Collaborative Advantage

“A must-read for every innovator and transformator!”

—Franziska Tschudi Sauber, President of the Board, Weidmann Group

“Not heroic foresight but focus on own strengths and open collaboration is what
enables successful transformation — an inspirational and practical guide for how to
get it done.”

—Christoph Loos, Chairman of the Board of Directors, Hilti Group

“Collaborative Advantage is packed with great examples and useful insights into
innovating for the future. It is an essential guide for anyone interested in Open

Innovation.”
—Henry Chesbrough, Author of Open Innovation, Professor ar Luiss University in
Rome, and the Haas School of Business at UC Berkeley

“In today’s dynamic markets, companies need to collaborate to have access to all
assets and capabilities necessary to out-innovate competitors. However, to collabo-

rate effectively is an organizational capability that needs to be build and nurtured.
This book shows how.”

—Claudio Feser, Senior Partner Emeritus & Co-Founder Leadership Practice
McKinsey & Company

“Collaborative Advantage is the overarching framework in which different elements
like business model innovation, modern creative methods and management adap-
tation to the VUCA-world are combined to build a playbook which can directly
be used by management to implement the necessary transformations to survive in
a uncertain and unstable future world.

The book is founded on sound scientific research. Nonetheless it offers a
practical and easy access to implementation.

A very recommended book for all who want their company excel in the next
years.”

—Luigi Pedrocchi, Group CEO Mibelle Group (2000-2022)

“This book delves into the essence of business transformation, I felt it provides
valuable insights into unique styles of leadership that foster innovation and
collaboration, leading to favorable outcomes.”

—Roshni Nadar, Chairperson HCL Technologies, Forbes “The worlds 100 most
powerfil women”



“Transformation is a necessity in the new business environment. Collaborative
Advantage outlines how to do it in a sustainable way.”

—Marianne Janik, CEO Microsoft Germany

“If youre a transformational leader in an aging industry seeking innovation and
growth, look no further. Oliver & Raphael’s captivating & very practical insights
on growth through collaborations and partnerships is the beacon you've been
searching for.”

—Rashmi Kasat, VP Digital Technologies, Metso

“If you and your company want to be successful in tomorrow’s world — Collaborative
Advantage is a must read! In a Hyper-VUCA world, adaptabilizy, entrepreneurship,
speed and leveraged ecosystems are key for a successful transformation.”

—Stephan Seifert, CEO Kirber Group

“In a world where competitiveness is no longer enough, Collaborative Advantage
provides a groundbreaking framework for achieving success through collaboration,
innovation, and transformation!”

—Dr. Stephanie Schoss, Founder C Talks



Raphael Bémelburg - Oliver Gassmann

Collaborative
Advantage

How Open Organizations Thrive
in Volatility

palgrave
macmillan



Raphael Bosmelburg Oliver Gassmann

University of St. Gallen University of St. Gallen
St. Gallen, Switzerland St. Gallen, Switzerland
ISBN 978-3-031-36305-4 ISBN 978-3-031-36306-1 (eBook)

https://doi.org/10.1007/978-3-031-36306-1

© The Editor(s) (if applicable) and The Author(s), under exclusive license to Springer Nature
Switzerland AG 2024

This work is subject to copyright. All rights are solely and exclusively licensed by the Publisher, whether
the whole or part of the material is concerned, specifically the rights of reprinting, reuse of illustrations,
recitation, broadcasting, reproduction on microfilms or in any other physical way, and transmission or
information storage and retrieval, electronic adaptation, computer software, or by similar or dissimilar
methodology now known or hereafter developed.

The use of general descriptive names, registered names, trademarks, service marks, etc. in this publication
does not imply, even in the absence of a specific statement, that such names are exempt from the relevant
protective laws and regulations and therefore free for general use.

The publisher, the authors, and the editors are safe to assume that the advice and information in this book
are believed to be true and accurate at the date of publication. Neither the publisher nor the authors or
the editors give a warranty, expressed or implied, with respect to the material contained herein or for any
errors or omissions that may have been made. The publisher remains neutral with regard to jurisdictional
claims in published maps and institutional affiliations.

