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IT-Enabled Products and Services and IoT 
 

Thought Leadership Roundtable on Digital Strategies 
An executive roundtable series of the 

Center for Digital Strategies at the Tuck School of Business 
 
The European Chapter of the Roundtable on Digital Strategies convened at the headquarters of ABB 
Technology in Zurich, Switzerland, for a day-long discussion of products and services that are 
enhanced or enabled by technology embedded within them, and the relationship of those products and 
services to the Internet of Things (“IoT”).   
 
Topics addressed during the day included different definitions of IoT, the readiness of corporations to 
address IoT challenges and opportunities, the differences in the IoT between the B2B and the B2C 
sectors, the impacts on existing and potential new business models, and what corporations have to do 
to at least keep up with, if not get ahead of, this massive wave in the IT and business ecosystem. 
 
Participants in the session included CIOs and their business unit counterparts from hosts ABB Ltd., as 
well as Clariant International, Hilti AG, the Holcim Group, the International Federation of the Red 
Cross and Red Crescent Societies, Nestlé, Swarovski AG, Tetra Pak, and Volkswagen AG.  The session 
was moderated by Hans Brechbühl of the Center for Digital Strategies at the Tuck School of Business 
at Dartmouth College. 
 
Key Insights Discussed in this Article: 
 

 The IoT is as much about people as about “things.”  Device-to-device automation is nothing 
new; the disruptive factors are the integration of humans into the instrumentation of the rest of 
the physical world, and then adapting them to new ways of behavior — as consumers and as 
providers. …..………………….…………………………....……….…Pages 3–4, 7, 9, 11–12, 14 

 The potential of the IoT has been barely tapped.  Early deployments have focused on safety 
and supply chain optimization; the coming wave will transform customer experiences through 
new services and business models – and new revenue sources will be only one of multiple 
objectives.  …………..……………………………………...………….....…Pages 3–5, 6–7, 9, 13 

 No one knows how to manage “the data avalanche.”  As the volume of incoming data signals 
increases exponentially, companies are struggling with the difficult decisions of what to track, 
analyze, and store … and why.  ……………………………………...……….Pages 5–6, 8, 11–12 

 Societal concerns and corporate culture are larger obstacles than technology.  Privacy 
concerns are unresolved, and most corporations have yet to articulate an IoT strategy, assign 
responsibility, or come to terms with the cultural and leadership changes that will be required for 
success.  ……………………………………………………………….………..Pages  8–9, 10–12 

 Corporations will have to change.  The demands created by IoT data and relationships mean 
that companies will have to obtain new skills and create new cross-functional organizational and 
operating models, particularly to integrate IT, Marketing, and Operations .. Pages 6–7, 10, 11–13 

 Success will involve many players.  The IoT creates an internetworked “honeycomb” of 
stakeholders.  Business creativity and innovation will arise from using technology to serve the 
needs and interests of all those stakeholders simultaneously.  …........ Pages 3–5, 6–7, 8–9, 11–12 
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Introduction:  Mighty Oaks from Little Acorns Grow 
 
The earliest Google hit for the “Internet of Things (IoT)” is a December 2005 report from the 
International Telecommunication Union, which claimed that “Tomorrow’s world is on the way.”  At 
that time the ITU forecast an improbably high 9% annual growth rate in the IoT, off a base of perhaps 
one billion computers and 500 million “things” already connected to the internet.  But as Microsoft 
founder Bill Gates is often quoted as saying, “We overestimate the change that will occur in the next 
two years and underestimate the change that will occur in the next ten.”  One year later, the ITU report 
did appear to have been somewhat optimistic.  But only six months after that, Apple released the 
iPhone, the original icon of the personal internet, and thereby kicked off an era of growth that now has 
connected two billion PCs, well over a billion smartphones, 250 million tablets, and close to ten billion 
other connected sensors and devices.  Perhaps even Mr. Gates is impressed at this order-of-magnitude 
increase, and at the 50 billion more devices that will be connected in the next ten years.  

