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Question
Will Big Data improve your 

company strategy?



Versus



Why?

How to?

So what?

Gameplay

Learning



Two Examples

Chess World 
Thermopylae



White Black

Pawn (w), Pawn (b), Pawn (w), 
Queen (b), Pawn (w), Queen 
(b) ...

Pawn (w), Pawn (b), Pawn (w), 
Queen (b), Pawn (w), Queen 
(b) ...



Pawn(w), Pawn(b), Pawn(w), Queen(b), Pawn(w), Queen(b), Bishop(w), Knight(b), Queen(w), Pawn(b), Rook(w), Bishop(b), Knight(w), Pawn(b), 
Queen(w), Knight(b), Pawn(w), Knight(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), Bishop(b), Queen(w), King(b), Pawn(w), Bishop(b), 
Rook(w), Pawn (b), Queen(w), Knight(b), Pawn(w), Knight(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), Bishop(b), Queen(w), King(b), 
Knight(w), Pawn(b), Rook(w), Bishop(b), Pawn(w), Pawn(b), Pawn(w), Knight(b), Pawn(w), Knight(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), 
Rook(w), Bishop(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), Knight(b), Pawn(w), Pawn(b), Pawn(w), Pawn(b), Queen(w), King(b), 
Queen(w), Pawn(b), Knight(w), Knight(b), Knight(w), Pawn(b), Rook(w), Rook(b),Pawn(w), Knight(b), Pawn(w), Pawn(b), Queen(w), 
Knight(b),King(w), Knight(b), Pawn(w), Queen(b), Knight(w), Pawn(b), Rook(w), Rook(b), Rook(w), Knight(b), Pawn(w), Pawn(b), Queen(w), 
Pawn(b), Queen(w), Knight(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), Bishop(b), Pawn(w), Pawn(b), Rook(w), Bishop(b), Pawn(w), 
Pawn(b), Pawn(w), Knight(b), Pawn(w), Knight(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), Bishop(b), Pawn(w), Pawn(b), Knight(w), 
Pawn(b), Rook(w), Knight(b), Pawn(w), King(b), Pawn(w), Bishop(b), Rook(w), Pawn (b), Queen(w), Knight(b), Pawn(w), Knight(b), Pawn(w), 
Pawn(b), Rook(w), Bishop(b), Pawn(w), Pawn(b), Queen(w), Knight(b), Pawn(w), Knight(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), 
Bishop(b), Queen(w), King(b), Knight(w), Pawn(b), Rook(w), Bishop(b), Pawn(w), Pawn(b), Pawn(w), Knight(b), Pawn(w), Knight(b), Pawn(w), 
Pawn(b), Knight(w), Pawn(b), Rook(w), Bishop(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), Knight(b), Pawn(w), Pawn(b), Pawn(w), 
Pawn(b), Queen(w), King(b), Queen(w), Pawn(b), Knight(w), Knight(b), Knight(w), Pawn(b), Rook(w), Rook(b),Pawn(w), Knight(b), Pawn(w), 
Pawn(b), Queen(w), Pawn(w), Knight(b), Pawn(w), Knight(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), Bishop(b), Pawn(w), Pawn(b), 
Knight(w), Pawn(b), Rook(w), Knight(b), Knight(w), Pawn(b), Rook(w), Rook(b),Pawn(w), Knight(b), Pawn(w), Pawn(b), Queen(w), Knight(b), 
King(w), Knight(b), Pawn(w), Queen(b), Knight(w), Pawn(b), Rook(w), Rook(b), Rook(w), Knight(b), Pawn(w), Pawn(b), Queen(w), Pawn(b), 
Queen(w), Knight(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), Bishop(b), Pawn(w), Pawn(b), Rook(w), Bishop(b), Pawn(w), Pawn(b), 
Pawn(w), Knight(b), Pawn(w), Knight(b), Pawn(w), Queen(w) ... WINS

