SURYLGH�WD[L�VHUYLFH��+RXVH��DQG�URRP�VKDULQJ�
programs apply the same thinking to underused real estate. In  

HYHU\�FDVH��FRQVXPHUV�RSW�WR�DFFHVV�UDWKHU�WKDQ�RZQ�WKHVH�DVVHWV�

%LJ�FRPSDQLHV�DUH�IROORZLQJ�VXLW²IRU�H[DPSOH��E\�UHGXFLQJ�VRXUFLQJ� 
FRVWV�WKURXJK�³FUDGOH�WR�FUDGOH´�DSSURDFKHV�WKDW�FROOHFW�DQG�
repurpose what they previously considered waste.4 Instead of buying  

�DQG�WKXV�RZQLQJ��WKH�UDZ�PDWHULDOV�QHHGHG�IRU�SURGXFWV��FRP� 
SDQLHV�DFFHVV�WKHVH�PDWHULDOV�LQ�SUHYLRXVO\�VROG�SURGXFWV�DQG�UHSXU� 
SRVH�WKHP��6LPLODUO\��WKH�JOREDO�VRXUFLQJ�¿UP�/L�	�)XQJ�OLPLWV� 
ULVN��LQFUHDVHV�ḢFLHQF\��DQG�HQKDQFHV�ÀH[LELOLW\�E\�XVLQJ�EURDG�QHW� 
ZRUNV�IRFXVHG�RQ�DFFHVV�WR��UDWKHU�WKDQ�PDMRULW\�RZQHUVKLS�RI��
VXSSOLHUV��7KH�VRIWZDUH�PDNHU�$GREH�6\VWHPV�QR�ORQJHU�OLFHQVHV�QHZ� 
YHUVLRQV�RI�LWV�SURGXFWV�WR�FXVWRPHUV�WKURXJK�RQH�WLPH�VDOHV�� 
instead it provides access to them through monthly subscriptions.

�)RU�PRUH�RQ�$GREH¶V�WUDQVLWLRQ�WR�LWV�QHZ�EXVLQHVV�PRGHO��VHH�
³5HERUQ�LQ�WKH�FORXG�́ �RQ�PFNLQVH\�FRP��

The move from ownership to access mirrors a more broadly evolving 

VRFLHWDO�PLQG�VHW�WRZDUG�RSHQ�VRXUFH�PRGHOV��)RU�H[DPSOH��LQ�
�����WKH�HOHFWULF�YHKLFOH�FRPSDQ\�7HVOD�PDGH�DOO�RI�LWV�LQWHOOHFWXDO�

4  6HH�+DQK�1JX\HQ��0DUWLQ�6WXFKWH\��DQG�0DUNXV�=LOV��³5HPDNLQJ�WKH�LQGXVWULDO�
HFRQRP\�́ �0F.LQVH\�4XDUWHUO\��)HEUXDU\�������PFNLQVH\�FRP�
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SURSHUW\�SDWHQWV�IUHHO\�DYDLODEOH�LQ�DQ�H̆RUW�WR�HQFRXUDJH�WKH�
manufacture of clean vehicles.

These possibilities penetrate deeply into traditional industries. 

&RQVLGHU�KRZ�D�ELJ�(XURSHDQ�PDULWLPH�SRUW�HPEDUNHG�RQ�D�ODUJH�
VFDOH�ODQG�PDQDJHPHQW�SURJUDP��7KH�LQGXVWU\�EHOLHI�UHIUDPHG� 
E\�WKH�SRUW�ZDV�WKDW�ODUJH�OLTXLG�EXON�ORDG�VKLSV�YDOXHG�SULYDWH�DFFHVV� 
to storage tanks. The underlying assumption was that shipping 

companies wanted the ability to deliver their bulk loads anytime and 

therefore required entry to their tanks at close range.

,Q�UHVSRQVH�WR�WKLV�SHUFHLYHG�QHHG��PRVW�PDULWLPH�SRUWV�KDYH�
GHYHORSHG�MHWWLHV�WR�ZKLFK�WKH\�SURYLGH�LQGLYLGXDO�VKLSSLQJ�FRPSDQLHV� 
SULYDWH�DFFHVV²HVVHQWLDOO\�WKH�HTXLYDOHQW�RI�³RZQHUVKLS�́ �$V�D�UHVXOW�
RI�HDFK�FRPSDQ\¶V�YDU\LQJ�VFKHGXOHV�DQG�WUḊF��PDQ\�MHWWLHV�HQGHG�
XS�EHLQJ�PRVWO\�XQXVHG��EXW�RWKHUV�ZHUHQ¶W�VẊFLHQW�IRU�SHDN�WLPHV��
6HHLQJ�WKLV�SUREOHP��WKH�SRUW¶V�PDQDJHPHQW�UHIUDPHG�WKH�LQGXVWU\�
belief by asking if customers cared more about access on demand 

WKDQ�H[FOXVLYLW\��7KH�SRUW�QRZ�LQWHQGV�WR�KHOS�DOO�FXVWRPHUV�XVH�DQ\�
MHWW\�WR�DFFHVV�DQ\�IXHO�WDQN��E\�GHYHORSLQJ�D�FRPPRQ�FDUULHU�SLSH�
FRQQHFWLQJ�WKHP��-XVW�DV�3HHUE\�LQ�HIIHFW�VKLIWV�D�QHLJKERUKRRG¶V�
³EXVLQHVV�PRGHO´�E\�LQFUHDVLQJ�WKH�XWLOL]DWLRQ�RI�XQGHUXVHG�DVVHWV�� 
VR�WKH�PDULWLPH�SRUW�LV�PDNLQJ�PRUH�RI�XQGHUXWLOL]HG�MHWWLHV�DQG�VWRUDJH� 
tanks by shifting the business model so that shipping companies  

