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“Essential reading for managers,” —Busingss Woak
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Fig. 3.1 Number of articles mentioning “ecosystem” in corporate/industrial
news (Data Source Factiva)

. Source: Annabeth Aagaard (Ed.), Business Model Innovation, Game Changers and Contemporary Issues, Palgrave Macmillan, 2024
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J. Lapalme, "Three Schools of Thought on Enterprise Architecture," in /7 Professional, vol. 14, no. 6, pp. 37-43, Nov.-Dec. 2012
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J. Lapalme, "Three Schools of Thought on Enterprise Architecture," in /7 Professional, vol. 14, no. 6, pp. 37-43, Nov.-Dec. 2012
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Enterprise
Ecological Adaptation

Enterprise IT
Architecting

Enterprise
Integrating

School School School
“EA as the glue between business and “EA as the link between strategy and “EA as the means for
| ing execution” organizational innovation and
sustainability”

Objectives &

o Effective enterprise strategy
execution and operations
¢ |T Planning & Cost reduction

o  [Effective enterprise strategy
implementation
«  (Organizational coherence

Innovation & adaption
Organizational coherence
System-in-environment

Concerns ) )
¢  Business Enablement coevolution
e  Reductionism e  Holism Holism
s  Business strategies and e  Business strategies and objectives System-in-environment
objectives are provided by the are provided by the business and are coevolution
Principles & business and are correct. correct. Environment can be changed
Assumptions * Independent design of e  Environment as something to Joint design of all

organizational dimensions.
. Disinterest in none IT
dimensions.

¢  Technical competence
e Engineering knowledge

manage
e Joint design of all organizational
dimensions.

Small group facilitation
Systems thinking

organizational dimensions

Dialogue fostering
System & System-in-
environment thinking
Larger group facilitation

J. Lapalme, "Three Schools of Thought on Enterprise Architecture," in /7 Professional, vol. 14, no. 6, pp. 37-43, Nov.-Dec. 2012
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An ecosystem (or ecological system) is a system that environments and
their organisms form through their interaction.
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THEDEATHOF An economic community supported by a foundation of interacting organizations and
individuals—the organisms of the business world. The economic community produces
goods and services of value to customers, who are themselves members of the
ecosystem. The member organisms also include suppliers, lead producers, competitors,
and other stakeholders. Over time, they coevolve their capabilities and roles, and tend
to align themselves with the directions set by one or more central companies. Those
companies holding leadership roles may change over time, but the function of
ecosystem leader is valued by the community because it enables members to move
toward shared visions to align their investments, and to find mutually supportive roles.

A business ecosystem is a purposeful business arrangement between two or more
entities (the members) to create and share in collective value for a common set of
EY customers. Every business ecosystem has participants, and at least one member acts as
the orchestrator of the participants. All members in a business ecosystem, whether
orchestrators or participants, have their brands present in the value propositions.
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m a business ecosystem is a dynamic group of largely independent economic players that
create products or services that together constitute a coherent solution.
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Method of conflict resolution

Contracts

Mutual trust
Anonymity

Switching cost

Discrete market Hierarchy Relational network
Coordination mechanism Price Business rules Shared norms & values
Legitimate authority Written specifications Management Tradition

Visible acknowledgement of

Fair exchange Fair salary one’s contribution

Haggling, resort to court Management decision gﬁlﬂammg relations & repu-
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the technology platform company is dominant as the orchestrator, all of the
b : t value creation is shaped around their core platform(s) and the majority of the
Sym |OTIC ecosystem participant go-to-market motions tend to align to the technology

platform company’s primary motions.

The marketplace operator is the orchestrator and the coordinating am a zon
ma r‘ketp | ace brand, and the members pay the operator a fee to participate in the \ 5]
marketplace.
_ the members of a scaling ecosystem model will jointly orchestrate, VA »

or:) | | ng often setting up a collectively funded entity to perform the P

orchestration functions. STAR ALLIANGE
. This model is typically an arrangement between two, or just a few, entities,
dCC ret|ve where all parties have a portion of an overall customer value proposition that

combined is worth substantially more than the sum of its parts. EY

Coopetive competitors cooperate to create higher customer value mG @

Value chains sit between original suppliers and end consumers of
goods and services and are characterized by many participants EY
across many different role types.

value chain

g
;
}

1P ol - lojlw g )lasmo Glded piv Livlod

An orchestrator, referred to here as the "ecosystem integrator,"
brings together a bespoke set of ecosystem participants to create a EY
fully integrated end-to-end solution for customers.

Integrator

www.rezakarami.ir https://www.ey.com/en_gr/alliances/seven-business-models-for-creating-ecosystem-value
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TEAM: The Ecosystem Architecture Management

Jaap Gordijn @ -2nd

Managing partner at The Value Engineers, Associate Professor VUA Vrije Universiteit Amsterdam Value-based Digital Ecosystem Design; Partner in The Value Engineers;
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Strategic view of the architecture of the ecosystem
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« Service
« (Customer
*«  Payment

Business idea

" Offering

Business travel by train: Business idea
The business idea is to offer train travel for business travelers including taxi service at both ends.
Both the train and each of the taxi trip and the food must generate positive net revenue.