What will drive an additional half-order of magnitude growth, from this already-massive base?  Market 
research firm Raymond James & Associates suggests five key factors are enabling an environment 
where “for every internet-connected PC or handset there will be 5-10 other types of devices sold with 
native internet connectivity:”1 

 Price/performance improvements of microcontrollers 

 Advancements in the capabilities of embedded sensors 

 Price declines in wireless connectivity 

 Applications development for mobile and embedded technologies 

 Robust cloud-based infrastructure 

Yet the challenges to both the growth and utility of the IoT are hardly solved:  In his December 2013 e-
book “Rethinking the Internet of Things:  A Scalable Approach to Connecting Everything,” Francis 
daCosta states “As the IoT expands exponentially over the coming years, it will be expected to connect 
to devices that are cheaper, dumber, and more diverse.”  He suggests traditional networking thinking 
will fail for several technical reasons, including the lack of horsepower to run IP stacks in sensors and 
actuators, the difficulty of connecting devices without centralized management, and the completely 
new data needs created by the IoT.  “Most importantly,” daCosta writes, “traditional IP peer-to-peer 
relationships lock out much of the potential richness of the Internet of Things.”2 

Defining that richness — the potential that leads Cisco’s John Chambers to assert a $19 trillion 
revenue opportunity (yes, that’s trillion with a “t”) — is where the Roundtable started the day’s 
discussion. 
 

                                                            
1 Raymond James & Associates; “The Internet of Things Industry Report,” January 24, 2014, pp. 1, 3. 
2 daCosta, Francis; Rethinking the Internet of Things:  A Scalable Approach to Connecting Everything, 
2013, Introduction (Kindle location 279) 
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“What is the ‘T’?” 
 
“We see the current internet as connecting people to computers, and the IoT as creating connections 
from machine to machine, from sensor to machine, from sensors to humans, and from machines to 
humans,” began Volker Laska, CIO of Clariant International.  “The IoT isn’t isolated, it has to be 
looked at in the context of mobile, cloud, advanced robotics, social media, big data, and the 
digitization of the enterprise — all the IT buzzwords relate to the IoT.” 
 
“Some of this sensoring, including machine-to-machine, has been around for 20 or 30 years,” Jean-
Louis Keraudren, Corporate Head of Direct Marketing – Big Data for Hilti AG, reminded the group.  
“The new development is coming from the human part, whether it’s a private person interacting with 
rest of the world by social media, or a customer sharing information with other customers, or with the 
manufacturer. We now have customers interacting with production.  This is new, and what makes it 
very complex and difficult to master is that it’s interlinked in all directions.” 
 
“What is the ‘T’ in IoT?” Martin Hofmann, Group CIO of Volkswagen AG mused. 
 

We have 15,000 robots in 110 factories around the world. They are ‘T’s who send data, as do 
lots of pieces of equipment and parts and components. Our customers, human beings who are 
connected in their vehicles, are also “T’s”.  For example, we can put a wristband on a driver, 
and we can predict the speed he is driving based on his pulse.  This means we are observing 
the human being, not the object, and still getting the same information. There are a myriad of 
things we can imagine based on this concept that could improve safety, or customer 
experience with our products.  With all these sensors and mobile devices and humans, we 
have to look at whole new ways to engage people, in real-time, on a continuous basis. 

 
“’The Internet of Things’ might be better called ‘the Internet of People,’ since everyone can be a 
sensor through their phone or some other device,” suggested Edward Happ, Global CIO and Head of 
ISD of the International Federation of Red Cross and Red Crescent Societies (the “IFRC”).  “We’ve 
found that 90 percent of first responders after a disaster are local people.  To have everyone as a 
sensor, connected to the grid in new and different ways, grabs our attention.” 
 
Khushnud Irani, CIO of the Holcim Group, described an early example of how Holcim has 
integrated things with people: 
 

Operational health and safety are key areas for us.  They’re also connected with operational 
efficiency and logistics.  So we’ve installed RFIDs and sensors on our delivery trucks, and 
we’ve integrated those with geofencing to automatically send instructions via SMS to the 
drivers.  The plant knows when the driver is getting close, and the customers can see where 
the truck actually is, so they don’t need to call.  So there’s an improvement to the customer, an 
improvement to our operations, logistics costs go down, and safety goes up. 
 

“Safety is a big issue for us, with mobile equipment and pedestrians,” added Patrick Stapfer, 
Holcim’s CEO of Eastern Europe and Irani’s colleague. 
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We give a visitor to our plant a sensor, and if he gets within 20 meters of mobile equipment, it 
immediately shuts down.  Another thing we do, that has clear value for us and clear value for 
the customer, is to remotely measure silo levels at our customers.  If the level hits a certain 
limit, then it automatically sends an order to the plant, the truck driver gets instructions to pick 
it up and drop it off – the customer doesn’t have to do anything. 
 