This Palgrave Macmillan imprint is published by the registered company Springer Nature Switzerland AG
The registered company address is: Gewerbestrasse 11, 6330 Cham, Switzerland


https://doi.org/10.1007/978-3-031-36306-1

Acknowledgements

This book would not be possible but for the willingness of remarkable leaders
to share their personal learnings and reflections with us. We would like to
thank in particular Jose Manuel Barroso (European Commission), Alexander
Birken (Otto), Yves Daccord (International Red Cross), Mathias Dopfner
(Springer), John Hennessey (Alphabet/Google), Roshni Nadar (HCL Tech-
nologies), Satya Nadella (Microsoft), Marco Meyrat (Hilti), Carsten Koerl
(Sportradar), and Ian Roberts (Biihler) for providing us with their invalu-
able insights. We further thank Nicole Marxer, Johanna Knapp, and Michelle
Janssen for their instrumental support in preparing this book.



Contents

Part I Collaborative Advantage

1

Introduction: Managing in a Hyper-VUCA World

1.1 From Predicting the Future to Creating the Future

1.2 A New Kind of Advantage

1.3 Toward High Performance in a Hyper-VUCA World

1.4  How to Use the Book

Collaboration Analytics

2.1 Understanding the Signatures Within Your Company:
It’s All About the Patterns

2.2 The Ideation Signature

2.3 The Influence Signature

2.4 The Efficiency Signature

2.5  The Innovation Signature

2.6 The Silo Signature

2.7 The Vulnerability Signature

2.8  The Agility Signature

2.9  Culture Analytics Through Digital Footprints

2.10 Toward a Data-Driven Future of Leadership?

2.11

The Next Step

O 0 O\ W W

11

14
15
15
16
17
18
18
20
20
21
23

vii



viii Contents

Part I Collaborative Innovation

3 Dpynamics of Collaborative Innovation 29
3.1  Co-create Your Future Business with Customers 29
3.2 Break Up Internal Echo Chambers to Drive Idea Flow 33

3.3  Use Leadership Incentives to Nurture Innovation
Across Silos 36
3.4 Understand the Benefits of Social Learning 40
3.5  Build a Culture of Creative Collisions 41
4 Leading for Collaborative Innovation 47
4.1  Lead for Collisions, Not for More Meetings 47
4.2 Balance Internal and External Collaboration 54
4.3  Connect Networks of Innovators 57
4.4  Three Take-Aways for Leaders 64
4.5  Ideas for Action: Simple Practices 66
4.6  Ideas for Action: Advanced Practices 67
4.7  Collaborative Innovation in Action: LEGO 68
4.8  The Next Step 70

Part III Collaborative Scaling

5 Hyperscaling Through Collaborations 75
5.1  Leverage Your Ecosystem to Scale Up Faster 75
5.2 Leverage Collaborative Networks to Scale Organically 81
5.3  Scale Faster by Scaling Lean and Orchestrating
External Partners 87
5.4  Lead with a Focus on Collaboration to Energize Scaling 91
5.5  Employ Nudges to Help Your Scale-Up Team Resonate 95
6 Managing Growth Challenges Through Collaborative Scaling 101
6.1  Increase Collaborations in a Targeted Manner 101
6.2 Improve Quality of Collaborations 106
6.3  Vulnerability as a Leader Helps You Nurture Resonance 110
6.4  Leverage Failures to Grow Collaborations 116
6.5  Balance Structure and Autonomy to Manage
the Scaling Trap 118
6.6 Three Take-Aways for Leaders 121
6.7  Ideas for Action: Simple Practices 122

6.8  Ideas for Action: Advanced Practices 123



6.9

Contents

Collaborative Scaling in Action at Amazon
6.9.1 Collaborative Analytics at Amazon
6.9.2  Scaling Up Infrastructure on Demand/

