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Preface 
 

All firms fight for relevance in the marketplace that they compete in. Startups fight to become relevant to acquire 

new customers while established firms fight to maintain and grow their market share.  Arguably even non-profit 

and governmental organizations should also fight to offer more relevant services to the public. 

Being relevant requires not only a compelling value proposition, which this book is not about, but also an 

organizational capacity to continuously offer one.  The latter is an often overlooked and surprisingly difficult to 

grasp  how to  maintain a competitive offering.  In the authorǎΩ ŜȄǇŜǊƛŜƴŎŜΣ ƛǘ ƛǎ ŀƭǎƻ ǘƘŜ Ƴŀƛƴ ǊŜŀǎƻƴ ǿƘȅ 

established firms hit the wall when their markets are disrupted. We will explore this in depth and offer an 

academic foundation that also serves as a toolkit for understanding the organizational gaps that a firm may have 

in continuously being relevant to its customers. 

No firm is immune to sustainability and relevance risk 

Sustainability and relevance are at risk for every firm regardless of size and no industry or market is immune.  The 

landmark 2017 study by Capgemini found that 52% of the Fortune 500 companies were displaced between 2000 

and 2014.  Research by Innosight in 2018 and academics worldwide demonstrate that this trend will continue.  

Not all of this is due to digital disruption as markets have always been disrupted by new technology and by 

globalization of supply chains.  There are several factors at play, such as changing demographics, changing 

regulations, changing attitudes towards energy use, and many more.  Disruption is constantly occurring and should 

be expected as the norm. 

Given all these forces of change, the most effective tools that firms have is their investment in technology, process, 

and capability. Technology can be an engine for realizing a strategic vision, but it cannot be effective without the 

capabilities and processes necessary to harness it. As an example, having the capability to inform all decision 

makers about the current state of corporate health is an essential application of technology. Processes should be 

ambidextrous, both rigorous enough to enable operational excellence , as well as to enable rapid experimentation 

with  new products and services  to be tested; that is, fail fast, fail small.  Technology alone does not deliver either 

capability maturity, or process ambidexterity. 

This dilemma of expectation versus reality is the central theme of this book. Technology changes rapidly and not 

ŀƭǿŀȅǎ ǇǊŜŘƛŎǘŀōƭȅΣ ǎƻ ǘƘŜ ŘƛƭŜƳƳŀ ŀǘ ƘŀƴŘ ƛǎ Ƙƻǿ ǘƻ άƳŀƴŀƎŜ ǘƘŜ ōŜŀǎǘ ƻŦ ŎƘŀƴƎŜέ ŀǎ ƻǇǇƻǎŜŘ ǘƻ ōŜƛƴƎ ŀ ǎƭŀǾŜ 

to its forces.   

Predicament on how firms use and view technology as enablers 

While technology is important, the challenge lies in continuously being able to apply new technologies that will 

make a positive impact.  This is not simply a challenge for IT, but for the entire firm.  The predicament for large 

and small firms that underpins this challenge arises from the continuous forces of change, threats, and 

opportunities. Both technology and the paradigms for using it change rapidly, often swinging to-and-fro in 

response to the forces of change. 

Many firms believe that people are their greatest asset as they traverse these changes, touting innovation as if it 

comes out of a box.  Yet when it comes to enabling technology, they frequently view their predicament from siloed 
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and άin the moment perspectivesέΦ  CƻǊ ŜȄŀƳǇƭŜΣ Ƴŀƴȅ ǎƻŦǘǿŀǊŜ ƻǊ L¢ ǎŜǊǾƛŎŜǎ ŦƛǊƳǎ ǘŜƴŘ ǘƻ ǾƛŜǿ ǘŜŎƘƴƻƭƻƎȅ ŦǊƻƳ 

ǘƘŜ ǎƛƭƻǎ ƻŦ άǇǊƻŘǳŎǘǎέΣ άǇǊƻƎǊŀƳƳŜǊǎέΣ ŀƴŘ άƻǇŜǊŀǘƻǊǎέΦ  

¢ƘŜ ƛǊƻƴȅ ƛǎ ǘƘŀǘ ǘƘŜǎŜ άƻōƧŜŎǘǎέ ŀǊŜ ŎƻƴǎƛŘŜǊŜŘ ŦǳƴƎƛōƭŜΦ ¢ȅǇƛŎŀƭ ŜȄŀƳǇƭŜǎ ƻŦ ǘƘƛǎ ǘƘƛƴƪƛƴƎ ƛƴŎƭǳŘŜΥ άtǊƻŘǳŎǘǎ Ŏŀƴ 