Pawn(w), Knight(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), Bishop(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), Knight(b), 
Pawn(w), Pawn(b), Pawn(w), Pawn(b), Queen(w), King(b), Queen(w), Pawn(b), Knight(w), Knight(b), Knight(w), Pawn(b), Rook(w), 
Rook(b),Pawn(w), Knight(b), Pawn(w), Pawn(b), Queen(w), Pawn(w), Knight(b), Pawn(w), Knight(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), 
Rook(w), Bishop(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), Knight(b), Knight(w), Pawn(b), Rook(w), Rook(b),Pawn(w), Knight(b), 
Pawn(w), Pawn(b), Queen(w), Knight(b), King(w), Knight(b), Pawn(w), Queen(b), Knight(w), Pawn(b), Rook(w), Rook(b), Rook(w), Knight(b), 
Pawn(w), Pawn(b), Queen(w), Pawn(b), Queen(w), Knight(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), Bishop(b), Pawn(w), Pawn(b), 
Rook(w), Bishop(b), Pawn(w), Pawn(b), Pawn(w), Knight(b), Pawn(w), Knight(b), Pawn(w), Queen(w) , Pawn(w), Pawn(b), Pawn(w), Queen(b), 
Pawn(w), Queen(b), Bishop(w), Knight(b), Queen(w), Pawn(b), Rook(w), Bishop(b), Knight(w), Pawn(b), Queen(w), Knight(b), Pawn(w), 
Knight(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), Bishop(b), Queen(w), King(b), Pawn(w), Bishop(b), Rook(w), Pawn (b), Queen(w), 
Knight(b), Pawn(w), Knight(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), Bishop(b), Queen(w), King(b), Knight(w), Knight(b), Rook(w), 
Queen(b), Pawn(w), Pawn(b), Pawn(w), Knight(b), Pawn(w), Knight(b), Pawn(w), Pawn(b), Knight(w), King(b), Queen(w), Pawn(b), Knight(w), 
Knight(b), Knight(w), Pawn(b), Rook(w), Bishop(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), Knight(b), Pawn(w), Pawn(b), Pawn(w), 
Pawn(b), Queen(w), King(b), Queen(w), Pawn(b), Knight(w), Knight(b), Knight(w), Pawn(b), Rook(w), Rook(b),Pawn(w), Knight(b), Pawn(w), 
Pawn(b), Queen(w), Knight(b),King(w), Knight(b), Pawn(w), Queen(b), Knight(w), Pawn(b), Rook(w), Rook(b), Rook(w), Knight(b), Pawn(w), 
Pawn(b), Queen(w), Pawn(b), Queen(w), Knight(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), Bishop(b), Pawn(w), Pawn(b), Rook(w), 
Bishop(b), Pawn(w), Pawn(b), Pawn(w), Knight(b), Pawn(w), Knight(b), Pawn(w), Pawn(b), Knight(w), Pawn(b), Rook(w), Bishop(b), Pawn(w), 
Pawn(b), Knight(w), Pawn(b), Rook(w), Knight(b), Pawn(w), King(b), Pawn(w), Bishop(b), Rook(w), Pawn (b), Queen(w), Knight(b), Pawn(w), 
Knight(b), Pawn(w), Pawn(b), Rook(w), Bishop(b), Pawn(w), Pawn(b), Queen(w), Knight(b), Pawn(w), Knight(b), Pawn(w), Pawn(b), Knight(w), 
Pawn(b), Rook(w), Bishop(b), Queen(w), King(b), Knight(w), Pawn(b), Rook(w), Bishop(b), Pawn(w), Pawn(b), Pawn(w), Knight(b), Queen(w), ... 
WINS

"sequence of success”



Backward Causality

If player A does B and is 
successful then …

If I do B, I also will be 
successful!



White Black

Pawn (w), Pawn (b), Pawn (w), 
Queen (b)  ... LOSE.

f3, e5, g4, Qh4 ... WIN.



