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conference executive summary
Mobile and social media have supercharged innovation by 
connecting firms, users, developers, designers, marketers, 
and entrepreneurs at lightning speeds via more robust 
analytics and larger datasets than have ever before been 
combined. Instead of being left in the dust, how do you 
ensure that your firm gets rocketed into this new dimension? 
Speakers at the Spring 2013 Mack Institute conference, How 
Mobile and Social Are Transforming Innovation Models: 
Flipping the Paradigm?, shared that transitioning to open 
source solutions and platform-based environments—thus 
discarding old business and economic models—have allowed 
them to stay ahead of the competition. For this conference, 
the Mack Institute team ventured out to the Wharton 
campus in San Francisco. This was the first Mack Institute 
conference hosted outside of Philadelphia.

In an about-face, users—not firms—are now solidly in 
charge, thanks to the pervasiveness of social media and 
mobile applications. Users create many of the popular 
mobile applications, write online customer reviews that 
strongly influence the buying habits of other shoppers, 
and can access pricing information faster than ever 
before. Thus, companies face a new challenge: How to 
derive value from this new chief end user–dominated 
space?

The challenge for firms is learning the most efficient way 
to extract value from this new shift, whether the company 
is acting as a disrupter, an innovator, or an entrenched 
incumbent, said conference co-organizer Harbir Singh. 

Singh is Co-director of the Mack Institute and Mack 
Professor of Management and vice dean for global  
initiatives at the Wharton School.

“Today you need to operate in an ecosystem,” Singh 
continued. “But the ecosystem needs to be healthy and 
have a robust level of users. It’s almost like a biological 
system; it’s not a single player. How do you make sure  
you are doing your part to create a superior ecosystem?”

The hallmark of a well-functioning ecosystem is its 
ability to create value for its members, noted Singh. 
“Shareholders are not very happy if you create a lot  
of value for someone else. So the key tension is one 
of value creation versus value appropriation. Large 
incumbent firms must always be measuring how 
much value they are appropriating—it’s not just about  
creating value, but also who is getting that value.” It is 
important also to remember that value can be lost in an 
ecosystem, he said.

Open source solutions are part of the evolving 
ecosystem, another indication of the rising power of 
the user. The ability for developers and users to meet 
in a common space and share tools has created many 
“gee whiz” mobile applications. However, focusing 
on just the bells and whistles of a new technology 
will not captivate users, cautioned Scott Snyder,  
co-organizer of the day’s conference, Mack 
Institute senior fellow, and president and chief 
strategy officer of Mobiquity. Focusing on just the 
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bells and whistles of a new technology will not  
captivate users. 

Understanding the users’ experience with the technology 
and how it can be used to change their behavior—be it  
a medical, financial, or buying decision—is where true 
innovation happens, Snyder said. As well as creating 
meaningful experiences for users, mobile applications 
and social media contributions also need to connect on  
an emotional level with users. For instance, in the 
financial services sector, one app allows users to compute 
not only the best price on a high-ticket item but also 
to calculate their savings. Then, just as customers are 
feeling positive about saving money, the app offers 
the ability to deposit the exact amount saved into a  
retirement account. 

Patients with chronic diseases such as diabetes and 

hemophilia now have access to their doctors via their 
mobile devices, thanks to newly developed applications  
in the health care industry. If a diabetic patient is  
looking for a place for lunch but needs to know the 
nutritional content of a restaurant’s food, the app  
provides the information. A similar application for 
hemophiliacs allows patients to log in their bleeding 
incidents via mobile devices, thus making it easier 
for doctors to prescribe and treat their disease. 
On an emotional level, these apps provide a sense 
of empowerment and assuage the loneliness that 
accompanies chronic diseases.

One large health care provider saw high rates of  
adoption of its mobile portal, which it recently launched. 
Before the app, patients needed a desktop or laptop to 
log into the system to make appointments, talk with an 
advice nurse, or refill prescriptions. One pharmaceutical 
company lets patients order their prescriptions and 
ship to their home addresses via cell phones. Another 
app enables application and approval for financial help  
paying for prescriptions via mobile devices at the point  
of service.

Firms now expect vendors to share their business 
risk with them, a trend seen most strikingly in the 
IT services sector. In the industrial sector, users are 
taking charge by paying for “power by the hour,” thus 
demanding efficiencies from their vendors. In this new 
consumer economics model, dubbed “OpEx,” vendors 
help customers achieve their business goals by speeding 
adoption of new technologies through more focused and 
individualized training, which starts as the systems are 
developed. The standard “CapEx” model of transaction-
based interactions is out of sync with these new  
customer expectations.

Building partnerships is another strategy for firms to 
connect with consumers; by offering unique solutions, 
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firms can create strong customer loyalty. To avoid 
becoming commoditized, industries that provide  
services in the mobile space, such as payments or cell 
phone service, use platforms that act as springboards  
to help drive innovation and business success among  
their customers. 

Such open source solutions provide a cultural aspect 
of doing business as well as a practical one. Not every 
company or even industry is ready to embrace openness. 
Being ready to share business knowledge with outsiders 
goes against the instincts of many managers. Thus, 
managing open source firms—companies engaging with 
both employees and nonemployees—is a challenging 
discipline.
 
During the day’s conference, results of a study on 
Facebook postings by corporations were shared. Most 
companies have Facebook pages; however, until now 

little research had been done on the effectiveness of 
the specific types of messages posted on company-
sponsored Facebook sites. The study results showed that  
emotional content garnered the most response, while, 
paradoxically, promotional-sounding content drew 
negative feedback. Thus, the user is firmly in charge in  
the social media realm, as likes and shares boost  
awareness of a brand among possibly thousands of  
new customers.

The new power structure wrought by social and mobile 
technologies has caused firm boundaries to blur and 
business models to shift. Platform-based business 
models, partnerships, and open source IT encourage 
rapid innovation. Yet it is clear that technology alone 
is not enough to win in this space. Adding an emotional 
connection with users and helping them to improve 
their lives is a proven best practice in this new balance  
of power.
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From fitness to retail to medical applications, the immediacy of mobile devices is changing human  
behavior, Scott Snyder, president of Mobiquity, told attendees at the Mack Institute’s Spring 2013  
conference, How Mobile and Social Are Transforming Innovation Models: Flipping The Paradigm? Low  
entry costs within the mobile space have flipped the innovation paradigm so that the users have become 
the innovators. “We all have cell phones in our pockets, so we are both consumers and experts anywhere  
we go,” said Snyder. “We all know it’s not just a phone—it’s a remote control, a house monitor, our 
fitness coach. And it is changing behavior.” The convergence of big data, rapid technology developments, 
and mobility’s pervasiveness have evolved to yield a level of immediacy and precision not previously 
available. Adding inexpensive sensors to smartphones enables businesses to track and thereby  
more precisely target users even before they reach the point of action and thus influence their  
behavior well in advance. While these new developments make the mobile space uniquely exciting,  
there are cautions, such as issues of privacy, which cannot be overlooked.

A Different Game:  
Velocity + Power of the User

Scott A. Snyder

create value by unleashing innovative users
Consumers can choose from approximately 800,000 
applications for their mobile devices at any given time, 
yet up to 70% of the apps downloaded are abandoned 
within two months. “We are failing as a development 
community,” Snyder said. “Either we’re not providing 
useful and high utility type applications, we’re not 
delivering them within the experience that the user 
needs, or we’re not engaging at the right level. Overall, 
we’re not meeting the demand that is out there.” But 
a few have figured it out. Making sure your company 
derives value from the mobile space is the challenge for 
executives today. 