bŜ ǊŜǇƭŀŎŜŘΣ ǇŜƻǇƭŜ ƻŦŦǎƘƻǊŜŘΣ ŀƴŘ ǎȅǎǘŜƳǎ ƻǳǘǎƻǳǊŎŜŘ ǘƻ ŀ aŀƴŀƎŜŘ {ŜǊǾƛŎŜ tǊƻǾƛŘŜǊΦέ ¸Ŝǘ ǎƻƳŜƘƻǿ ƛƴƴƻǾŀǘƛƻƴ 

is still supposed to come out of that magical box.  Yet the intangible core of innovation is a mature, holistic 

approach to introducing compound capabilities that integrates technology, skills upgrades, and process re-design 

as a response to market needs. This requires a strategic and cultural mindset that cannot be routinely offshored 

or forklifted away.  

Rather than rise to the challenge of creating the organizational fabric for maintaining relevance, too often 

ŜȄŜŎǳǘƛǾŜǎ ŀōŘƛŎŀǘŜ ǘƘŜƛǊ ǊŜǎǇƻƴǎƛōƛƭƛǘȅ ōȅ ǘŀƪƛƴƎ ŀ ŘƛƭŜǘǘŀƴǘŜΩǎ ŀǇǇǊƻŀŎƘ ǘƻ ŜƳǇƭƻȅƛƴƎ ǘƘŜ ǾŜǊȅ ŀǎǎŜǘǎ ǘƘŜȅ ƘŀǾŜ 

a fiduciary obligation to nurture.  They do this because they lack the insight and tools necessary to rise above the 

ǇǊŜŘƛŎŀƳŜƴǘ ǘƘŜȅ ŀǊŜ ƛƳƳŜǊǎŜŘ ƛƴΣ ŀƴŘ ƛǘ ƛǎ ŜŀǎƛŜǊ ǘƻ άƧǳǎǘ ǘǊȅ ǎƻƳŜǘƘƛƴƎέ ǘƻ ǎŜŜ Ƙƻǿ ƛǘ ǘǳǊƴǎ ƻǳǘΦ 

A simple example in security to illustrate this point 

Comprehensive security for a distributed service that includes wireless access for mobile workers and customers 

is not just a next generation firewall. It must include a broad spectrum of technologies to create a secure, zero 

trust border for traffic coming into and out the firm, plus analytic-based intrusion detection.  

This not only requires a comprehensive security technology architecture, but also advanced skills training on 

technology, polices, and procedures, plus a rethinking of operational processes that maintain security once it has 

been achieved, while simultaneously allowing for greater freedom and innovation.  

The combination of capabilities to enable a higher value proposition is the key to supporting the safe advancement 

of sustainable security innovation. Security is too often considered an afterthought - while in reality it is an enabler 

(if done right) because a firm can extend its reach with confidence.  Yet a comprehensive security solution can be 

trusted only if it can be continuously maintained, and this requires advancement of both processes and people 

skills.  

Paradigm shift for balancing running and changing the business 

All firms need to run their operations cost-effectively to keep the cash flowing so that they can use it to innovate.  

Even firms in industries dominated by operational excellence (such as transportation, communications services, 

IT services, banking, etc.) still need to evolve their products and services to maintain relevance in the face of 

ŜǾƻƭǾƛƴƎ ǘŜŎƘƴƻƭƻƎȅΣ ǊŜƎǳƭŀǘƛƻƴǎΣ ŀƴŘ ƳŀǊƪŜǘ ŎƻƴŘƛǘƛƻƴǎΦ  9ȄŀƳǇƭŜǎ ŦǊƻƳ ǘƘŜ ŀǳǘƘƻǊǎΩ ŜȄǇŜǊƛŜƴŎŜ ƛƴŎƭǳŘŜ 

automation in transportation, grid-enabled comprehensive computation of risk exposure in financial services, 

over-the-top IP delivery of telephony and video in communication services, etc. 

Meanwhile, firms in industries dominated by product excellence (such as software products, communication 

products, pharmaceuticals, web services, etc.) still need to establish predictable processes for reliable product 

ŘŜƭƛǾŜǊȅ ŀƴŘ ǎŀŦŜǘȅΦ  9ȄŀƳǇƭŜǎ ŦǊƻƳ ǘƘŜ ŀǳǘƘƻǊǎΩ ŜȄǇŜǊƛŜƴŎŜ ƛƴŎƭǳŘŜ ǇǊƻŎŜǎǎŜǎ ŦƻǊ ǎƻŦǘǿŀǊŜ ǉǳŀƭƛǘȅ ŀǎǎǳǊŀƴŎŜΣ 

distributed configuration control, product reliability engineering, safety engineering, among others. 