Themistocles 
524 - 429BC

Politician & General



X

X

X
Str

aits
 of A

rte
misiu

m

Defend 
here

Defend 
here

Aegean Sea

Athens

Thebes

Thermopylae



Athens
X

Thebes X

XThermopylae

Str
aits

 of A
rte

misiu
m

Aegean Sea

X
Block here

Force opponents 
along path

Defend here, use 
terrain as force 

multiplier.



Strengths Weaknesses

Opportunities Threats

A well trained Spartan army

Get rid of the Spartans

Get rid of the Persians Persians get rid of us

The Oracle says a really 
dodgy film might be produced 

over 2,000 years later

A lot of Persians ARE 
turning up

A high level of motivation not 
to become a Persian slave 

The Ephors might stop the 
Spartans turning up



Versus



How?
(Action)

What? 
When?
(Action)

Where?
(position & movement)

Why?
(strategy)



Situational Awareness

How?
What?

When?

Action

Why?
(strategy)

Where?
(position & movement)

In Military ...



STRATEGY



Tactical 
Choices 

(BYOD)

Operational 
Details 
(SLAs)

Implementation 
Details 

(Private vs Public)

Purchasing 
Decisions 

(Oracle vs SAP)



Why?

Vague



Everyone else is!
67% of successful 
companies do ...



http://strategy-madlibs.herokuapp.com/
by Bill West

http://strategy-madlibs.herokuapp.com/


Situational Awareness

How?
What?

When?

Action

Why?
(strategy)

Where?
(position & movement)

In Business ...



Chancers

Players

Lo
w

H
ig

h

Low High

+ Market Cap (7 yrs)

160 Hi-Tech companies in Silicon Valley, 2012
Size of the bubble = No. of Companies

-ve Market Cap (7 yrs)



NB

97% of execs consider strategy to be critical to 
future success

Lack of situational awareness has a negative 
impact on outcome.

Most business strategy is a tyranny of 
 action over

situational awareness 



Why?

How to?
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POWER

Needs
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Power

Compute

Print

Web Site

Customer

Image 
Manipulation

Customer 
Relationship 

System 
(CRM) Platform
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Photo Storage

Data Centre

Power

Compute

Print

Web Site

Customer

Image 
Manipulation

Customer 
Relationship 

System 
(CRM) Platform

BUT 
No movement 

POSITION



Early Adopter

Laggards



Evolve



Certainty

U
bi

qu
ity

Custom Built

Commodity

Service
Product

Utility

Genesis Evolution



Certainty
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Value Chain
(describes organisation)

Evolution
(describes change)



Genesis Custom 
Built

Product 
(+ rental)

Commodity 
(+ utility)

Evolution
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Genesis Custom 
Built
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(+ utility)
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Online Photo 
Storage

Data Centre

Power

Print

Web Site

Platform

Customer
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Online Image 
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Compute

Map
2005

POSITION

MOVEMENT



Why?

How to?

So what?
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Genesis Custom 
Built
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Ordered

Known

Measured

Stable

Standard

Dull

Low Margin
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Industrialised

Chaotic

Uncertain
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Future Worth
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Uncharted



Uncharted Industrialised

Genesis Custom 
Built
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(+ rental)
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(+ utility)
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Lean

SIX  SIGMA / OUTSOURCE

StrongWeak

AGILE / IN-HOUSE 

Strong Weak



Uncharted Industrialised
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Built

Product 
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3D Visualisation

Land Registry
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Power

Platform

HR

Customer

GIS
Customer

Customer

Compute

PIMS

ERPM

Finance
BIM

Web site

RISK

CRM
WISE

outsource to utility 
suppliers, Six Sigma

use off the shelf 
products, Lean

build in-house with agile 
techniques

LEGEND

Collaboration
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(+ utility)

Evolution

V
al

ue
 C

ha
in

V
is

ib
le

In
vi

si
bl

e

Request 
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Circumstances
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Request 
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Request Data 
Check

Query/ 
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Request 
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Decision

IPT
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(+ utility)

Evolution

V
al

ue
 C

ha
in

V
is

ib
le

In
vi

si
bl

e

Home Office

Lead



Number of Duplicate Efforts in a 
single Organisation

Technology Space Industry

380 ERP system Global Corporate

170 Cloud projects Global 
Technology Vendor

118 Workflow systems Government

22 Rules Engines European Corporate

14 CRM system Bank

6 General Rule of Thumb Everywhere

unverified

IT Weapons of Mass Duplication



Why?