Chris Rezendes, president of INEX Advisors, incorporated these examples into a proposed definition 
of the IoT to encompass varied use cases:  “The instrumentation of the physical world,” including 
everything from connected automobiles and smart thermostats to “living assets” such as wearables for 
humans and instrumented agriculture to “landscape-scale” assets such as coastlines and bridges. 
 
“One of the game-changers in incorporating new things has been the drop in the cost of 
connectivity,” observed Martin Petry, CIO of the Hilti Group. 
 

Ten years ago, only machines with six-and-seven digit price tags had built-in chips; now 
every tool can have one, and tomorrow probably every single anchor.  So there is an 
increasing belief that there must be something super-special here, because if we have all that 
information available, real-time, there must be huge opportunities.  This is the hidden 
assumption, I think, that everybody has on the Internet of Things.  We just don’t know what 
those opportunities are, and that’s our uneasiness. 
 

Daniel Bösch, Swarovski’s Head of Product Marketing Functional Accessories, described how a 
B2C company like Swarovski is starting to think about new opportunities in a very similar fashion 
to Hilti in the B2B space: 
 

The IoT has had two dimensions that make it different from the normal internet.  First, the 
number of participants is enlarged, as human to human, one on one, moves towards many to 
many.  The second dimension is the degree of interaction between them all. Now wearables 
add a new dimension, and all of a sudden, you can have a Swarovski bracelet that is not just 
beautiful, but also adds value.  You interact with it several times a day, and it creates 
functional value, not just emotional.  So we ask ourselves, “What is now possible with data 
that we didn’t have before but might have now?” 

 
“We have an unfortunate example of new possibilities from a competitor in the US,” laughed Petry 
from Hilti.  “We run Hilti retail centers.  If a customer with a switched-on smartphone enters the 
shop, and he has this company’s app installed, he actually gets an offer from them at the very 
moment when he enters our shop.” 
 
Thomas Wildi, Head of Architecture, Strategy and Innovation for Nestle GLOBE, gave several 
examples of IoT initiatives at Nestle: 
 

We have connected some of our coffee machines to the internet in order to collect telemetry 
data on topics like breakage and throughput.  Another example of a use case can be found in 
the area of vending machines, where this information can be used to optimize related supply 
chain processes.  We can use this information to prevent stock-outs and optimize our route 
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planning based on need as opposed to the current practice of simply sending trucks out on pre-
defined routes. 
 

“Many of these applications are about scaling,” Keraudren commented, “To do the things that 
normally happen on a one-to-one human basis.  You know: ‘Hey, my silo is empty, you know I’m 
going to order anyway, why don’t you just pick up the data and deliver without bothering me, I 
have other things to do!’” 

 
“I see three big IoT use cases from this discussion,” proposed Alva Taylor, Associate Professor of 
Business Administration and Faculty Director of the Center for Digital Strategies.  “One is predictive.  
The second is a trigger for real-time action.  The third piece is influence:  You’re going to that store, so 
based on my information on you, I’m going to give you a promotion to try to influence you to do 
something.” 
 
Clariant’s Laska added a fourth use case to Taylor’s list, informational: 
 

For example, RFID for inventory management.  There’s huge potential in the supply chain to 
extend across customers for collaborative forecasting, for planning, for marking and tracking 
of dangerous goods. There’s also the other way around, to provide information to consumers.  
The labels on food just don’t have enough space for what consumers are actually interested in.  
You could use RFID chips to expand the label information to include shelf life, ingredients, 
even propose some recipes. 
 

“What data you gather for each use case, and how you manage that data, is very different,” Taylor 
concluded.  “What to store, how much to store, how important it is, how much investment you need to 
give it.  You have to be careful not to manage and store data for the different use cases in the same 
way.” 
 
 
Driving by the Data Cemetery 
 
Jan-Åke Ljungqvist is Global Director and Project Manager for IT-OT Integration at Tetra Pak.  He 
commented on the operational challenges raised by Taylor:   “We capture data, but we can only 
manage a limited subset of it, for predictive maintenance.  We are looking at another approach, called 
condition monitoring, and we’ll have to do it for our customers.  But we know it will have an impact 
on our infrastructure, on storage, on our network connectivity.” 
 
“What’s changed for us is that we get the data much faster,” added Claes Rytoft, CTO of ABB 
Technology, “And as we build more sensors into our equipment, we are looking for lower-cost sensors, 
but they are perhaps not as accurate, but we can have many more of them.” 
 