Opening your platform to mobile innovators is one 
strategy for creating value in the mobile space. “We’re 
seeing that it is the innovators and not the platform 
providers that are driving the push in mobility 
applications,” Snyder said. “The users are dictating what 
they want out of innovation. If you don’t provide what 
they want, they’ll innovate around you.” For example, 
today’s innovator–users have created apps that can 
provide maps of radiation leakage or detect particulate 
matter in air samples. Californians can also use the 
iShake app, which gathers accelerometer data from 
other smartphones to build current seismic maps in their 
earthquake-prone state. Such “participatory innovation,” 

changing the game
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Snyder says, has enormous potential to harness the power 
of the “crowd” via sensors (e.g., Fitbit fitness tracking 
devices) and open standards. 

It is not the technology but the user experience that 
must remain central, Snyder stressed. “We need to start 
with the user and innovate backwards. Even the best 
developers and engineers and technologists cannot see 
the possibilities of their own innovations.” It’s not the 
technology per se, but what the technology can do for the 
individual user and even the greater good of society. A 
prime example is the recent development of a microscope 
smartphone attachment used to detect parasites in 
drinking water, developed in 2010 by a medical researcher 
from UCLA, Aydogan Ozcan, with about $10 worth of 
parts. “This is a consumer device that can save millions 
of lives. It speaks to the exciting leverage of this kind of 
technology,” said Snyder.

point of inspiration and behavior modification
Rather than just providing a way to handle simple “point 
of sale” transactions, mobile devices provide access 
to the user’s “point of inspiration,” Snyder said, and 
that’s what makes them so powerful. “Our decisions are 
being shaped by mobile devices before we’re even in the 
action,” Snyder said. Activities as routine as picking up 
a meal from an on-campus lunch truck are now driven 

by mobile applications. Sites and apps help users locate 
their favorite trucks, look up specials, and even look up 
nutritional content. Orders can be placed—and paid for—
before even arriving at the truck’s physical location. 

Even the investment industry has developed apps that 
aim to encourage saving, a daunting task in the United 
States, where the savings rate is among the lowest 
worldwide. Mobiquity has worked on the Price, Check, 
and Save application; it allows shoppers to compare in-
store and online prices and gives the option to make the 
lower price purchase. The app offers an “Even More Ways 
to Save” option, which asks users if they want to deposit 
the estimated cost savings into their retirement account. 
Calculators on the site immediately show the estimated 
change to their retirement paycheck based on the new 
deposit. “If that intervention had been initiated three 
hours later, when buyers are at home sitting on their sofas 
relaxing, their shopping experience a distant memory, it 
would not have had the same impact as being immediately 
available via mobile,” Snyder said. “The fact that we can 
intervene then, just as you’ve done something good for 
yourself (saved money on a purchase) and you have the 
opportunity to multiply that effect, is what makes mobile 
so powerful.” Companies are just in the early stages of 
learning how to harness such points of inspiration or 
behavior change, he said.

Unique Attributes of Mobile

Personal

Decisions at Point  
of Inspiration 

Permanently Carried

Built-in Payment  
(Commerce)

Augmented Reality

Most Accurate  
Audience Measurement

Social Context  
Media Consumption Always On (Connected)

A Different Game: Velocity + Power of the User     6

changing the game



going social
The intersection of the internet and mobile devices has 
made the smartphone experience a powerful social 
experience. For example, Weather Underground is 
a weather network app and website that provides 
microclimate information via its 26,000 users. The data 
are gathered by the users, many of whom have installed 
mini weather stations at their homes. With the app, they 
can upload weather data from any location. “Getting 
such grid-level data used to be expensive, but the cost 
drops when the users become the sensors,” Snyder said. 
Weather Underground was purchased by The Weather 
Channel in 2013.

Some airlines offer applications that allow passengers to 
identify others on their flight from their social networks. 
Seating can even be reassigned just prior to boarding 
if desired. However, this is the point where the privacy 
paradigm has also flipped. “We’ve moved from having 
masked digital profiles to ones that are very exposed. An 
app like this can be either cool or creepy, depending on 
your views on privacy,” Snyder noted.

a look ahead
Rather than replace the PC market as first predicted, 
mobile devices have created an entirely new market. 
“We’re a three-device society—30% of us have a tablet 
or e-reader in addition to a smartphone and computer,” 
Snyder said. On the horizon are devices with embedded 
artificial intelligence. For instance, a cell phone could 
access your calendar and know you are taking your 
daughter to a piano lesson, while the GPS system would 
know where the lesson was and the current traffic 
conditions. Eventually the system could send a text 
message to the teacher if you are running late, rather  
than you having to make a call while driving. “This is 
called anticipatory computing, and it’s just a simple 
example of where the artificial intelligence of today can 
go. It will allow us to look ahead and to know something 

Key Points

•	 The PC era is over: Over one billion mobile  
 devices (smartphones and tablets) were sold  
 in 2013 versus 355 million PCs and laptops. 

•	 Users, not companies, are the leading  
 innovators in the mobility space. 

•	 Smartphones influence a user’s decision  
 with heightened immediacy and precision. 

•	 Focus on the user experience, not the  

 technology, to win in the mobile space.

Profile

scott a. snyder
Senior Fellow, Mack Institute for 
Innovation Management; President 
and Chief Strategy Officer, Mobiquity 

Scott Snyder is the president  
and chief strategy officer of 

Mobiquity, a leader in delivering innovative 
wireless solutions for enterprises. He has more 
than 25 years of experience in business leadership, 
strategic planning, and technology management 
for both Fortune 500 companies and start-up 
ventures. Dr. Snyder is the author of the popular 
book, The New World of Wireless: How to Compete  
in the 4G Revolution. He is a senior fellow  
at the Mack Institute for Innovation Management 
and an adjunct faculty member in the School of 
Engineering and Applied Science at the  
University of Pennsylvania.

about the user’s context and what their future activities 
are going to be. The more users open up, the more 
value developers can extract—and the privacy issues  
are raised.”
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Approval ratings of IT departments at large companies have never been lower, a result of old business 
models that are no longer working. The dominant model of buying an enterprise-wide IT system every four 
years has reached its limit, Todd Hewlin of TCG Advisors told attendees at the Mack Institute’s May 30, 
2013, conference. The internet and mobile devices have changed the purchasing behaviors of consumers  
and businesses alike. Learning the new rules of consumption economics in the evolving tech space is  
crucial to maximizing your company’s ROI, Hewlin said. As users gain more bargaining power, they are 
demanding simplified IT systems and metrics for assessing user adoption. More importantly, users now 
expect their IT vendors to share two risks with them—specifically their full adoption of the advanced 
features of the solutions they are buying and their full capture of the business value they were promised at 
the time of sale.

Consumption Economics:  
The New Rules of Tech
Todd Hewlin

To improve their approval ratings, IT vendors need to 
adopt these new rules and rethink some basic elements 
of their business models. Users now expect IT vendors 
to become their strategic partners by taking on some of 
their business risks. They want systems that are simple 
to use, and they want to be charged only for the parts of 
the system they actually use. Power is shifting from the 
seller to the customer. In the book he coauthored with 
J.B. Wood and Thomas Lah, Consumption Economics, 
Hewlin researched the changing business models of 100 
companies; in this research, he identified seven strategic 
shifts that need to be addressed when reconfiguring a 
business model. He dubbed these shifts the “new rules of 
technology.”

the old playbook
During his 25 years in the high-tech arena, Hewlin 

observed a pattern of companies using the same playbook 
over and over. “We’d bring out a new product that had 
low units sold at a relatively high price. As the number of 
units sold grew, the price came down. We aimed to reduce 
our costs by 1% per month,” he said. “But eventually, you 
get to a point where competitors match that product... 
and after the cost of capital, you’re really not making 
much money on that product.” According to this playbook, 
the next step was to add new capabilities. “It was the  
only playbook we knew how to run,” Hewlin said. “With 
each new added incremental functionality or feature, 
the product got more sophisticated and the customers 
got more frustrated. The product got too complicated  
and the cost structure strangled the competitive edge  
we once enjoyed.”