Hence, all firms must be ambidextrous in operation.  Process ambidexterity is a concept originally coined in our 

work (see Chapters 1 and 2) that has been subsequently adopted in some form or another by mainstream 

consulting firms. This paradigm shift in thinking is timeless regardless of technology changes and respects the fact 

that integrating high valued, compound capabilities (technology, skills, and processes) is an existential necessity.  
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Survival strategies for a shifting competitive landscape 

In this book, we present a comprehensive framework with associated methods for using process ambidexterity as 

the driving mechanism for firms to minimize their sustainability and relevance risks, and flourish as they navigate 

through the escalating demands of the business world.  We first published this in 2012 through to 2014 in the 

Technology Management Review, vetted by an international review board of academics and industry 

practitioners.  This material was established and refined not simply by research and theory, but also after 

successfully and consistently applying it in both large and small firms in the real world. 

Although the material is presented in an academic manner to assure its rigour, as thought leaders and 

ǇǊŀŎǘƛǘƛƻƴŜǊǎΣ ǿŜ ƘŀǾŜ ŀǇǇƭƛŜŘ ǘƘŜǎŜ ŎƻƴŎŜǇǘǎ ǎǳŎŎŜǎǎŦǳƭƭȅ ǘƻ ŀŘŘǊŜǎǎ ǊŜŀƭ ǇǊŜŘƛŎŀƳŜƴǘǎ ǿƛǘƘƛƴ bƻǊǘƘ !ƳŜǊƛŎŀΩǎ 

largest companies and as well as globally.  Industries include Financial Services, Software & Communications 

Products, IT & Cloud Services, Transportation, Communications & Media Services, to name a few.  Situations and 

urgencies ranged across the board, navigating a wide range of climates in businesses, from unprecedented 

business-critical threats through to various stages of lifecycle development, transformation, and turnaround.   

Our methods have withstood the test of both industry and academia, plus are readily scalable for future advances.  

We have established over time that they are repeatable, reliable, and sustainable.  In many cases we applied them 

to remedy situations where others have failed, or in which firms found themselves in crisis without the internal 

ŎŀǇŀōƛƭƛǘƛŜǎ ǘƻ ǊŜǎǇƻƴŘΦ  ²ŜΩǾŜ ŘŜƭƛǾŜǊŜŘ ŜǾŜǊȅ ǘƛƳŜ ŀƴŘ ŜȄŎŜŜŘŜŘ ŜȄǇŜŎǘŀǘƛƻƴǎΣ ŀƭƭ ǘǊŀŎƪŜŘ ōȅ ǎƻǳƴŘ Řŀǘŀ ŀƴŘ 

measures. Our approach is proven over and over, and we are proud to share it with you!  

 

Sonia Bot, Paul Renaud, Sheppard Narkier 

June 2021 
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Introduction 
 

All firms recognize the need to innovate while operating the current business model. They run into problems 

becasue they can't properly balance the two needs. Typically innovation gets less focus because most firms have 

not figured out how to be ambidexterous in their implementation of effective processes.   This first edition 

presents the process ambidexterity framework from an enterprise-wide perspective and then applies it to the 

Information Technology (IT) context since in the digital information age, IT is typically the fountain for innovation. 

From there, the various aspects are explored in more detail.  

Chapter 1 (Process Ambidexterity in Entrepreneurial Firms) introduces a process-based approach that enables 

firms to identify, create, and realize their value reliably, efficiently, effectively, and rapidly.  Typically, organizations 

impose incorrect process paradigms, such as thinking that innovation processŜǎΣ ǿƘƛŎƘ ǊŜǉǳƛǊŜ ŀƴ άŜȄǇƭƻǊŜ ŀƴŘ 

ŘƛǎŎƻǾŜǊέ ŀǇǇǊƻŀŎƘΣ Ƴǳǎǘ Ŧƻƭƭƻǿ ǘƘŜ ǎŀƳŜ ǇǊƻŎŜǎǎ ƳƻŘŜƭǎ ŀǎ ŘŜŜǇƭȅ ŜƴǘǊŜƴŎƘŜŘ ƳŀƴǳŦŀŎǘǳǊƛƴƎΣ ƻǇŜǊŀǘƛƻƴŀƭΣ ŀƴŘ 

transactional processes. Instead, organizations require an ability to have both industrial-strength, highly 

disciplined processes for operational excellence (that run the core business), as well as more flexible, lighter-

weight processes that enable innovation.  This resulting combination is known as process ambidexterity, which is 

ŀ ŦƛǊƳΩǎ ŎŀǇŀōƛƭƛǘȅ ŦƻǊ ǳǘƛƭƛȊƛƴƎ ōoth process alignment and process adaptability.  Implementation of both requires 

disciplined, agile, and lean business management.  Process ambidexterity and its operational framework serve as 

the cornerstone for enabling firms to operate effectively in repeatable, scalable, and systematic ways.   

