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Part 5f5—Interview: co-author Roy Levien; The KeyStone Advantage: "This is an
important book that should be read by anyone interested in the dynamics of
modern business.” —- Bill Gates

Last Wednesday, I began my discussion with Roy Levien, ©n Thursday, Friday, and thiz Monday, we
continued the interview, Here is part 5,

I would like to hear your opinions in this forum or send e an e-mail at sibaraki@cips.ca. Enjoy! ... From
Stephen Ibaraki, I.5.P,

Q: Four waws on Ervor, Apple, AQL are enlightening . Flease axplain?

A Al three are enamples of firms, that in different ways, failed to employ their central positions in their
networks in ways that were effective, We talk abouttherm at length in the boak,

Instead of sarving as keystones, they each acted as a dominator, each to a different degres and a differant
mode, Enron is the most spectacular and well-known example: it served as a kind of "value dominatar", a
uzutious landlard on the whole system of energy delivery and trading, All of itz activities - indeed all of its
considerable claverness and creastivity - was focused on extracting walue for itself, not on creating it or an
allocating it in ways that sustained the ecosystem, Enron became the ecosystem, dominating every
waluable aspect of it and at the same time it destroved its capacity to create new value, We know where
that led. ADL did the same thing to a degree: it entracted high rents from its "hub real estate” and ended
up draining it right out of the ecosystem that they ought to have been helping to start, During the dot-com
hevday, they had startups handing over huge chunks of the capital they raised directly to AOL as price of
admission to a system that never got off the ground, largely because of AO0L's greed. Both Enron and AL
are examples of firms that acted as if they failed to appreciate the important role that a network hub can
play inthe health of an ecosystem,

Apple iz a slightly different case: they mizsed a huge opportunity to start 2 healthy ecosystem becauze
they were o focused on the quality and greatness of their product that they didn't think in terms of the
possibility of establishing an ecozystem around an architecture, This wasn't an iszue of campetence:
Apple had 2 superb architecture including all the right pieces - their APIz and the farmous "Phoneboak"
that describes them were works of art, But they couldn't take the business decizion to run things on a
longer leash and live in a slightly less orderly but mare denamic world, That's precizely the decizion
Microsoft made and it's why they are so much more waluable and influential than Apple today, 20 years on.

Q: Can pow datai! future papers and books thet we can expect from pou?

A I'mowarking on two books, One, "Resistence iz Forile" that focuses on the implications of evalutionary
processes forthe way ourinstitutions and organizations evelve, In a way it's a broadening of the very
natrow focus of "Kepstone Adventage" to encompass other arenas - political, social, econamic,
technaological, and cultural - and to address otherizsues, such as our relationship to the institutions we
create and the extent to which we contral thern, In parallel I'm working (at a glacial pace) on a science
fiction book, "Exodus 2", which deals with the same things, Don't laugh,

Q0 TF pow were doing this interview, what oo guestions wowld pow sk of somecne in pour position and what
wowld be pour answers?

A: That depends on what vou think my "position” iz, and an wha's asking the questians,

The critical question, I think, for most esecutives in firms of just about any size, is "where do I sitin my
business netwark, what are the limits and what iz the potential?” If Metscape had asked this question, it
would still be a going concern, If Apple had asked this question at the right moment, there might never
have been a Windows, IBM asked this question recently, and they are changing the software landscape,
The answer, of course, is different for every firm, but the critical thing iz to be realistic about where your
opportunities lie, and to be willing to rethink vour business as a participantin a network of products and
services and technolagies, rather than as an iselated fikrm making semething that stands alone, That means
accepting that you have dependencies, often on things wou cannot cantrol; and to be pragratic and
proactive about balancing the gqood and the bad that cormes from this, There are efficiencies that come from
leweraging the platform, pitfalls of dependency - and potentially huge opportunities for making some
aspects of what you do eszential for many others in the network,

Mare generally, a critical question thatjust abaut anvone could ask is "what are the broadest insights fram
wour work to policy, economics, and society?" I'd say that the key insight there is that biological forces are
at work at all levels of complesity, We have a tendency to draw a line between life and non-life, and between
one spstem and another, and to think of aurselues as somehow being in the driver's seat. But that's just not
haow things work: we are embedded in systerms that are changing all the time, subject to their own
dynamics; we often simply don't have collective access to the levers that control these systems (think
traffic jams=!) but even when we can acquire some God's-eve perspective - through regulation ar legislation
-we can't change the fundamental ways in which they wark, That realization is thatit's notjust important
for business decision-makers,

Q1 Rop, we are so forbunete to have pour share pour sccumalated business scumen with ooy sudiance. Thark poul

A Thank pow, My pleazure,
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