SD\�IRU�DFFHVV�WR�MHWWLHV�DQG�VWRUDJH�UDWKHU�WKDQ�WKH�H[FOXVLYH�XVH�RI�
WKHP��,Q�WKH�IXWXUH��WKLV�PRGHO�PD\�HYROYH�LQWR�D�G\QDPLF�PXOWL� 
XVHU�VORW�ERRNLQJ�V\VWHP�WKDW�PDWFKHV�WKH�UHDO�WLPH�DYDLODELOLW\�RI�
MHWWLHV�ZLWK�GHPDQG�IRU�OLTXLG�EXON�FDUULHU�VKLSV�

Innovating in costs: From low cost to no cost
$FFRUGLQJ�WR�KLVWRULDQ�3HWHU�:DWVRQ��KXPDQV�KDYH�EHHQ�WUDGLQJ�
JRRGV�DQG�VHUYLFHV�IRU�PRUH�WKDQ���������\HDUV��'XULQJ�WKDW�WLPH�� 
ZH¶YH�DOZD\V�EHOLHYHG�WKDW�WR�VHOO�PRUH�RI�DQ�R̆HULQJ�\RX�KDG�WR�
produce more of it. The underlying notion was that a single unit of a  

given product or service could be used only by one customer at a 

WLPH��$Q\�LQFUHDVH�LQ�SURGXFWLRQ�WKHUHIRUH�UHTXLUHG�D�FRPPHQVXUDWH� 
LQFUHDVH�LQ�ODERU��UHVRXUFHV��DQG�HTXLSPHQW��:KLOH�YROXPH�DGYDQ� 
WDJHV�GLG�WUDQVODWH�LQWR�ORZHU�DYHUDJH�FRVWV�SHU�XQLW��HFRQRPLHV�RI�
scale could never get the average cost down to zero.



��

Digitization is reframing this ancient belief in powerfully disruptive 

ZD\V��,Q�IDFW��RI�DOO�WKH�UHIUDPHV�GLVFXVVHG�KHUH��WKLV�RQH�KDV�KDG�
WKH�PRVW�GHYDVWDWLQJ�HIIHFW��VLQFH�LW�FDQ�GHVWUR\�HQWLUH�LQGXVWULHV��
:KDW¶V�GULYLQJ�SULFHV�WR�]HUR�LV�WKH�UHIUDPH�WKDW�PXOWLSOH�FXVWRPHUV�
FDQ�VLPXOWDQHRXVO\�XVH�GLJLWDO�JRRGV��ZKLFK�FDQ�EH�UHSOLFDWHG�DW� 
]HUR�PDUJLQDO�FRVW��0DVVLYH�RSHQ�RQOLQH�FRXUVHV��IRU�H[DPSOH��SURYLGH� 
D�QHDUO\�]HUR�PDUJLQDO�FRVW�HGXFDWLRQ�

&RQVLGHU�WKH�LPSOLFDWLRQV�IRU�WHOHFRPPXQLFDWLRQV��ZKHUH�WKH�GRPLQDQW� 
belief has been that value is best captured through economies of 

VFDOH²WKH�PRUH�WHOHSKRQH�PLQXWHV�VROG��WKH�ORZHU�WKH�XQLW�FRVW��$V�
D�UHVXOW��WKH�ODUJHU�WKH�PRELOH�SKRQH�SODQ��WKH�ORZHU�WKH�FRVW�SHU�
minute. One telecommunications company is upending this belief 

E\�PDNLQJ�FXVWRPHUV�DQ�³DOO�\RX�FDQ�HDW´�R̆HU��,W�UHDOL]HG�WKDW�
XQOLPLWHG�XVH�RI�YRLFH�DQG�WH[WLQJ�XQLWV�FRPHV�DW�QR�DGGLWLRQDO�FRVW� 
WR�LWVHOI��VR�LW�FDQ�FRPSHWH�DJDLQVW�HPHUJLQJ�YRLFH�RYHU�,3�FRP� 
SHWLWRUV��$V�D�UHVXOW��WKH�WHOFR�VWDUWHG�WR�R̆HU�XQOLPLWHG�WH[WLQJ�DQG�
voice plans by focusing its economic model on making money from 

data usage and from its investments in a huge data network and storage  

FDSDFLW\��6XFK�SODQV�HOLPLQDWH�FRQIXVLRQ�DPRQJ�FXVWRPHUV�DQG�
LQFUHDVH�WKHLU�VDWLVIDFWLRQ��$V�VRRQ�DV�WKH�QHWZRUN�KDV�UHDFKHG�LWV�
SODQQHG�UHWXUQ�RQ�LQYHVWPHQW��LQFUHPHQWDO�GDWD�VHUYLFH�ZLOO�DOVR� 
be free.

Big companies have traditionally struggled to innovate in their 

EXVLQHVV�PRGHOV��HYHQ�DV�GLJLWDO�WHFKQRORJ\�KDV�EURXJKW�EXVLQHVV�
model innovation to the forefront of the corporate agenda. Yet  

ELJ�FRPSDQLHV�FDQ�EH�GLVUXSWLYH��WRR��LI�WKH\�LGHQWLI\�DQG�RYHUFRPH�
FRPPRQ�EXW�OLPLWLQJ�RUWKRGR[LHV�DERXW�KRZ�WR�GR�EXVLQHVV�
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