To break out of this old model, tech businesses need 

changing the game
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1  Risk Shifts to the Vendor

2  Simplicity Will Be King

3  Users Drive Tech Decisions

4  The Rise of Customer Aggregators

5  Channel Value Reset

6  Tech Pricing under Pressure

7  Behavioral Data Leverage

to think in terms of what Hewlin termed “systems of 
engagement.,” Beyond just finding data in an information 
system or what have historically been called “systems 
of record,” these new systems of engagement enable 
efficient and effective communication, collaboration, and 
interaction between employees, customers, and partners 
to help them each work more productively. Telepresence, 
WebEx, Skype, and Salesforce Chatter are all examples of 
systems of engagement in the business space.

the opex model: sharing risk
In the past, IT vendors sold a system with a service 
contract—which they renewed as often as possible. As 
long as the system was up and running according to 
specifications, most of the vendor’s profit was made up 
front, an approach Hewlin dubbed the “CapEx” business 
model. This model was heavily skewed in favor of the 
vendor. On the other hand, users had to wait years to 
see how many of their employees used the system to 
full capacity, if the system helped employees become 
more productive, and if the system actually helped their 
business make a profit. 

This CapEx model is now giving way to the OpEx 
model, a fundamental shift that gives the user the right 
to stop using the system and continuing to pay for a 

service contract. The business model is moving toward 
collaboration, where the IT vendor builds systems that 
will help the customer’s business, not just perform to 
certain specifications. “This shift is not the same as 
customers just wanting to spread out their payments  
on a system—they’d just lease it if that were the case,” 
Hewlin said. “It’s about spreading risk, not payments. 
Users want their IT vendors to step up and own these 
three risks with them—attaining full adoption among 
employees, ensuring full value capture, and reducing 
their business risk. This risk shift is shaking the 
foundation of the technology industry,” Hewlin said.

However, the usual incentive programs at most 
technology companies are focused on making the next 
sale, not checking up on a previous customer’s ROI. “This 
is the fundamental challenge. This situation is what 
consumers of technology are fed up with, this asymmetry 
of risk,” Hewlin said.

gain behavioral data leverage
Many companies do not follow up on an IT system 
deployment to measure the level of adoption among 
employees. On a continuum of what Hewlin calls the 
“Adoption Services Stairway,” IT vendors can set up 
metrics that measure the impact their IT system is  

The New Rules of Tech
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Key Points 

•	 IT vendors are expected to share their  
 customers’ risks of adoption and ROI. 

•	 Using big data aids adoption and consumption. 

•	 A pay-for-consumption model is becoming  
 more prevalent. 

•	 If you make it simple, people will buy it.

Profile

todd hewlin 
Managing Director, TCG Advisors 

Todd Hewlin is a managing 
director at TCG Advisors. He 
draws on his background 

as a strategist, investor, and operator to help  
companies achieve breakout growth. He is a noted 
author and speaker on growth strategy with 
articles published in Harvard Business Review  
and McKinsey Quarterly. His new book, co-
authored with J.B. Wood and Thomas Lah, is  
called Consumption Economics: The New Rules of 
Tech. Mr. Hewlin’s past clients are market leaders  
in hardware, software, services, and cloud, 
including Cisco, NetApp, GE, Salesforce.com, 
Rackspace, Sybase, and McAfee.

having on a customer’s business results. “Vendors are 
starting to see the value in collecting data during roll-
out to give customers insights into how employees are 
actually using the technology,” said Hewlin.

Borrowing a technique from games such as Call of Duty, 
IT vendors are helping ease users into learning new 
systems. On the back-end, there is a tiered interface. “The 
system watches your behavior while using it the first time 
and offers tutorials or options as your skills progress, 
just as in Call of Duty, first-time players get simpler 
weapons and assignments, gaining more sophisticated 
and powerful weapons as they learn the game,” Hewlin 
said. The standard—and more expensive—method of 
adoption consulting is for vendors to send people to each  
customer’s site and conduct training.

beyond adoption
Increasingly, companies are expecting their IT vendors 
to work to help them gain the expected business value. 
Citing GE as an emerging leader, Hewlin noted that “some 
customers are now saying that, rather than buying the 
inputs to the business outcome, they just want to buy  
the outcome itself. This gets tough because you have 
to start changing your core business model of how you  
price, how you sell, and which commitments you make.”

GE’s innovation in the aviation industry illustrates the 
“buying the outcome” model. “GE’s customers are the 
airlines, and the airlines’ fundamental metric is that they 
get paid a certain number of dollars per seat mile,” Hewlin 
said. “The airlines wanted to match up the cost with the 
revenues, and they came up with ‘power by the hour.’ ” 
What they really wanted to buy was the ability to move 
planes from point A to point B. So, GE began to structure 
“power by the hour” contracts, which help airlines better 
match their costs with their revenues.

The IT industry must overcome these new challenges and 
work to improve the user’s experience, as well as their 
ROI. By shifting to the OpEx model, creating new systems 
of engagement, using behavioral data during employee 
adoption, and adapting to some users’ expectations to 
‘buy the outcomes,’ IT vendors can break out of the old 
systems and begin to reverse low approval ratings.
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More than 80% of the world’s population is online, and social media accounts for nearly one-fifth of 
the time users spend on the internet. Most companies have social media presence; yet most do not know 
which of the messages they post have the greatest impact on those who read them. And, as social media 
sites use automatic algorithms that select what appears in users’ newsfeeds, only approximately 0.2% of 
messages reach the users. The amount of data generated online is staggering: every second, approximately 
10,000 Facebook status updates are posted and 7,000 tweets are uploaded on Twitter. Teasing out the  
most influential messages among the millions available to social media users was the subject of a recent 
Mack Institute–funded study by Kartik Hosanagar. He shared the preliminary results of that study at the 
May 30, 2013, Mack Institute conference.

Kartik Hosanagar

“What are the kinds of messages that social media users 
respond to most frequently?” was one of the specific 
questions Hosanagar’s study sought to answer. Currently, 
there is no definitive answer. But understanding this is 
crucial because content drives engagement, which in turn 
drives the ROI from social media presence.

There are data that show the best times and days for 
posting messages that garner likes and comments, and 
marketers understand these issues reasonably well. 
“However, there is very little insight into what kinds 
of content engage or do not engage the consumer,” 
Hosanagar said. The current thinking is to post messages 
with a mixture of content, but most of that thinking is 
intuitive or anecdotal. This lack of insight into what  
turns a Facebook fan into an engaged customer is due, in 
part, to the level of analytics needed to gather that data.

methodology
The group used data mining techniques to identify 
106,000 unique Facebook messages posted on 782 
company Facebook pages. Each message was identified by 
type of content, which researchers categorized as: fact, 
emotion, emoticon, holiday, humor, philanthropy, small 
talk, brand mention, deal, price compare, target, product 

“Friending Consumers”: The Effect of Social 
Media Content on Consumer Engagement

A Study of Effective Social Media Strategies  
By Dokyun Lee, Kartik Hosanagar, Harikesh Nair 
Study partially funded by the Mack Institute for  
Innovation Management

share the likes
“Likes and Comments are a crucial piece of social media 
marketing because they help spread your message  
virally. When someone likes or comments on something, 
that like and comment is shown to all of their friends,” 
said Hosanagar.
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availability, product location, and product mention. Then, 
each category of content was studied to see how many 
likes or comments it generated. Altogether, the group 
generated 1.3 million rows of data that recorded responses 
on about 450 brands, creating the largest social media 
dataset that has been used in this type of analysis so far.