Infrastructure as a Service

6.10 The Next Step

Part IV Collaborative Transformation

7 Overcoming Corporate Silos

7.1
7.2
7.3
7.4
7.5
7.6
7.7

7.8
7.9

Disrupt Rigid Collaborations to Increase Openness

to Change

Apply Leadership Rotations to Foster a Unified Vision
Use Collaborative Incentives to Energize Transformation
Build on Joint Field Trips to Align Departments
Behind Transformation

Use Local Empowerment to Transform Your
Organizations into a Leader-Leader System

Employ Collaborative Incentives to Drive Behavior
Change More Effectively

Spark a Movement Behind Your Transformation

by Connecting Change-Agents

Assemble a Diverse Coalition to Increase Adaptability
Combine Internal and External Collaborative Structures

8 Leveraging Partnerships for Transformation

8.1

8.2
8.3

8.4
8.5
8.6
8.7
8.8

Index

Apply Collaborative Practices to Maintain Your
Advantage as You Grow

Bring Collaborative Practices to New Organizations
Combine Autonomy and Synergy to Leverage

the Transformation Potential of Acquisitions

Three Take-Aways for Managers

Ideas for Action: Simple Practices

Ideas for Action: Advanced Practices

Collaborative Transformation in Action: Microsoft

The Next Step

124
127

128
130

135

135
142
144

147

151

154

161
166
170

179

179
182

184
189
190
190
191
195

197



About the Authors

Raphael Bomelburg combines a Ph.D. in Management with a Master’s
degree in Psychology and international work experience in the technology
sector. Building on this multidisciplinary background, he is interested in
emerging business opportunities in the intersection of Psychology and
Technology. He advises multinational companies on data-driven transforma-
tion and technology-enabled business models. Raphael conducted research
at institutions such as Stanford University, the University of Miami, the
Excellence Cluster Languages of Emotions, and the Rotterdam School of
Management. He is currently a lecturer and fellow at the University of St.
Gallen.

Stay up to date and connect at: https://www.linkedin.com/in/raphael-boe

melburg/.

Oliver Gassmann is Full Professor of Technology and Innovation Manage-
ment at the University of St. Gallen, Switzerland. After completing his
Ph.D. in 1996, he was leading Corporate Research at Schindler Corporation.
Gassmann has been recognized as one of the most active innovation scholars
(IAMOT), and as one of the leading economists of Germany (FAZ). In 2014
he was awarded the Scholarly Impact Award by the Journal of Management,
in 2015 the Citation of Excellence Award by the Emerald Group. Gassmann
has founded several spin-off companies and serves in boards of international
companies and institutions.

Xi


https://www.linkedin.com/in/raphael-boemelburg/
https://www.linkedin.com/in/raphael-boemelburg/

Fig.
Fig.
Fig.
Fig.
Fig.
Fig.
Fig.
Fig.
Fig.
Fig.
Fig.
Fig.
Fig.

Fig.
Fig.

Fig.
Fig.

1.1
2.1
2.2
2.3
2.4
2.5
2.6
2.7
2.8
2.9
2.10
5.1
6.1

6.2
6.3

7.1
7.2

List of Figures

The high-performance cycle in a hyper-VUCA world
Cross-departmental collaborations

Team-level view of cross-departmental collaborations
Collaboration signature of ideation

Collaboration signature of influence

Collaboration signature of efficiency

Collaboration signature of innovation

Collaboration signature of silos

Collaboration signature of vulnerability
Collaboration signature of agility

Data-driven management of intangible resources
Idea-execution link

Global Expert Network at Halliburton, stylized for clarity

and simplicity

Global Expert Network at Halliburton after changes,
stylized for clarity and simplicity

Team of Teams at TLGG Consulting

Incentive scheme of the red balloon challenge
Combination of formal hierarchy and flexible,

boundary-spanning instant organization driven by personal

relations

12
13
16
16
17
18
19
19
20
24
81

103
105

120
161

167

xiii



	Acknowledgements
	Contents
	About the Authors
	List of Figures

