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Reinventing Business and Operating Models  …

Digital Business Ecosystems 

Un-bundled 

Where CIOs need to focus 

their attention.

How customers will use 

ecosystems in the future
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TSP ecosystem participation for digital business  

solutions to grow to 60% in next few years
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Three Ecosystem Stages, Mapped to Two Variables
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Partnerships are not new but scale and pace of 

innovation is driving participation

Drivers of ecosystems:

▪ TSPs often competing globally rather than 

locally

▪ Pace of technology innovation coupled with 

complexity – companies can’t “go it alone”

▪ Need to go where customers are (customer at 

core of go-to-market)
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Large vendors are battling for partnerships

We Want You!
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There are many different types of ecosystems

As a starting point, 

think of what you are 

trying to achieve by 

participating in an 

ecosystem

1 2

3
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Cross Industry Innovation and Disruption With 
Digital Business Ecosystems

“

© 2019 Gartner, Inc.ID: 375770

Cross Industry Innovation and Disruption

Improve

Emulate

Emerge

Access to Value Creation

Connect

“no-

brainer” for 

any digital

business

this transition 

point much 

harder 

to cross
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Example of ecosystem map in Oil & Gas industry

Visualization of ecosystem can support strategy 
development…
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Characteristic
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Solution
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✓ Develop understanding of 

market from customer’s 

perspective

✓ Identify customer use 

cases & tie them to key 

business outcomes

✓ Develop a market/ 

solution taxonomy  

✓ Follow the money – where 

and how does value flow?

✓ Uncover control points in 

ecosystem – can your 

company own the control 

point?

Actions
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Example of ecosystem map in Oil & Gas industry

…and can be used to anticipate potential conflicts 
or synergies 

✓ Identify companies that 

play in each intersection

✓Profile companies to 

better understand 

posture and potential 

mutual benefits

✓Be prepared when 

approaching vendors

Actions

Collaboration Center for 
Drilling & Completions*

Connected Oil Pumping & Flow Assurance* Flow Line Leak Detection
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What are top performers doing differently?

Top performer attributes: 

1) Interoperability

2) External mindset

3) Interdependence

1 2Participating in Digital Ecosystems Shifting Culture & Technology
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Types of Ecosystems
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Why Customers Use Digital Ecosystems

Simplicity Value Add Psychological 

Integration
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CRM Heritage

Salesforce Health Cloud & 

Marketing Cloud

Electronic Health 

Records Heritage

Cerner’s HealtheIntent

Example of Leaders: Salesforce and Cerner in 
Healthcare

The two companies are exhibiting 

leading qualities: 

▪ Interoperability –

✓ Salesforce acquired Mulesoft, iPaaS, to 

support integration

✓ Salesforce is part of alliance with other tech 

giants to create open standards to foster 

interoperability in Healthcare

▪ External Mindset  & Mastering 

Interdependence

✓ Cerner’s platform can work with other EHR 

vendors and enables apps and extensions 

built to work with other solutions

✓ Salesforce committed to using partners to 

go deep into an industry, customer at center

"The health care industry is undergoing a powerful 

transformation. Patients are bringing new 

expectations to their experiences — they want 

providers to deliver better service on their terms” –

Keith Block, COO, Salesforce
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Questions to ask yourself when creating an 
ecosystem…

▪ Prioritize big established players or niche vendors?

▪ Geographic strategy? 

▪ How many partners in each market do you want to 

partner with?  (+/- of many vs. few)

▪ What companies are already working with your 

customers?

▪ What can you provide to incentivize partners to work 

with you? 

▪ How do you approach partners?  (i.e., company 

characteristics drive approach)
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Questions to ask yourself when managing an 
ecosystem…

▪ What is the Go-to-Market strategy?  How does a 

customer find you or your partners?

▪ What are the rules of engagement with partners? 

With customers?

▪ How do you ensure/ take ownership of customer 

success (particularly as customers move to SaaS 

model)?