How to?

So what?

Gameplay

Learning
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Uncharted Industrialised
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Uncharted Industrialised
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Uncharted Industrialised
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Focus Gameplay

Basic Operations Focus on user needs

Situational 
awareness  

(communication, 
alignment)

Effective & efficient 
(methods, silos, bias, 

rationalisation)

Structure & culture 
(PST)

Optimising Flow 
(financial, risk, 

marketing, 
operation, profile) 

Channel conflicts & 
disintermediation

User Perception Consumer education Bundling 
Creating artifical 

needs
Creating a 

confusion of choice
FUD (fear, 

uncertainty, doubt)
Artificial 

competition
Lobbying / 

counter

Accelerators Market Enablement
Open approaches 
(data, source etc)

Exploiting network 
effects

Co-operation Industrial policy

De-accelerators
Exploitation of existing 

constraints
Patents & IPR

Creating constraints  
(supply chain)

Limitation of 
competition 

Dealing with toxicity Disposal of liability Sweat and dump Pig in a poke

Market Differentiation Pricing policy
Exploiting buyer / 

supplier power
Harvesting Standards game Signal distortion 

Defensive Threat acquisition
Raising barriers to 

entry
Procrastination & 

timing
Defensive 
regulation

Attacking Directed investment Experimentation
Creating a centre of 

gravity
Undermining 

barriers to entry
Fool's mate  

(lower orders)

Ecosystem Alliances Co-creation
ILC  

(sensing engines)
Tower & moat 2 factor

Co-opting & 
intercession

Embrace & 
extend

Competitor
Ambush  

(tech drops)
Fragmentation play

Reinforcing 
competitor inertia

Sapping  
(multiple fronts)

Misdirection
Restriction of 

movement (circling)
Talent raid

Positional Land grab
First mover 

(Industrialisation)
Fast follower 
(Innovation)

Weak signal / 
horizon

Poison Licensing play Insertion
Designed to fail 

(community)

LE CELG N



Focus Gameplay

Basic Operations Focus on user needs

Situational 
awareness  
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Open

Do you think Creative 
Studios will oppose 

this?
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Situational Awareness

How?
What?

When?

Action

Why?
(strategy)

Where?
(position & movement)

In Business ...



Focus Gameplay

Basic Operations Focus on user needs
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disintermediation

User Perception Consumer education Bundling 
Creating artifical 

needs
Creating a 

confusion of choice
FUD (fear, 

uncertainty, doubt)
Artificial 

competition
Lobbying / 

counter

Accelerators Market Enablement
Open approaches 
(data, source etc)

Exploiting network 
effects

Co-operation Industrial policy

De-accelerators
Exploitation of existing 

constraints
Patents & IPR

Creating constraints  
(supply chain)

Limitation of 
competition 

Dealing with toxicity Disposal of liability Sweat and dump Pig in a poke

Market Differentiation Pricing policy
Exploiting buyer / 

supplier power
Harvesting Standards game Signal distortion 

Defensive Threat acquisition
Raising barriers to 

entry
Procrastination & 

timing
Defensive 
regulation

Attacking Directed investment Experimentation
Creating a centre of 

gravity
Undermining 

barriers to entry
Fool's mate  

(lower orders)

Ecosystem Alliances Co-creation
ILC  

(sensing engines)
Tower & moat 2 factor

Co-opting & 
intercession

Embrace & 
extend

Competitor
Ambush  

(tech drops)
Fragmentation play

Reinforcing 
competitor inertia

Sapping  
(multiple fronts)

Misdirection
Restriction of 

movement (circling)
Talent raid

Positional Land grab
First mover 

(Industrialisation)
Fast follower 
(Innovation)