“The challenge for most of us is not the Internet of Things itself,” asserted Max Braun, CIO of 
Swarovski.  “It’s more to manage the huge and increasing amount of data, independent of whether it 
comes from the IoT or not.  The IoT is just a trigger, which increases the amount of data.  We can 
manage the technology, but the real challenge is to decide how and which way and what are the 
opportunities that come with all this information.” 
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“We have sensors all over the place,” Hofmann exclaimed, using VW’s new model of the Golf as 
an example of just how much data can now be collected. 
 

The car has 54 CPUs, and they are connected to everything:  The engine, the gearbox, the 
transmission.  As many as 700 data points get processed in the vehicle. Then all of those are 
connected to the so-called “CAN Bus,” which collects all the data for the vehicle.  Add a 
simcard, and we call the whole thing a “connected car.”  We generate six gigabytes per hour 
per car, and if we wanted to transfer all this data, we would be dead.   
 

“The problem is not about collecting data,” Stapfer agreed, “Either from the production facility or from 
the customer.  But we need to have a clear mind about exactly what we want to do with the data.  The 
organization is struggling to understand what kind of value we can generate for us for our customers.  
Otherwise you fill in huge amounts of data in the database, but you never do anything with it.” 
 
“You create data cemeteries,” suggested Laska.  “Exactly!” Stapfer answered.  “We keep the troops 
collecting all the data, but we have no clear message to them as to what to do with it.” 
 
“The big change is the ability to collect all that information,” agreed Andy Tidd, CIO of ABB Ltd.   
 

And once we can collect from all these different sources, we’re going to have an explosion of 
data, and the challenge is going to be how to make sense of it all.  What do we do with it?  
How do we analyze it? As an example, dramatic weather drives demand for us in certain parts 
of our business.  When do we start looking at changing factory production schedules based on 
the weather?  How do we tie all this data together and make use of it?   
 

“We are looking for opportunities, for the potential use cases,” Laska continued.  “But if we have 
those, there are still the questions, ‘Will anyone pay for it?  Is there a commercial model?  Will people 
be willing to pay more money, or will they just take it for granted, and we have to provide it in order to 
keep up with the market?’  The commercial value question is still wide open.” 
 
“We don’t think you can lead your strategy 
with the concept that launching IoT is going 
to drive greater revenue,” Rezendes 
responded.  “It could, it probably will, but 
revenue really comes as a third or fourth or 
fifth step in the process.”  He continued: 
 

Companies who have experience with 
IoT deployments always lead with two 
benefits:  “First, it’s improved the quality 
of my product, or it’s improved my 
customers’ experience.  And closely 
behind, it’s helped me manage my costs.” 
The idea of having revenue increase, 
either by enhancing existing product lines  

Source:  >400 qualified specifiers, buyers and operators of IoT solu ons 

How is your business benefi ng from IoT? 

What Are the Benefits? In B2C There are Many. 
Some mes Not the Ones We Hear About. 

4 INEX ADVISORS LLC 
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or by creating new lines of service, is an absolutely true idea, and there are many examples of 
this happening.  But the new revenue cannot come first.  It’s got to come after one or more of 
these other values or benefits have been realized. 

 
“You’ve got to look upstream and downstream, left and right, at who could benefit from this data,” 
Rezendes continued. 
 

You put the asset that you propose to instrument in the middle of a honeycomb, and then 
identify the stakeholders who have an interest in that asset, its location, its state, its status, its 
operation, its profitability, its reliability, its environmental impact. 
 
Then you understand what data or intelligence might be pulled off that asset, fused with other 
inputs to generate a feed or a subscription or a revenue-generating service to optimize the 
interest of each stakeholder.  In some cases you may give it away.  In other cases, you may 
charge a hellacious premium for it.  But let’s start with the asset, let’s understand everyone 
who has an interest in it, let’s define their interests, and let’s see if we can’t create value for 
them, for money or for meaning.   
 
 

Critical But Not Sufficient 
 
The Volkswagen team illustrated the point about the primacy of customer experience.  “eCall is a 
safety standard that will be required in the European Union from 2015 on,” Hofmann explained.  
“It means if your car gets into an accident and three specific sensors are activated, then an 
automated emergency call is made, which sends the geo-location and the severity of the impact.  
This is a use case we have to do.” 
 
“But there’s so much more that we could do,” continued his colleague Peter Harris, from 
Volkswagen’s Group Marketing Communications team.  “We’ve got ideas to enhance driving 
safety, enjoyment, pleasure. We can link your mobile phone to your car, and start to combine. So 
your phone could know your next appointment, sense the traffic conditions, and warn you and the 
person in your address book that you’re going to be late, all while it re-directs you.” 
 