In order to tag each message in a timely manner, they 
used Amazon’s Mechanical Turk system. This is an online 
crowdsourcing marketplace that matches businesses 
with workers in order to coordinate tasks that computers 
cannot currently do, called human intelligence tasks 
(HITs). Hosanagar and his colleagues submitted 5,000 
Facebook messages tagged by humans; then, with those 
5,000 messages as a training dataset, a machine was 
“taught” how to tag the remaining posts. 

The independent variables—what affected user 
engagement—were broken into two content areas: social 
and informational/promotional. In the “social” bucket 
were messages with emotional content, humor, small talk, 
or a holiday mention. Informational/promotional posts 
were those that included mention of a brand, product, or a 
specific promotion. 

Hosanagar’s group ran two analyses: one that accounted 
for the Facebook algorithm (Edgerank) that determines 

which posts get shown to users and one that did not, to 
assess what kinds of content users engage with.

get emotional, but be a grinch
One important finding was that posts must feel 
authentic or not staged, whatever the content. Posts 
with an emotional appeal or that describe a company’s 
philanthropic activities reaped many more comments 
and likes than any other type of content in this study, and 
these findings were consistent across various industries. 
Using holiday mentions in social media messages had 
a very negative impact. Humor had a positive impact, 
but not as significant as those with an emotional appeal. 
One example of an emotionally appealing story is one 
about a company that helps build schools for children in 
remote rural areas in underdeveloped countries. This tells  
people about the brand’s personality.

cost-conscious conundurum
Messages with promotional content—anything that 
mentioned a product, a price/cost savings, a deal, or a 
promotion—had a consistently negative effect. Thus, 
the types of content most favored from a brand team’s 
perspective—promotions or deals—were paradoxically 
the ones least likely to engage users. “These findings 
present an interesting conundrum,” Hosanagar said. “We 
are not trying to say you shouldn’t ever use a post with a 

Social Media: No Points for Showing Up

Opportunity Challenge

Develop “brand personality” and establish  
a relationship with consumers.

Instantaneously spread word about  
promotions and sales.

Virally spread information on customer  
engagement through Likes, Comments, 
and Shares.

Only about 0.2% of total possible status 
updates reach users on average  
(Facebook 2007).

Filtering algorithm (e.g., Edgerank).

Not sufficient to have a presence.

Engineering content for right reach  
and engagement is essential.
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Profile

kartik hosanagar 
Associate Professor of Operations 
and Information Management, The 
Wharton School

Kartik Hosanagar is an associate 
professor of information and 

operations management at The Wharton School 
of the University of Pennsylvania. His research 
focuses on various aspects of internet commerce, 
including digital media and internet marketing. 
Dr. Hosanagar is a cofounder of Yodle, Inc., a 
venture-backed firm recently listed among the 
top 50 fastest-growing private firms in the U.S., 
and he is actively involved with several other 
start-ups as either an investor or board member.

Key Points 

•	 Emotional content and content about a  
 company’s philanthropic activities generated  
 the most user engagement. 

•	 Promotional content garnered the least  
 amount of user engagement. 

•	 On social media, users want to get to know a  
 brand’s personality. 

•	 ROI on social media postings in this study ran  
 as high as $8 on every $1 spent.

promotion, but you should balance it with a lot of social 
messages that have emotional content, philanthropic 
content.”

posts ≠ ads: consider the venue
When asked if these results reflected on online 
advertising, Hosanagar told attendees it is important to 
remember that hosting a Facebook site is not the same 
as advertising. “I don’t want to overly generalize, but I 
think perhaps with social media people won’t engage so 
much with a product unless it comes with an emotional 
angle or a philanthropic angle associated with it,” he 
said. “However, I think there is a fundamental difference 
between Facebook versus seeing a banner ad on the 
New York Times site versus seeing an ad on Google. Most 
consumers use Facebook to connect with their friends, 
and it’s all about social. When they connect with a brand 
[on Facebook] it tends to be a brand that they are already 
highly familiar with, and they are looking for consistency 
with the rest of their social experience.”

But on Facebook, Hosanagar continued, “people want 
to understand your brand personality,” which may 
explain why philanthropic messages had such a large 
impact in this study. On Google, offers and other types 
of promotional content are more appropriate; there, 
users are generally looking for a particular product. “In 
that context, advertising fits in nicely, because the user 
wants information on a specific product and they’re not 
intending to hang around,” said Hosanagar.

Of course, the underlying question is, Do engaged 
Facebook users become customers? “We are in the early 
days in terms of connecting social media engagement 
with purchase behavior,” Hosanagar said. “We’re just 
beginning to understand social media behavior and the 
brand connection that happens there.”
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To meet the demands of today’s new CEUs—“chief end users”—new enterprise applications need to be as 
simple and intuitive as a video game, Juan-José Juan, global head of enterprise innovation at Vodafone 
Global Enterprises, told attendees at the May 30, 2013, Mack Institute conference, How Mobile and Social 
Are Transforming Innovation Models: Flipping the Paradigm? The line between consumer and business 
applications of mobile devices will continue to blur as users-in-chief demand more usability, mobility, and 
flexibility in their work and personal lives. “It used to be that workers only used the tools and equipment 
that their companies provided, but that model is no longer valid,” Juan said. At the same time, the value 
of social media is increasing. “Social is the best way for end users to find the exact information they need  
when they need it. This is the big efficiency, the big transformation in social,” he said. But creating a simple 
user experience in social and mobile is not easy—or simple.

Juan-José Juan

As one of the largest communication service providers in 
the world, with more than 450 million users spread out 
among more than 100 countries, Vodafone is no stranger 
to innovation and is constantly reinventing itself. “The 
traditional telecom and carrier company has a very 
limited life, at least as a growing business,” Juan said. 
“It becomes a decreasing commodity. But to reinvent 
yourself clashes with the traditional way a corporation  
is run.”

learn from your customers’ dreams
Vodafone has the advantage of working with many 
of the largest multinational companies in a variety of 
industries. But Vodafone is not a silent partner. Through 
its innovation and customer experience centers, 
Vodafone helps customers identify and solve their most 
urgent problems. “We are tapping their thoughts and 

even their dreams to define the key areas in which we can 
bring creative transformation,” Juan said. In two years, 
his group held more than 150 innovation workshops 
with top executives from different industries, including 
representatives from technology, marketing, strategy, 
and even human resources. “Essentially, we manage 
an interaction with them to understand where their  
business has to go and where communications, mobility, 
and flexibility play a transformational role.” Most of  
these departments do not typically collaborate, thus  
Juan and his team bring the key innovators together  
and act as a catalyst to search out the next big 
opportunities. These sessions led Vodafone to pursue 
opportunities in the services area; the company now 
considers itself a partner with many of its customers  
in helping them create new, user-centric business  
models.

Social and Mobile: The Rise of the  
Chief End User

Consumption Economics:  
The New Rules of Tech
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from boring to angry
“We are working with transforming the boring things 
we have in our traditional corporate world and finding 
out how we can make them as fun as Angry Birds. We 
cannot do that using our traditional methods, which is 
why we set up our innovation centers and our customer 
experience centers. These centers allow us to work with 
different people and perspectives, to get different results,” 
said Juan.