Weak signal / 
horizon

Poison Licensing play Insertion
Designed to fail 

(community)

LE CELG N



Uncharted Industrialised

Genesis Custom 
Built

Product 
(+ rental)

Commodity 
(+ utility)

Evolution

V
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ha
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is
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In
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si
bl

e

In
te

rf
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e

Agility

Efficiency

Competition

Future Worth



Uncharted Industrialised

Genesis Custom 
Built

Product 
(+ rental)

Commodity 
(+ utility)

Evolution

V
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ha
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V
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In
te

rf
ac

eElectric 
Lighting 

Radio

Television

A/C Utility 
(Westinghouse)

Siemens



Uncharted Industrialised

Genesis Custom 
Built

Product 
(+ rental)

Commodity 
(+ utility)

Evolution

V
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Electricity

Computing

Analytics

Intelligent 
Agents



Uncharted Industrialised
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(+ utility)

Evolution
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Peace War

Wonder



Peace

War

Wonder



Uncharted Industrialised

Genesis Custom 
Built

Product 
(+ rental)

Commodity 
(+ utility)

Evolution
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In
vi

si
bl

e

In
te

rf
ac

e

Peace War

Wonder

Disruption Disruption



War

Points of Change Today 2015-2020 2020-2025 2025-2030 2030-2035 2035-2040 2040-2045 2045-2050

Now Near Far

IaaS War

PaaS War

SaaS War

Big Data War

IoT War

Sensor as a Service War

Agents War

Immersive War

Robotics War

3D printing War

Printed Electronics War

Hybrid Printing War

Genetic Engineering War

Bio Manufacturing War

Epigenetics War



Focus Gameplay

Basic Operations Focus on user needs

Situational 
awareness  

(communication, 
alignment)

Effective & efficient 
(methods, silos, bias, 

rationalisation)

Structure & culture 
(PST)

Optimising Flow 
(financial, risk, 

marketing, 
operation, profile) 

Channel conflicts & 
disintermediation

User Perception Consumer education Bundling 
Creating artifical 

needs
Creating a 

confusion of choice
FUD (fear, 

uncertainty, doubt)
Artificial 

competition
Lobbying / 

counter

Accelerators Market Enablement
Open approaches 
(data, source etc)

Exploiting network 
effects

Co-operation Industrial policy

De-accelerators
Exploitation of existing 

constraints
Patents & IPR

Creating constraints  
(supply chain)

Limitation of 
competition 

Dealing with toxicity Disposal of liability Sweat and dump Pig in a poke

Market Differentiation Pricing policy
Exploiting buyer / 

supplier power
Harvesting Standards game Signal distortion 

Defensive Threat acquisition
Raising barriers to 

entry
Procrastination & 

timing
Defensive 
regulation

Attacking Directed investment Experimentation
Creating a centre of 

gravity
Undermining 

barriers to entry
Fool's mate  

(lower orders)

Ecosystem Alliances Co-creation
ILC  

(sensing engines)
Tower & moat 2 factor

Co-opting & 
intercession

Embrace & 
extend

Competitor
Ambush  

(tech drops)
Fragmentation play

Reinforcing 
competitor inertia

Sapping  
(multiple fronts)

Misdirection
Restriction of 

movement (circling)
Talent raid

Positional Land grab
First mover 

(Industrialisation)
Fast follower 
(Innovation)

Weak signal / 
horizon

Poison Licensing play Insertion
Designed to fail 

(community)

LE CELG N



Choose one ...

+ Innovation

+ Customer

+ Efficiency



Ecosystem

Supplier



Uncharted Industrialised

Genesis Custom 
Built

Product 
(+ rental)

Commodity 
(+ utility)

Evolution

V
al

ue
 C

ha
in

V
is

ib
le

In
vi

si
bl

e

Innovate

Leverage

Commoditise



Why?

How to?

So what?

Gameplay

Learning



THANK YOU 
@swardley 
https://leadingedgeforum.com/