“This technology is going into so many products,” ABB’s Tidd agreed.  His colleague Rytoft 
pointed out one problem that can arise from this approach as well:  “Some electro-mechanical 
products have a life expectation of decades — 20, 30, even more years.  Electronics and sensors 
live 15 years.  So the combined devices have lower life cycle expectations.  We get the challenge 
from customers, “Why should we buy, if it means the lifecycle comes down?”  That’s not obvious.  
So we have to find some other values.” 
 
Bösch pointed out another parallel between the B2C environment and Rytoft’s comment about 
B2B: 
 

In our first product where we integrated technology with jewelry, the consumer was not 
willing to pay more.  In fact the contrary.  Why?  Because he can get the memory chip for a 
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much lower price.  So consumers compared not with other jewelry pieces, but with 
technology that they can find more cheaply. The other thing is, technology is perceived as  
something that changes quite rapidly, whereas a jewelry piece, once you have it, you want to 
wear it for ten years, or forever.  So we really have to be careful not to overdo it with 
technology. 
 

“If you focus only on technology,” Rezendes affirmed, “You will lose.  If the technology 
dominates your strategy, you will probably lose.  It’s critical, but insufficient.”  And the biggest 
challenge, he added, combining the theme of human connectivity with the theme of data volumes, 
 

Is around the human side of data accessibility: privacy, data management policies, and then 
finally integration.  You cannot have decision support tools that are siloed.  One of the most 
important barriers is that deployers of IoT systems don’t have budget to hire another data 
analyst, and so they don’t have the opportunity to unlock what Microsoft calls “latent data.”  
It’s out there:  It’s just stranded. 

 
The comments on data struck a chord with the group.  “There’s been a notion,” Laska said, “That 
we should collect data for data’s sake, and there will be these great technologies from Google and 
SAP and others that will help us get something out of it.  That threatens me a little bit.  I would 
have the use cases, and the decisions that have to be made for them, so that we know what data we 
are interested in, what dots are interesting for us, and then drive from there.” 
 
“With all this data, it’s knowing what questions to ask, isn’t it?”  Harris agreed.  “It’s knowing 
which questions to ask, to get relevant data.  If the use case is in Sales and Marketing, then it 
should be driven by what the customer needs.  That’s the starting point.” 
 
“It matters where you see your primary use cases,” observed Hans Brechbühl, Executive Director 
of the Center for Digital Strategies.  “Is it with the efficiency of trucks, which is operational 
efficiency, or is it being able to embed sensors in concrete, which becomes much more customer-
facing?  And where does the data go, and who owns it, and does something with it?” 
 
“The owners of the assets, or those who hold the greatest liabilities associated with those assets,” 
said Rezendes, “Should be in the primary position to own, control, or authorize access to the data.  
An environment where any entities become over-weighted in their control over the data or the 
intelligence is a dangerous situation.” 
 
Hofmann elaborated on the importance of giving control and ownership over data to the original 
owners: 
 

The value of the IoT all starts with the opportunity to opt in.  You cannot impose the Internet 
of Things on people without their willingness to share the data, and in order to opt in, the 
prerequisite is transparency.  People need to fully understand what kind of data is being 
collected, what happens if I opt in, what is being given away.  ‘Who is protecting it? Who is 
selling it?’  If you don’t offer that level of transparency, then you’re not going to succeed in 
rolling out the marvels and opportunities of the IoT. 
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On the other hand, Hofmann continued, people appear to be willing to take extraordinary levels of risk 
with their private information: 

A poll of 1,500 German university students told them what WhatsApp is doing on an iPhone: 
uploading the address book, the calendar, etc. 80 percent of the people were stunned:  They 
didn’t know they were giving up their privacy.  Then they were asked, “Are you still going to 
use WhatsApp?”  And 80 percent of those people said, “Yes, of course.” So the last question 
was, “Why?” “Because we save €0.08 per text message.”  So for eight cents, I give up my 
entire address book, with your address in it.  And at the same time, I complain about privacy.  
It’s a cultural phenomenon that needs to be dealt with. 
 

“It’s obvious that they’re paying for services with their data,” Bösch observed.  “It’s convenience over 
privacy,” responded Laska.  “There is a concern, but there is also an understanding.” 
 
“It comes back to the value that we give them,” concluded Wildi.  “If we’re willing to give them 
something in return for their information, it’s a win/win.  ‘So you provide the information, and we’ll 
give you a discount or a promotion or something.’  And they’re willing to do it, and not only that, but 
then you have their buy-in from the start.” 
 