Many companies, for instance, have reporting systems 
that are PC-centric and so complicated only experts can 
use them; thus, almost no one at the company uses them, 
although they represent a significant expense. One of 
the first products to result from Vodafone’s innovation 
workshops was a redesigned reporting system for a 
100,000-employee multinational company. To start, 
Vodafone contacted a company that designs interfaces for 
video games for their expertise. “We blended perspectives 
from the two extremes—the choosers and the users. We 
took our reporting information and capability for this 
big multinational company and developed a single screen 
interface for the reporting system.”

keep it simple
Vodafone also wanted the system to be simple to use. 
“Originally, this information was across ten different 
platforms and providers. The customer doesn’t want 

to look in ten different complex systems. We created 
one single place where an employee can go and find 
information that is relevant for him or her at a particular 
time. The result? A landing page with four critical types 
of information displayed around a central icon with 
the user’s name above it. It was easy enough to use that 
a homemaker—with no experience in the business or 
computer worlds—understood how to use it. The depth 
of information available and the speed at which it is 
accessed from that single page more than satisfied the 
customer. The CEO’s response was, ‘I don’t know what 
it’s called, I don’t know how much it costs, but I want to 
access my information this way. I can use this system 
without any training, without any explanation, without 
a user manual,’ ” Juan said. Training, in fact, is moving 
to a more social mode, according to Juan. “With systems 
like this, people won’t call the support center or the 
help desk; they’ll ask their friends and colleagues in the  
social networks about how to better use the system. This 
is what gamers do, it’s what people do naturally, but it 
hasn’t been applied in the business world.”

Another Vodafone customer, the onboard navigation 
provider TomTom, wanted to offer its customers real-
time traffic reports. Vodafone started by analyzing the 
cell phone traffic in towers at different locations in a 
city. “We have information from hundreds of millions of 
phones that are constantly moving and traveling across 

The New Big Themes

Global 
Flexibility

Smart 
Data

New 
Business
Models

End 
User

Everything 
ConnectedUsability
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Key Points

•	 Build user-centric business models. 

•	 Keep products intuitive and simple for the user. 

•	 Make business applications as fun as a  
 video game. 

•	 Listen to customers to help you find the  
 answers to their biggest challenges.

Europe and other regions,” Juan said. “So we constructed 
that data in a certain way, analyzed it, and were able 
to reliably get traffic information on every corner in  
Europe. We were the key provider of information  
for this project.” 

The company used high-level demographic data so no 
privacy issues were raised. The service can now tell 
the difference between cell phones on a speeding train 
versus cell phones in cars stopped on a road parallel to 
the railroad tracks. The system is so efficient, TomTom 
claims you can tell people the exact time they will arrive 
at a destination. By leveraging already existing data, 
Vodafone was able to meet its customers’ needs with a 
simple solution.

give, then ask
How new technology is introduced to employees matters. 
Currently, employees might start using a new mobile 
device or app on their own time and realize the business 
potential of the device. For security reasons, however, 
companies usually restrict the type of devices employees 
may use, and, if they are allowed, there are often  
onerous parameters included. This approach needs to be 
flipped, Juan said. “Start by giving the users something 
they want,” he said. “Then ask them to make sure the 
security settings comply with company policy. That’s a 
much better approach than starting with a restriction or 
a mandate.”

Going forward, Vodafone’s innovation and customer 
experience centers will begin to focus on developing 
an ecosystem for hatching new ideas raised via their 
innovation workshops. During the third year of the 
program, these ideas will be offered to a network of 
developers on a competitive basis, with the goal of 
Vodafone bringing any final products to their huge  
global market.

Profile

juan-josé juan 
Global Head of Enterprise  
Innovation, Vodafone Global 
Enterprise

Based in Vodafone’s new Silicon 
Valley innovation hub, Mr. Juan 

leads engagement with multinational customers 
and strategic partners to create the next generation 
of communication services to transform their 
global business and growth strategies. His 
recipe for transformation through innovation 
involves discovering the core drivers for change 
and disruption and kicking off co-creation of 
innovative business solutions through technology 
and communication services. Prior to this  
position, Mr. Juan led the Global Customer 
Solutions area in Vodafone, achieving market 
recognition as the leading mobility services 
portfolio. Mr. Juan has developed most of his career 
at Vodafone in different functions and countries.
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Using a mobility solution to make a difference in the growing diabetes pandemic was a far-fetched idea in 
2005, when WellDoc was founded on just that concept. Today, the company has published peer-reviewed 
clinical trial results showing the effectiveness of its solution to help optimize diabetes self-management 
and outcomes, which is achieved through a mobile software platform that helps patients and providers 
manage the many metabolic, lifestyle, symptom, and medication parameters associated with the disease. 
The product, BlueStar™, is cleared by the U.S. Food and Drug Administration and is registered and 
reimbursed like a drug or medical device. It’s becoming popular with patients and physicians because of the 
choice and flexibility in how data, information, knowledge, and interventions can be delivered. This 
paradigm flip in the health care field has engaged adult patients with type 2 diabetes to make better 
decisions in managing their health. Anand K. Iyer, president and chief operating officer at WellDoc, gave 
an overview of the solution and its impact on diabetes at the Spring 2013 Mack Institute conference.

mHealth: Changing the Rules of the  
Game by mPowering Patients
Anand K. Iyer 

Currently, 8.3% of the U.S. population has some form of 
diabetes—approximately 25.8 million people—and this 
number is expected to double by 2034. Managing the 
disease requires patients to control the levels of sugar 
(glucose) in their blood through diet, exercise, and the 
appropriate medication regimen. Diabetes is a chronic 
condition that, when left uncontrolled, can severely affect 
vision, the nerves, the cardiovascular system, and the 
kidneys. 

The typical treatment model today for type 2 diabetes 
patients may include four office visits per year with a 
primary care doctor. During this visit, the patient’s A1c 
level—a primary metric of diabetes wellness today (in 
simplistic terms, it is an average of a person’s glucose 

levels measured over a three-month period)—is reviewed 
by the doctor, and medications and other parameters 
should be adjusted if needed. The target A1c level as 
established by the American Diabetes Association is 7.0%. 
In nondiabetics, the A1c is typically around 5.5%. This 
number is important because it has been shown that a 
single point increase in A1c above target can correspond 
to a 38%–42% increase in the risk of heart attacks,  
kidney failure, blindness, strokes, and amputations. 

As a diabetic himself, Iyer sees the need for a better  
way to manage the disease. “I consider myself a good 
patient. I graph my data for my doctor. But what’s 
the human eye going to do in a five-minute office 
visit? Doctors aren’t trained to do that kind of pattern 
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recognition; they can’t look at pages and pages of  
numbers and instantly realize it is time to titrate a 
medication. They’re just not trained to do that,” Iyer 
said. “There’s only so much a doctor can do in those brief  
office visits.”

The ability to drive behaviors by delivering real-time and 
contextually relevant information to patients as well as 
longitudinal summaries to doctors and to sustain levels  
of engagement over time were the founding concepts 
behind WellDoc. The solution comprises three primary 
elements: Patient Coach, Automated Expert Analytic 
System™, and Decision Support.

patient coach
“We had to be sure people would continue to use the 
solution over time. With a disease like diabetes, it needs 
constant attention,” said Iyer. The Patient Coach module 
offers personalized coaching as well as testing and 
medication guidance, which provide the kind of action-
driving interventions that diabetic patients require on 
a continual basis. It also provides out-of-bound alerts 
driven by guideline-based targets and the patient’s 
collected data. 