* USPs

Value proposition

*  Market segments & their needs
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Business travel by train: Value proposition
1. Offering: train trip bundled with business services and catering on board and taxi services
at each end of the trip.
2. Customer: business travelers
3. USPs: Door-to-door transport, no queues at either end to board a taxi, high-speed Wi-Fi on
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* Interface requirements (standards, APIs)
* Data sharing requirements (semantics, format, confidentiality, integre{
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4000 Business travelers

Wantto make a business trip 3 times

©
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transport]
{ Al
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" Offering

* USPs

Value proposition

*  Market segments & their needs

Revenue model
* Contract period
@ * Market size, nr of needs
* Prices, choices
* Expenses

Investment analysis
Investments

Time series
Break-even point, NVP,
etc.

Market segment business travelers
Nr of business travelers
Nr of needs/business traveler
Nr of service deliveries
Gross revenue per service delivery
Door-to-door business transport
Variable expenses per service delivery
Food 8 beverages

Long-distance rail transport
Local transport

m Transaction costs
’ Total variable expenses per service delivery

Net revenue per service delivery

ry model

Gross revenue per period

Total variable expenses per period
Fixed expenses per period

Total expenses per period

Net revenue per period

Benefit/cost ratio

4000

12.000,00

450,00

50
200
100

35
385

65,00

5400000

4620000
200000
4820000
580.000,00
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Year 0 Year 1“I Year 2 Year3 year 4 year 5 year 6 Year 7 year 8 year gue Frﬂ'Pﬂﬁniﬂﬂ
Market segment business travelers
Nr of business travelers 2000 3000 4000 4000 4000 4000 4000 4000 dﬂﬂ(;
Nr of needs/business traveler 2 2 3 a a 4 a4 a4 {segments & their needs
Nr of service deliveries 4,000,00 6.000,00 12.000,00 16.000,00 16.000,00 16.000,00 16.000,00 16.000,00 16.000,0
Gross revenue per service delivery
Door-to-door business transport 400,00 400,00 400,00 450,00 450,00 450,00 430,00 450,00 450,00
Varlable expenses per service delivery
Food & beverages 50 50 50 50 50 50 50 50 50
Long-distance rail transport 200 200 200 200 200 200 200 200 204
Lecal transport 100 100 100 100 100 100 100 100 104
Transaction costs 35 35 35 35 35 E L] as a5 33
Total variable expenses/service delivery 385 3E5 385 3B5 385 385 3B5 385 3a3
Net revenue per service delivery 15,00 1500 15,00 65,00 65,00 65,00 65,00 65,00 65,0
Investment analysis
Gross revenue per period 1500000 2400000 4800000 7200000 F200000 F200000 7200000 F200000 F200004 . fn\festments
Total variable expenses per period 1540000 2310000 4620000 6160000 6160000 6160000 6160000 6160000 6160004
Fixed expenses per period 200000 200000 200000 200000 200000 200000 200000 200000 00000i@—=p| *« Time series
Total expenses per period 1740000 2510000 4220000 6360000 &3IB0000 B3I60000 6360000 6360000 6360004 a
Investment 1000000 * Break-even point, NVP,
Net revenue pi -LO000000,00  -140.000,00  -110.000,00 =20.000,00 B40.000,00 B40.000,00 B40.000,00 E40.000,00 B40.000,00 BA0.000, 04 E'tﬂ
Benefit/cost ratio 0,92 0,96 b | 113 1,13 1,13 1,13 113 1,13
Against as risk percentage of 7% this gives us an NPV after 9 years of 359 296.
year year Year Year year year year year Year
[H] 1 F 3 i 5 [ T B 3

Discount percentage 7, 00% 7.00% 7.00% 7,00% 7.00% 7,000 7005 70004 7.00% 7,00% 7

Revenus 0 10000000 2.400.000,00 4.800.000,00 7.200000,00 7200000000 7.200.000,00 720000000 7.200.000,00 73000000

Expenses 0,00 1.740.000,00  2.510.000,00 482000000 636000000 636000000 6360.00000 6360.000,00 635000000 6.3560,000,0

Investment 1.000,000,00

Cash flow 000 -140.000,00  -110.000,00 =20,000,00 B40,000,00 BA0D0000  BA0.000,00  BAGLOOO00  B40.000,00 E40,000,0

Discounted cash flow -130.841,12 -96.078,26 -16.325,96 640,831,958 598.908,39 559.727,47  523.109,78  488.887,65 456904

NPV 3.025.124,27 -130.841,12 -06.078,26 =16,325,96 540,831 98 598.908,39 550.727 47 523.109,78 488.337,85 456004 3

ROH 303,00%

§ Payback period is 4 years.
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* Interface requirements (standards, APIs)
* Data sharing requirements (semantics, format, confidentiality, integrety, availability)
* (Coordination process requirements

Business idea Value proposition
*  Service " Offering
¢ Customer *  Market segments & their needs
*«  Payment * USPs
Stalaiionidieve Value network Revenue !nodel Investment analysis
. Stakeholders * Contract period Investments
* Customers, suppliers, . ; f . :
nartners, complementors Needs — Market size, nr of needs Time series
R t'ors A Value activities * Prices, choices Break-even point, NVP,
P ! Transaction paths * Expenses etc.
Delivery model
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