 
Connecting the Dots 
 
Wildi shifted from the challenges of data to the opportunities it presents: 
 

This is the first time that things are coming together, the first time we can talk about using the 
digital space to interact with consumers in a different way.  But we don’t yet adequately 
understand what we can do with all the data.  We’re collecting a lot, and we will collect more 
and more as we go forward.  And we don’t know what part of that data is actually going to be 
adding value to our business, versus what part does not.   
 
If you talk about the consumer space, there’s all the social stuff.  If you look at supply chain, 
there are all those devices….  We are investigating telemetry on coffee machines to 
understand breakage and throughput.  Another area is the replenishment of vending machines:  
Where are stock-outs going to happen, so we can use route planning to optimize the supply 
chain and be there beforehand? Then we’re not simply doing routine replenishment that 
doesn’t add any value, but we’re doing it where it’s actually required.  
 

“The potential is huge,” he finished, “Once we know how to connect the dots.” 
 

“This discussion about connecting the dots is good,” commented Hans Bohnen, Laska’s colleague 
from BU Masterbatches at Clariant. 
 

Why should a chemical company be interested?  Because we’re interested in consumer 
behavior and consumer demand.  Changes in consumer spend — in packaging, in consumer 
goods, in automotive — these are sources of innovation for us.  Can we bring these together, 
and use the information we get from the market to start to innovate?  Even though we are a 
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chemical company at the far end of the value chain, this is where we can use consumer 
demand information to be innovative. 
 

“So the fact that all these things are expensive leads to the question, ‘What’s the business model?’” 
asked Tidd. 
 

Is this a differentiator between the Golf and XYZ car, or are these options that you can charge 
for?  …We also have product lines that are built purely around it, for example smart building 
systems that are all about a software layer with a set of sensors.  How do you use that either as 
a source of competitive advantage, or as something you’re actually able to charge for a 
different level of service, or a different value proposition on that basis? 

 
“We can create completely new business models,” Keraudren suggested. 
 

At Hilti we have been selling fleet management with the best possible service levels for 12 
years.  Now we can take it to the next level and offer a fully system for asset management — 
for any kind of equipment a construction company needs on a job site, from small to big.  And 
it’s very difficult to copy, because it’s about financing capability, after-market service 
capabilities, and a very high level of quality. 
 

“A key topic in this is credibility,” Bosch countered.  “Just because you have the possibility to do 
it doesn’t mean that you have to do it.  Is there an opportunity for Swarovski to go into the health 
industry?  No problem to integrate an emergency button into any piece of jewelry.  But, do we 
have the credibility?  Would people trust that the technology works, if they buy it from Swarovski 
the jewelry company?” 
 
“So where does something switch from a cool idea to a viable product?” asked Brechbühl. 
 
“Where we struggle,” said Petry, re-phrasing the question slightly, “Is at what point does the new 
software or service piece become a product in its own right, with its own P&L?  Or, how long does 
it stay as an add-on piece, to make your core business more successful, or to defend it?  That is, the 
scenario where ‘differentiation’ is the piece you don’t get paid for?” 
 
“There’s a timing piece,” Tidd suggested, 
 

Where things start out as unique enough to be sold, and then move down into a commodity, 
and in some cases like Volkswagen, even become a compliance checkbox.  Does the 
technology differentiate in the market, or is it just table stakes?  There’s a delicacy to this 
timing around where you are in the cycle and whether or not you can make money, and also 
realizing that what is a P&L today may be something you just have to do in the future. 

 
 
A Game Worth Playing 
 
Given the discussions about technology, data, privacy, and business models, Brechbühl challenged 
the group with a lightning-round question: What is the chief obstacle to IoT?  He proposed four 
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candidates:  Culture/society and people, Corporations’ ability to execute, Technology, or 
Government and regulation.  85 percent of the group voted for either Society or Corporations as 
the chief obstacle, with Corporations in “the lead” by a 52%-33% margin.   
 
Per-Åke Tobiasson, Head of Tetra Pak’s Global Process Office, identified ownership for IoT 
within the corporation as one of the root causes: 
 

We have a lot of fantastic, creative engineers doing lots of new things in our IT-enabled 
products.  But then to maintain it and look at security and so on — they are not interested at 
all.  So when the business units went to IT to discuss what technology could be leveraged, IT 
asked, “Why are you approaching us?”  It was like they thought we were soccer players, and 
they were ice hockey players. 
 