Another aspect of the Patient Coach is selection of the 
mobile internet device on which the patient can run the 
solution. Originally developed for the JAVA platform 
(e.g., feature-phone), it is now also available on iPhones, 
Androids, tablets, and PCs.

automated expert analytic system™
Initially, WellDoc used a simple rules engine to analyze 
the data but has since moved on to complex expert 
systems. As with most medical care, how you treat one 
patient is not necessarily how you treat another patient 
with the same disease. The WellDoc solution benefits 
from this level of data; the algorithms and feedback vary 
by patient. The expert system module also allows for rich 
data science to be applied. For example, with descriptive 
data science, the percentage of how often a patient enters 
his or her glucose readings by type can be calculated 
and presented. With predictive modeling data science, 
WellDoc is now building models to predict when a patient 
may become hypoglycemic and is working to suitably 
interact with the patient to correct their hypoglycemia.

decision support
To build the Decision Support module, WellDoc worked 

WellDoc’s Solution Elements
Patient Coach

•	 Personalized, real-time coaching 

•	 Testing and medications  
reminders 

•	 Out-of-bounds alerts 

•	 Metabolic target ranges

Decision Support

•	 Outcomes-based support 

•	 Clinical analysis and trends 

•	 Patient stratification 

•	 Population management

Automated Expert Analytic SystemTM

•	 Cloud-based analytics 

•	 Evidence-based guidelines

•	 Predictive modeling  

•	 Longitudinal tracking 

•	 Event/alert tracking

CLINICAL

TECHNICAL

ANALYTICAL
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Key Points 

•	 WellDoc changes patient behavior with  
 pertinent, personalized information delivered  
 at the right time and in the fashion most  
 convenient to the patient. 

•	 WellDoc appeals to physicians because it’s FDA  
 cleared and incorporates evidence-based data  
 and guidelines. 

•	 This kind of solution can help remove some of  
 the loneliness of having a chronic disease. 

•	 Randomized control studies have published  
 significant health outcomes from use of  
 WellDoc solutions. 

•	 Actuarial studies showed a significant savings  
 benefit when the solution was used.

with physicians, nurses, and educators to understand 
what they wanted to see and how they wanted it 
delivered. “They told us, don’t just bombard us with 
glucose values throughout the day!” Iyer said. WellDoc 
takes the collected data and runs them through a system 
that looks for trends. It uses data collected from the 
clinical trials and other studies to contribute outcome-
based information to help improve decision making. A 
summary can be sent to each physician at the frequency 
and in the medium that each prefers. “If a doctor wants 
the patient’s information by fax every quarter or sent to a 
portal they can access, the system can do that,” said Iyer.

cost savings and health benefits
On an economic scale, WellDoc has also made a significant 
impact. Clinical trial results have shown that use of the 
solution brought patients’ A1c levels down by an average 
of approximately 2 points, more than most diabetes 
drugs that are approved by the U.S. Food and Drug 
Administration (FDA) typically achieve alone. WellDoc 
hired an actuarial firm to review the clinical data from 
their trials and asked them to calculate the overall  
value. The report from the actuarial firm showed that  
the WellDoc solution could save an average of $390 to  
$630 per month per patient, factoring in the direct cost 
savings due to improved metabolic parameters, fewer 
hospital visits and admits, and the ensuing productivity 
uplift. “Now multiply that by 12 and multiply that  
number by 26 million and the $245 billion annual 
estimated cost of diabetes shrinks a lot,” said Iyer.

Feedback from doctors and patients has been positive. 
Doctors who are in a pay for performance or accountable 
care organization environment are particularly interested 
in the solution, and the attention to detail has made the 
solution applicable to many types of patients. One patient 
asked for her grandchild’s photo to pop up on her cell 
phone screen as a reward for having a good day. Great 
idea. Better health means more time with her grandchild, 
a better motivator for this patient. 

Profile

anand k. iyer 
President and Chief Operating 
Officer, WellDoc

Dr. Iyer oversees the develop-
ment and deployment of the 
company’s mobile- and web-

based diabetes management platform. He has 
more than 20 years of consulting and industry 
experience in the telecom and wireless industries 
and was named in 2007 as one of the top 35 global  
wireless executives.

Iyer admits there is an emotional aspect to WellDoc that 
helps patients use it for the long term. “Having a disease  
is lonely. And if you can take away that loneliness, you  
win. If you can give that patient confidence that they’re 
going to succeed, that somebody is watching them and 
helping them in a way that they want to be helped, you’ve 
made a difference.”
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Incumbents, Disrupters, and Enablers: 
What Will Distinguish Successful Firms?

power to the user
The greatest change wrought by social media and mobile 
devices is the power these technologies have given 
to customers and users, fundamentally changing the 
playing field. For example, online reviews of merchandise 
are expected by consumers today, giving users the 
power to influence the buying decisions of potentially 
thousands of other customers. The push-or-pull approach 
to advertising has become obsolete as customers take  
control of the marketing messages through social media.
 
Now there is more willingness from companies to 
quickly experiment with solutions rather than drown 
new ideas with too many meetings. Collaboration with 
other companies or outside individuals to deliver unique 
solutions to specific, user-defined problems is one way 
incumbents have adapted to the impact of social and 
mobile technologies. Large incumbent firms have also 
started pushing innovation through the ranks, so that all 

employees are expected to deliver innovative solutions. 
Another model is to create an in-house incubator that 
works with both employees and external individuals 
or companies. Some companies, such as PayPal, are 
changing their business model to that of a platform that 
enables easy experimentation with new technologies  
and devices. 
 
from business to platform
Morphing from a business to a platform, on which you 
invite individuals and start-ups to use your innovations 
to create applications, is occurring in several industries. 
Cars, in fact, are becoming platforms themselves as 
they can now notify drivers when a service needs to be 
scheduled, or even post to Twitter about your latest drive 
in the hills. If other companies or individuals can access 
your environment and ecosystem, discussants noted, 
the unexpected will happen—and lead to unexpected 
potential you had not noticed before. 

During the Mack Institute's May 30, 2013, conference, attendees broke out into groups of incumbents, 
disrupters, and enablers. Each group met and discussed several questions, such as how are large incumbent 
corporations disrupting themselves by changing their business models and launching new businesses in 
order to take advantage of emerging mobile and social technologies and platforms? After answering 
questions within their respective groups, they then reported back to a plenary session to discuss the 
generated ideas and insights. The discussions and report backs were moderated by Scott A. Snyder, the 
president and chief strategy officer at Mobiquity and a Mack Institute senior fellow.
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Determining at what point to move from a business to a 
platform requires an awareness and understanding of  
the risks. One option is to build your own mobile apps 
first, and then open them up to other innovators. At the 
same time, opening your company up as a platform 
carries risk. In fact, some conference participants felt  
that the overall competitive field has moved out of the  
firm boundaries into the entire ecosystem, which 
means any business move must be done after a careful 
consideration of its impact on the larger ecosystem.

In such a platform environment, application 
programming interfaces (APIs) affect the amount of 
innovation, as some companies keep their APIs open 
while others restrict access. Keeping them open is the 
best way to create partnerships, although there is always  
risk, as previously mentioned, that one will choose the 
wrong partner. 

The tradition of recruiting computer and application 
developers in house is now being tested by some 
companies, as more “externality”—use of resources 
external to the firm—is becoming the norm. Amazon’s 

Mechanical Turk, for example, has allowed it to gain 
new business growth by creating an intersection where 
external firms can collaborate. One representative shared 
that at his firm, using a platform model underlies any 
new product or offering. It’s become embedded in how 
employees envision new products.

smaller companies: more agile and fearless?
Smaller companies are free from the inertia that larger 
incumbent companies have; thus, they can more easily 
rethink their value chain or business models. Of course, 
smaller companies often become large companies, who 
then struggle with cannibalizing themselves before 
another company does. Participants observed a level 
of fear among large incumbent firms of the changing 
paradigm; however, it is this underlying fear that is 
driving such companies to take risks with innovation  
that they may not have made even a few years ago.