Chapter 2 (Process Ambidexterity for IT Entrepreneurship) shows how process ambidexterity is applied to the IT 

function within a firm whose broad mandate is to provide businesses with applications and core infrastructure 

ǊŜǎƻǳǊŎŜǎ ǘƘŀǘ ŜƴŀōƭŜ ǘƘŜƛǊ ŦƛǊƳΩǎ ōǳǎƛƴŜǎǎ ǎǘǊŀǘŜƎȅ ŀƴŘ ŜȄŜŎǳǘƛƻƴΦ  Too often IT is viewed as a cost center by the 

C-Suite, even though in this digital age IT  should be the strategic enabler.  One of the reasons for this is an 

inability in many IT organizations to balance running the business (supply of IT services) with changing the 

business (responding to the demand for new services).  Building the trade-offs between demand and supply is 

difficult in practice.  Establishing the capability of process ambidexterity within the IT function helps achieve this 

balance. 

Chapter 3 (Enabling Process Alignment for IT Entrepreneurship) focuses on enabling process alignment as one part 

of the process ambidexterity equation.  Too often IT governance is considered an innovation killer because it 

Ŏŀƴƴƻǘ ŜŦŦŜŎǘƛǾŜƭȅ ŀƭƛƎƴ ǘƻ ŎƘŀƴƎŜǎ ƛƴ ŘŜƳŀƴŘ ŎƻƳƛƴƎ ŦǊƻƳ ǘƘŜ ŦƛǊƳΩǎ ōǳǎƛƴŜǎǎ ŦǳƴŎǘƛƻƴǎ ǘƘŀǘ ƴŜŜŘ ǘƻ ŜǾƻƭǾŜ ƛƴ 

response to changes in market forces. The framework for process alignment in IT is useful for understanding how 

the processes in Business Demand Management, a core component of the process ambidexterity framework for 

IT, relate to those in IT Governance and IT Supply Chain Management.  This framework is presented through three 

critical perspectives: business (that creates demand for IT), technology (that defines the supply chain for IT), and 

governance (that makes the tradeoffs between demand and supply in the face of limited resources). 

Chapter 4 (Enabling Process Adaptability in the IT Supply Chain) addresses process adaptability, the other part of 

the process ambidexterity equation. IT is the lynchpin to most successful enterpreneurial outcomes, but IT is no 

stranger to ossification and "not invented here" is almost a mantra in most IT cultures.  Process adaptability affects 

the extent to which the fulfillment strategy for the IT Supply Chain is responsive and flexible to meet the changing 

needs of the firm and enables the IT function to behave as an entrepreneurial entity.   
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Chapter 5 (Enabling Sustainable Improvement in IT Entrepreneurship) defines IT capabilities and presents a 

ŦǊŀƳŜǿƻǊƪ ǘƘŀǘ ǎŜƴƛƻǊ L¢ ŜȄŜŎǳǘƛǾŜǎ Ŏŀƴ ǊŜƭƛŀōƭȅ ǳǎŜ ǘƻ ƛƳǇǊƻǾŜ ǘƘŜ L¢ ŦǳƴŎǘƛƻƴΩǎ ǊŜǎǇƻƴǎƛǾŜƴŜǎǎ ǘƻ ŎƘŀƴƎŜǎ ƛƴ 

business demand.  Executive sponsorship is the key to successful transformation, yet many executives lack the 

tools to understand the capability gaps necessary to assure successful transformations.  This framework outlines 

the capability domains that will need to evolve, while providing a means to introduce changes, ensure 

implementation, and measure success. 

Chapter 6 (Using a Capability Perspective to Sustain IT Improvements) delves deeper to reveal that IT capability 

ƛƳǇǊƻǾŜƳŜƴǘ ƛǎ ƴƻǘ ƻƴƭȅ ŜǎǎŜƴǘƛŀƭ ŦƻǊ ǘƘŜ L¢ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǊŜƭŜǾŀƴŎŜ ǘƻ ǘƘŜ ŦƛǊƳΣ ōǳǘ ƛǎ ƻƴƭȅ ǇǊedictably achievable 

through the deliberate phased evolution of clearly-defined technical, skill, and process capabilities.   
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