“We also have soccer players and ice hockey players,” said Petry, “And we figured out we actually 
have to play baseball.  And of course with seven business units, each one has its own match going.  
So we are now looking at strategy:  What are the main battlefields for us?  Who do we 
professionalize the key functions?  How do we organize them?  Which skills do we need?  What 
do we do in-house, and what do we do externally?” 
 
Bohnen from Clariant addressed the issue of new skills: 
 

Usually we sell plastic pellets, and you put them into an injection-blowing machine, and you 
get a bottle out of it. So our sales force used to sell bags of pellets. Very straightforward.  Our 
new innovation is to sell liquid, but it has to be sold with a dosing system, which we have to 
hook into the blowing machine at the customer site.  Then we get the data from the customer’s 
machine to interpret how to optimize the liquid to reduce the cost to the customer. 
 
But we have a sales force trained to sell pellets in bags, and now we’re asking them to 
convince the customer to give us the data to improve the flow of the machine to improve 
productivity.  Impossible. Now we have to think about how we adapt our sales force to sell a 
service, not a product.  It’s a completely different ask, different focus, different animal…. We 
cannot train the sales force:  it’s so technical, it’s so data-driven.  So if we believe in the 
growth of this new technology, we have to change the sales force in order to do something 
with the data that we generate.  So once we understand how and where we want to create the 
value, then we ask how this is going to change the way we work, and finally the last question, 
‘How do we need to organize ourselves?’ 
 

Bohnen’s example highlighted the overlap among all the different stakeholders in an organization.  
“So there’s an IT/Operations Technology question here, and increasingly there’s an IT/Marketing 
Technology question.  So who in your organizations is driving the conversation around the Internet 
of Things today?” Brechbühl asked. 
 
Answers ranged from IT, R&D, and a technology venture group to “nobody,” “it depends,” and 
“the two of us in this room.” Hofmann explained the wide variance:  “We don’t have an articulated 
strategy, and it has to be co-owned. More departments need to be involved:  Everyone who could 
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get benefit from it.  At Volkswagen, that’s engineering, production, marketing, IT, at least. There’s 
no way that one party can do it alone.” 
 
“The culture we’re trying to create is a data science culture in many ways,” added his colleague 
Harris.  “That doesn’t really exist in the organization, so it has to be built.  But we can’t change 
everything overnight, so the starting point is a shared vision across the functions on the value of 
this. Then at least you’re all on the same playing field.  When you’ve got that shared vision, then 
you work together and find solutions.” 
 
“At Tetra Pak,” added Ljungqvist, “We don’t even talk about ‘the Internet of Things’ as such.  We 
talk about operations and production, and we do remote troubleshooting.  The way we do that, of 
course, is capturing data from our customers, and that’s what is driving big data.  And that raises 
the questions, ‘Who can look at this?  Who can figure it out?’  We have IT staff that is very good 
at automating business processes, but to look into the data is a very different skill set.” 
 
“There is this divide,” agreed Holcim’s Irani, “Where the IT folks think on the IT front, and the 
business folks think on the business front.  But now with modern delivery through cloud-based 
models, the business is going directly to the vendors, and IT are still with the bits and bytes.  So 
the question is, ‘How do you actually integrate those two?’  And when you talk about a shared 
vision, ‘Who decides?’” 
 
“You have to collaborate,” Harris answered. 
 

In Marketing, we understand our needs, and then we work with our IT colleagues to find the 
best provider.  There’s a shared vision, and then there are day-to-day operations and different 
meetings, and Marketing and IT sit together on those.  So we try to move together as much as 
possible, and it means the nature of the organization is changing:  The “new” IT organization 
and the “new” Marketing organization have to come together to be successful.  Otherwise, 
quite frankly, it won’t work. 
 

“That’s the beauty of this topic,” Keraudren declared. 
 

It brings back things that in many companies have been forgotten.  It’s working together.  In 
the last decades, every single part of the company was producing what they believed was their 
best area.  IoT data brings supply chain and production closer to customers; it creates data-
driven marketing; we can influence Sales more than in the past.  This is the possibility for all 
of our organizations:  To enhance the level of interaction we have internally, for the sake of 
the customer, and also for the profitable growth of our companies. 

 
The obstacle to Keraudren’s approach, suggested Tetra Pak’s Tobiasson, is the timing:  “Then 
someone asks for the return on the investment:  ‘What’s the value, can we see an immediate 
effect? Why should we do this? There should be a return on investment within two years, or we 
won’t do it.’  So you can kill ideas far too early.” 
 