Just how innovation is defined depends, it seems, on the 
size of the company. For a large incumbent company, 
incremental steps are seen as innovation, while at a 
new start-up only a revolutionary new tool would be 
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defined as an innovation. For example, FedEx, now 
a large incumbent, burst onto the innovation stage 
by guaranteeing overnight deliveries. This was a 
revolutionary new offering in the delivery industry.

go beyond your boundaries 
One group was tasked with viewing innovation from 
the enablers’ perspective, and their consensus was 
that mobile and social do not necessarily change how  
products or services are delivered so much as extend 
how products and services can be delivered. From the 
disrupter’s point of view, mobile was considered to 
not be just another channel but an entirely new venue 
that presents unique opportunities in and of itself. The 
challenge for any business—incumbent, disrupter, or 
enabler—is to imagine what these opportunities and 
experiences via mobile will look like, what kind of 
business models will be needed, and how advertising will 
change because of mobile.

Throughout the lunch discussion, the notion that it is 
now possible to merge large datasets with mobile devices, 
particularly ones that track location, was seen as having 
great potential to deliver customer-centric solutions.  
Such combinations can lead to apps that sense where 
people are and perhaps remind them of tasks that need 
doing at nearby locations, such as a doctor’s appointment 
or a child’s recital. While this predictive capability can 
lead to “super cool apps,” attendees were aware that this 
cool factor can easily turn into a creepy factor. Learning 
where to draw the line on how much data to collect is 
essential. Nevertheless, a clear trend of technology 
merging seamlessly with our lives via predictive  
modeling was seen as a positive trend.

The greatest disruption caused by mobile and social 
media, the group concurred, was the ability to share 
large amounts of data in real time. Maintaining trust 
with users is essential when manipulating large datasets 

with customer location and other information. Opening 
up legacy databases, such as companies in the insurance 
industry are doing, was given as an example. Even if a 
large incumbent company does not know what to do with 
large amounts of data collected over time, such a project 
would be just right to offer to entrepreneurs or other 
individual innovators within the ecosystem. The ability 
to now match behavioral data with transactional data  
can lead to innovative solutions.

collaboration in a platform-based environment
In summary, big companies have something to offer start-
ups, and innovators at the edge are more often being 
asked to collaborate with large incumbent firms. It is 
crucial to keep partnerships and solutions simple rather 
than over-analyzing them. Competition is moving to a 
platform-based ecosystem, and the more open a platform 
is the more rapidly a new ecosystem of innovation can 
develop. Participants noted one caveat: unlike the internet 
bubble, this rising social/mobile paradigm has already 
begun to prove its worth.

Key Points 

•	 Customers are controlling marketing messages  
 with online reviews in the social media realm. 

•	 The mobile/social arena is a platform-based  
 ecosystem where open standards can lead to  
 rapid innovation. 

•	 A prime area for new mobile applications is in  
 linking large datasets with mobile technologies,  
 which are location based. 

•	 Mobile and social technologies extend how  
 goods and services are delivered.
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Organizing for Innovation—Extracting 
Value from Social and Mobile

panel 

Harbir Singh, moderator 

Co-director, Mack Institute for Innovation Management; Mack 

Professor of Management and Vice Dean for Global Initiatives, 

The Wharton School

tapping into the industrial internet
Veeru Ramaswamy, Technology Leader, GE Global Research—

Software and Analytics at GE, Software Center of Excellence 

A new industrial age—one married to the internet—
is taking shape and will be one of the biggest game 
changers in the coming decade, allowing manufacturing 
and other large-scale firms to optimize operations and 
increase efficiency, commented Veeru Ramaswamy 
of GE. Connecting people, machines, and data that is 
contextually relevant is the goal behind the GE Global 
Software Center in San Ramon, CA, where Ramaswamy 
is a technology leader driving some of the core services 
initiatives. Powering the industrial internet is innovative 

software enabled with physics-based analytics,  
predictive algorithms combined with automation, and 
“deep domain” expertise of the players.

Responding to an audience question about focusing 
on the user in its innovation process, Ramaswamy 
mentioned that GE observes customer behavior rather 
than relying solely on customer surveys. For example, 
turbine technicians make several trips from a site to their 
desktop to download and read data; this behavior showed 
GE the benefits of creating new end user experiences  
by leveraging mobile applications. 

According to an estimate by GE, the aviation industry 
has 20,000 commercial aircraft in service; those aircraft 
use 43,000 engines. Each engine includes three major 
pieces of equipment that are instrumented and monitored 
individually. GE formed a joint venture recently with 
Accenture called Taleris to launch a groundbreaking  

Social and mobile have changed the balance of influence between consumers and firms. The user now  
dictates what will be bought, how it will be bought, and what the price will be. To make sure innovation  
keeps pace with consumer trends, firms are morphing into platforms, realizing that innovation happens  
best in a healthy ecosystem, not confined to a particular company. To continue innovating, firms are  
creating virtual and physical labs where users and designers co-create. For this panel discussion, each  
panelist briefed the audience on his or her organization’s critical engagement with social and  
mobile technologies. The floor was then given to audience questions.

Veeru Ramaswamy, Daniela Mielke, TJ Giuli, Paul Ewing, and Cameron Terry
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new technology, which can help predict potential 
maintenance faults and recommend preventive 
action. As the industrial internet grows, that work 
can be streamlined to reduce the requirement to store 
expensive spare parts, which are typically stocked in 
case of failure. The expected benefits also include a 
reduction of unscheduled maintenance, fewer delays  
and cancellations, increased aircraft availability, and 
much more.

The synergy gained by linking software innovation to 
hardware development is also impacting a variety of  
other industries, including power generators, exploration 
and extraction industries, and large physical plant 
systems. Thus, as the software innovations occur—
whether they come from inside GE, within the  
ecosystem, via an entrepreneur, or via a customer— 
they have a direct impact on speeding the development of  
new hardware.

pivoting toward the mobile space
Daniela Mielke, VP Global Strategy, PayPal 

Being flexible in the business world has never been easy. 
Never has it been more urgent than now, as the user 
has become the dominant force via mobile and social 
technologies. Ubiquitous as a payment service provider, 
PayPal recognized the impact of the mobile revolution 
and “pivoted its strategy” so that all the new services and 
products it develops are first built for the mobile space. 
To grow innovation, PayPal has moved to a platform 
environment. “Management realizes that innovation has 
to be much more structured and directed,” said Daniela 
Mielke. “Successful innovation is probably not going to 
happen just within our four walls.”  

With the distinction between online and offline blurring, 
PayPal is focusing on products that will allow customers 
to use PayPal in a more engaged fashion rather than 

Panelists (left-right) Veeru Ramaswamy, Daniela Mielke, TJ Giuli, Paul Ewing, and Cameron Terry.

Organizing for Innovation—Extracting Value from Social and Mobile     24

panel 



simply transaction-based interactions. “Instead of going 
broad as an online payment player, we are now focusing 
on core countries and going deep,” Mielke told attendees. 
PayPal, like GE, focuses on observing user behavior—
and targeting the customers’ pain points—in order to 
innovate. Despite its large platform environment, Mielke 
said in response to an audience question, the company 
continues to conduct alpha and beta testing in groups 
as small as 2,000. Some tests are even specific to certain 
cities. 

All of these moves equal a fundamental change in PayPal’s 
strategy, its operating model, and its economic model. 
“We want to create industrial platforms that others can 
use to innovate.” 

new mobile experiences in automobiles
TJ Giuli, Research Lab Leader, Silicon Valley Lab, Ford 

To keep pace with the intense innovation curve in mobile 
and smart phone technology, Ford Motor Company 
created Silicon Valley Lab to invite ideas from the best  
and the brightest of Silicon Valley, explained TJ Giuli. 
“Mobile has made a huge impact on the automotive 
industry. The challenge is how to give people access 
to the information and the user experience they’ve 
come to expect from their smartphones in a way that 
is useful—and safe—while driving,” he told attendees. 
Disconnecting the mobile consumer electronic design 
cycle from the automotive design cycle while still creating 
disruptive innovation is another challenge Giuli sees. 