▪ How do you maintain strong productive relationships 

with different types of partners?
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Industry Example –

Air Transportation 
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These are controllable items

Identify Adjacency 

Extensions

Know Current and 

Future Combined Value
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Ecosystem decisions will drive industry’s future and Gartner's four 
scenarios will help CIOs to create new value 

Autonomous Adaptability
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Individualist Industrialist

Integrationist Platformist
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Four main styles on how to connect to ecosystems

YOU

YOU

YOU

Cooperation-style

Create a collaboration-style 

business ecosystem to 

manage partners in a tiered 

value chain

Example: Supply chain 

collaboration

Orchestration-style

Create an orchestration-style 

business ecosystem to bring 

parties together

Example: Smart city or 

connected home

Creation-style

Develop a creation-style 

business ecosystem, such 

as a developer platform

Example: Apple App Store 

or a course content 

creation platform

Matching-style

Create a matching-style 

business ecosystem to build 

a marketplace

Example: Uber

YOU

Gartner Research

“Eight Ways Ecosystems Supercharge Business Models” (G00335982)

Published 18 January 2018

https://www.gartner.com/document/3846964?ref=solrAll&refval=222435568&qid=


21 © 2020 Gartner, Inc. and/or its affiliates. All rights reserved.

RESTRICTED DISTRIBUTION

Gartner PoV — Ecosystems are critical in enabling net new digital 
revenue; there are three major ecosystem strategies

Digital Enablement: 

Improve Your Ecosystem1

Transformation: 

‘Become’ the Ecosystem

(aka Platform Business)

2

3

Optimisation: 

Expand Your Ecosystem 

and Participate in Other 

Ecosystems
Access New Sales & 

Distribution Channel

Provide New 

Patient/Provider 

Interactions

Provide New 

Product Capabilities

Extend or Create 

Products &

Services

Use Ecosystems to ADAPT 

Value chain business model

Establish 

Collaboration 

Ecosystem

Establish 

Orchestration 

Ecosystem

Establish Creation 

Ecosystem

Establish Matching 

Ecosystem

Use Ecosystems to DISRUPT 

and establish a platform business model

Continue to leverage existing Ecosystems and 

INCREASE effectiveness
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Gartner PoV — “Become” the ecosystem examples
Which ecosystems drive value for our customers and are aligned to our core 
business objectives?

John Deere APIs enables industry 

software to access data from 

machines, mobile applications, etc.

Matching Yardclub/CAT equipment and 

services to user requests and 

requirements

A
d
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v
e
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p
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Collaboration

Work together 

more closely

Orchestration

Aggregate and combine 

building blocks

Creation

Provide/offer a platform 

that others can build on

Matching

Match providers 

and consumers

P&W Engine Wise aims at enabling 

cross customer collaboration to solve 

problems together (focus on MROs)

AVIATAR is a platform for the aviation 

industry by offering a variety of digital 

products and services for airlines, 

MROs, OEMs and lessors by combining 

multiple apps in one place
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Renew — Digital & data business platform 

Tackling core or 

adjacent 

business 

opportunities 

by enhancing, 

developing or 

acquiring digital 

business 

platform

And improving 

Passenger 

experience for 

a low touch 

journey

Recover and Renew

PaX

API
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Airport ecosystem expands with COVID-19

Passengers

Catering

Luggage 

Delivery 

Service

Lounge 

Services

Retailers

Hotels

Border 

Control Restaurants

Logistics

Travel 

Agencies

Taxi/Car 

Sharing

Public 

Transportation

Regulators
Immigration

Ground 

Operation 

Services
Emergency 

Vehicles

Baggage 

Handling

Currency 

Exchange
Air Cargo

Security

Rental Car

Aircraft 

Maintenance

Healthcare

Airlines

Airport
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The COVID-19 Reset — From defensive to offensive… 
Not exhaustive

Pre-digital

PassengersDestinations

GDS

Airlines

Tour

operators
Travel

agencies

and TMCs

Airports

and traffic

control

Flows of intermediation

Airline providers — Fuel,

maintenance, others

(e.g., catering, cleaning)

Operation

handlers

(pax, luggage)

Tech providers

SOURCE: Gartner Airline practice

Recover and Renew

http://images.google.com/imgres?imgurl=http://travelexplorations.travelstore.prttravel.net/prt_images/specials/mytravel.gif&imgrefurl=http://travelexplorations.travelstore.prttravel.net/specials/scandic_links.php&h=50&w=125&sz=5&hl=en&start=20&tbnid=6dMYVzNfI0jikM:&tbnh=36&tbnw=90&prev=/images?q%3DMy%2BTravel%2BPlc%26svnum%3D10%26hl%3Den%26lr%3D


26 © 2020 Gartner, Inc. and/or its affiliates. All rights reserved.