“Everybody is struggling with this ROI,” Taylor observed.  “If you think about the individual data 
points, you lose much of the value.  It’s about the connection between the data points as a system, 
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which you bring together to raise the game and to create new value.  The ROI of the IoT is not 
something separate, but it’s going to make us better at what we already do.” 
 
Given this situation in large enterprises, how can companies protect new, long-term initiatives 
without clear ROI? “The question is, how big is it on the agenda of the CEO?” Bohnen asked.   
 
“I’m not sure the CEO has to drive it,” Hofmann rebutted.  “If you look at the Internet of Things as 
new service offerings to our customers, why does a company have to change?  If you take it to the 
ground level, it’s new technology creating new services and new products, as we have done for 
years.  They’ve been new cars and new infotainment systems; now it’s connectivity.  The leaders of 
each business department have to drive it.” 
 
“It’s not that he should run it,” Bohnen clarified, “But it has to be important, and he has to be 
aware of it.  From the CEO there has to be patience to give people the room to come up with 
solutions.  Don’t just beat the financial drum all the time.  There are uncertainties, and you need 
freedom from the CEO for the time to get something out of it.” 
 
“I agree,” said Petry.  “Do you want to have the CEO against you on that?”  “He doesn’t need to 
drive it, but he has to be a supporter,” seconded Keraudren.  “Or at least, not an obstacle,” 
Brechbühl concluded. 
 
 
Changing the Rules 
 
As the day drew to a close, the conversation turned to the future impact of the Internet of Things.  
“Is this a big bet, or a little bet, and why?” asked Happ from the IFRC.  “Does it need to be a big 
bet, or can it be a little bet, flying under the radar?  What are the proof statements that go with the 
use cases?”  “Or a big bet implemented incrementally?” Brechbühl added. 
 
“The question is,” said Irani, “What are we trying to achieve?  What problem are we trying to 
solve?  You identify those dots, that’s the first step, and some of us have already taken it.  But the 
question we’re still struggling with is, ‘How do we find the best profitable customers?’” 
 
Volkswagen’s Hofmann gave support to the big bet thesis:  “It’s new IT technologies allowing 
new stuff, and we have to figure out how to use it.  The ability to measure and sense something 
new means you can change the business rules.  If you know you’re the best in the field, you can 
take the regulations up to a level where you still feel comfortable, but your competitors fall 
through.  You could really change the business dynamics.” 
 
“It will be dramatic,” Bösch stated.  “We have a huge amount of data – a treasure that we don’t use 
extensively.  You need money to do this, you have to set priorities, and it has to have success in a 
certain timeframe.  You cannot just do experiments for one or two years.  So it makes sense to start 
on a small scale, to build up the resources.”   
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“Evolutionary, not revolutionary,” his Swarovski colleague Braun agreed.  “The key success factor 
is the people to find the right business cases to show successful examples.  Show how to win and 
succeed with these opportunities, and then develop from there.” 
 
“But you can’t think of the Internet of Things as something separate,” Taylor countered.  “It’s part 
of a general trend that you can’t escape, with greater levels of information available, greater 
timeliness, and greater connection.  So that gets you to think about what the impact is, and how 
quickly you have to move.  And the more quickly you have to get there, the more disruptive it will 
be.” 
 
Keraudren summarized several of the themes from the day’s discussion: 
 

The IoT is changing the way individuals are dealing with each other, and we can now dream 
about replicating one-to-one experiences in a way we were never able to do on a large scale.  
This technology makes is possible to treat single individuals in B2B and B2C as if you know 
them personally.  This is going to change the way we treat customers, and individuals as 
customers, and we don’t yet see the whole magnitude of it. 
 
We really need to move fast.  Yesterday, being a leader was about products.  Tomorrow, it’s 
going to be about leading in data-enabled services, and beyond that, in managing the 
relationships with your customers:  in proposing to them the right solution and the right level 
of automation, with a maximum of creativity and innovation. This creates the need for deeper 
thoughts about the overall value of our products: It’s not only about launching new products, 
it’s also about making sure the whole service is up to the level that’s needed. But the more 
technology we have in our products, the more we need to bear complexity in mind, because if 
we fail to deliver the expectations that we are raising with connected devices, the level of 
frustration will be even higher than in the past. 

 
“Because this is a basic need of everyone,” he concluded:  “To have a simple life.” 
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