“Why do we need a car with its own screen, when we can 
connect our smartphones with the car screen already?” 
one audience member asked. Giuli responded that, 
because the car is the medium, there are unique security 
and safety risks. “As you integrate more systems, you 
obviously need to worry about security. And you have 
to be sure that what is being displayed on the screen is 

appropriate while someone is operating the vehicle.” 

While it can be challenging to find products that all auto 
manufacturers will accept, the open nature of Silicon 
Valley Lab led to the development of OpenXC, a research 
platform that uses open source hardware and software 
that enables drivers to customize applications and plug-
in modules. It uses standard tools that can access data 
from the vehicle; it can be operated via most Android 
applications using the OpenXC library. “We’re still 
figuring out what open source hardware looks like in the 
automotive context. We’re inviting developers to come 
and help us with this project,” Giuli said.

rethinking the marketing paradigm
Paul Ewing, Senior Director, Global Digital Planning, Pfizer 

Mobile has turned the traditional marketing model upside 
down and forced companies to rethink their marketing 
strategies. Paul Ewing explained Pfizer’s approach to this 
challenge: “We are concentrating on specific points in the 
patients’ journey, where they may be struggling or facing 
barriers. Mobile gives us the opportunity to custom fit a 
solution to a specific patient on a particular part of his or 
her journey.”

One set of patients served by dedicated Pfizer apps is 
people with hemophilia. For these patients, it is very 
important to track bleeding episodes. Ewing explained, 
“Pfizer’s hemophilia bleed trackers enable patients to 
log these episodes and support their ability to manage 
their condition effectively.”  The mobility of these tools  
allows real-time input of information regardless of the 
patient’s location.

Another mobile app activates copays at the point of sale 
for patients receiving financial assistance with their 
prescriptions, eliminating paperwork and extra trips 
to and from the pharmacy. Yet another app lets patients 
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order any prescribed Pfizer drug via their phone; orders 
are sent directly to the person’s home address.

In an unusual twist, emerging market countries hold great 
promise for mobile apps in the pharmaceutical realm. 
In such countries there is often a high degree of mobile 
or smartphone penetration but relatively little access 
to health care. “In this scenario, the mobile device holds  
the promise of actually becoming the health care delivery 
infrastructure in a completely different way,” Ewing said. 

enabling the physician–patient interaction
Cameron Terry, Executive Director, IT Strategic Services,  

Kaiser Permanente 

Mobile technology is poised to be the lever that ratchets 
up the quality of health care and eases the accessibility 
of care, while lowering the cost of that care. That was 
the opinion of Cameron Terry of Kaiser Permanent, a 
nonprofit health care system with $50 billion revenue 
and an estimated 9 million patient-members throughout 
the U.S. Kaiser encompasses the whole delivery system: 
hospitals, clinics, pharmacies, labs, and health plan. 
Although health care is much more than just doctors and 
patients, their relationships remain at the heart of quality 
care, and mobile technology is a powerful tool that can 
make doctor–patient interactions more meaningful and 
easy to arrange.

Kaiser spent 10 years digitizing its patient health  
records, and that system is the foundation for all  
member-employee interactions. Having this large base 
of patient data has allowed Kaiser to layer on additional 
capabilities, including an online portal for members 
to communicate with doctors, nurses, pharmacy, and  
billing employees. Now the push is to move to a mobile 
platform. The health system launched its first mobile 
app within the past 12 months and already is seeing a 
huge migration from online to mobile interfaces among  
its members. 

Kaiser Permanente also is actively working with start-
up companies to help push innovative services, such as 
home diagnostics. “We partner with select start-ups that 
have promise. We don’t just invest in them,” Terry said. 
The nonprofit’s innovation center is both a physical and 
a virtual environment. The goal is integrating promising 
ideas into Kaiser’s electronic medical records, clinical 
systems, and eventually the full workflow, but ideas 
are first tested in a lab setting. Asked if HIPPA and FDA 
regulations constitute a barrier to innovation in the  
health care arena, Terry said the benefit of its  
innovation center is that Kaiser is able to pass on some of  
that regulatory risk to qualified start-ups who have  
experience in these areas.

Key Points 

•	 The user is now in the driver’s seat for mobile  
 and social products; tailor the experience of  
 your products toward your specific user. 

•	 Broaden your company’s reach by creating  
 a platform, not just individual products. 
 
•	 Mobile technologies have challenged traditional  
 marketing strategies, and groups must use  
 problem-solving to overcome this challenge.
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about william and phyllis mack
William L. Mack (W’61) is a former Vice Chair of the Board of Trustees of  

the University of Pennsylvania and now a Trustee Emeritus. He has served  

on the Wharton Board of Overseers since 1998 and began a three-year term as 

Chair on April 19, 2013; he was formerly a member and Chair of the Wharton 

Undergraduate Executive Board, where he provided invaluable counsel. He was 

Vice Chair of the Advisory Board of Wharton’s Zell/Lurie Real Estate Center. Mr. 

Mack is the Chairman of the Mack Real Estate Group, a real estate investment  

firm. He was the Founder and Chairman of AREA Property Partners, a major  

global real estate investment company. In addition, Mr. Mack is Chairman of the  

Board of Mack-Cali Realty Corporation, one of the nation’s largest real estate  

investment trusts (REITs).

Mrs. Mack serves on the board of Penn’s Institute of Contemporary Art and has  

hosted many Wharton/Penn events.
 
about the wharton school
Founded in 1881 as the first collegiate business school, the Wharton School of the 

University of Pennsylvania is recognized globally for intellectual leadership and 

ongoing innovation across every major discipline of business education. With a 

broad global community and one of the most published business school faculties, 

Wharton creates economic and social value around the world. The School has 

5,000 undergraduate, MBA, executive MBA, and doctoral students; more than 9,000 

participants in executive education programs annually and a powerful alumni 

network of 92,000 graduates.
 
about the mack institute for innovation management 
Emerging technologies and innovations can create and transform industries, while 

simultaneously introducing new risks and uncertainty to established organizations.

The Mack Institute for Innovation Management is an exclusive network that connects 

business leaders, researchers, world-class Wharton faculty, and students. At the 

Institute, thought leaders from across academic disciplines and industries come 

together to explore how companies survive, compete, and thrive through innovation 

management. The Institute’s multidisciplinary faculty and researchers develop 

practical approaches to managing innovation and share this knowledge through 

thought-provoking conferences, workshops, and publications.

conference summary staff: Writer—Martha C. Vollmer,   Editor—Rachel Miller,   Designer—Irving Navarro,   Project Manager—Sabina Borza  27

about

website 
mackinstitute.wharton.upenn.edu  

phone 
215-746-4831  

email
mackinstitute@wharton.upenn.edu  

address  
3400 Steinberg Hall-Dietrich Hall   

3620 Locust Walk, Philadelphia, PA 19104-6371

http://www.wharton.upenn.edu/
http://www.wharton.upenn.edu/undergrad/
http://www.wharton.upenn.edu/mba/
http://www.wharton.upenn.edu/mbaexecutive/
http://www.wharton.upenn.edu/doctoral/
http://executiveeducation.wharton.upenn.edu/
http://www.wharton.upenn.edu/alumni/
http://www.wharton.upenn.edu/alumni/
http://mackinstitute.wharton.upenn.edu/
http://mackinstitute.wharton.upenn.edu/
mailto:mackinstitute@wharton.upenn.edu