RESTRICTED DISTRIBUTION

Direct bookings 

and digital service

… disrupt and renew Major disruptions

PassengersDestinations

GDS

Airlines

Tour

operators
Travel

agencies

and TMCs

Airports

and traffic

control

Airline providers — Fuel,

maintenance, others

(e.g., catering, cleaning)

Operation

handlers

(pax, luggage)

Tech providers

SOURCE: Gartner Airline practice

Sharing 

economy Smart 

Airport 

Increased 

collaboration

Connected 

Aircraft

In Flight 

Digital 

Services

Flows of intermediation

OTAs

Reviews

and social

Meta-search

and comparison

Digital giants

Specialised vendors

Not exhaustive

Recover and Renew
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…to improve performance, and address new opportunities

RR — Yocova (by R2) P&W Engine Wise Lufthansa Tech. AVIATAR

Targeted Segment 

& Customers
Enterprises in the aviation industry Enterprises in the aviation industry Enterprises in the aviation industry

Use Cases

Collaboration

Customers can share and exchange 

information to solve aviation challenges 

(data share) 

Data Analytics

Data Analytics and API management

Commercialisation 

sell/purchase of data or software tools, as 

well as the acceleration of new ventures 

through a partnership programme

Data Analytics

Data Analytics and API management

Collaboration Platform

customers can share and exchange 

information to solve aviation challenges 

(data share) 

Applications

Provision of applications for certain 

business use cases (Maintenance, 

spare parts, etc.)

Data Analytics

Data Analytics for Operations

Collaboration Platform

Customers and ecosystem members can 

share and exchange information to solve 

aviation challenges (data share) 

Applications

Developers, partners and ecosystem 

members can develop and propose apps

Business Model Ecosystem/Freemium Ecosystem/Freemium Ecosystem/Freemium

Ecosystem 

proposition
Currently R2 has full control over 

the ecosystem

Currently P&W has full control over 

the ecosystem

Driven by LT for end-users (airlines and 

lessors), open to partners

Monetisation Offer premium services for applications Offer premium services for applications
Subscription/License

Can be embedded in Airline MRO contracts
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Renew — Digital technologies 

Robots, autonomous 

vehicles, and drones

Digital Twins 

IoT
Data, AI & Machine Learning Low touch technology

Virtual reality & 

immersive experiences

Agile Ecosystem with 

startups Blockchain 
5G Platform & Edge

Biometrics — Cybersecurity 

Identity Management
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ACME Company passengers focus

Passenger (2025)

Airport operations (2025)

Passenger processing 

(checking, security, 

immigration, boarding)

Queue management

Health control & 

management

Baggage management

Border management

ATI needs
ACME Company current 

baseline impacted MUSD 

Competition 

differentiation

▪ Brand 

▪ Airlines support 

▪ Trust

▪ Go to market 

▪ Footprint/geo spread

▪ Datasets

▪ Operating model

▪ Product & technology  

Portfolio/rationalisation

− Flex, smart path, 

− CUTE / CUSS

− Type B

ACME Company 

focus areas

Airport 4.0 — Operational Efficiency

Touchless Digital Passenger Journey

Ecosystem for E2E PaX

Security & Payment — Identity Management

New CUTE/Mobile CUTE 

Safe and fast checking and boarding

Physical distancing

Operation forecasting & planning

Vision & tracking

AI based devices and tools

Augmented check with safety gates

Vision & tracking

B2G (Business to Government)

Single source of trust 

Touchless passenger journey

Self bag drop

Smart bag tracking (AI/Vision)

Extended airport (On and off airport)

B2G (Business to Government)

Digital Platform with Data, AI and APIs

Single Source of Trust 

Blockchain

Baggage Processing (2025)

Border Management (2025)

Illustrative


