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“If you want to deliver a thousand tonnes of freight to a
landlocked country, you don’t hire a shipping company.”

The creation of the Digital Solutions unit
often happens by means of a relatively
conventional process:

So says a prominent Digital leader at a Fortune
500 company – one of a number people with whom
Wilbury Stratton recently discussed the subject
of digital resourcing strategies. The point being
made is simple: if your strategy focuses entirely
on what products and services the team needs
to deliver, you will lose ground in the war for
talent. By contrast, those organisations that recruit
on the basis of how they deliver digital products
and services will always have an advantage.
Every business has its own digital priority.
For some it is to digitise their own businesses
to ensure that collaboration, knowledge
management and mobility are optimised.
For others the primary opportunity lies
in leveraging digital to find new ways
of interacting with and supporting customers.
For others still the key aspect is to deliver brand
new, cutting-edge products and services (digital
in their nature) to create value.

The volume and swift deployment of new
digital products and services are hallmarks
of the modern industrial environment.
Currently, to be cutting-edge in terms
of competitiveness means organisations have
to channel significant resources into the creation,
distribution and maintenance of new digital
applications, services or products for their
customers. For many, it’s a case of innovate
or stagnate. Establishing a Digital Solutions team
(or teams) is therefore crucial to the relevance
of a company as it operates in the digital age.
Sitting at the epicentre of Marketing, Technology
and Analytics, such teams are the focal point
of what gets delivered to whom, how it gets
delivered, and by what point.
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“Innovation distinguishes between
a leader and a follower”
STE VE JOBS

Establish need for Digital Solutions
team through customer demand
or competitive benchmarking.
Define parameters of function
(i.e. organisational positioning,
required expertise, overall functional
headcount, budgets).
Identify and appoint leader with
track record of successful innovation
management and delivery.
New leader becomes primary
stakeholder in wider Digital Solutions
resourcing, required to build delivery
capability.
Leader shapes and executes
innovation delivery, including
concept-to-shelf process, drawing
on customer needs, resources
at their disposal and the
organisation’s cultural expectations.

Note how the parameters of the function are
established before the style of delivery is defined.
By extension, therefore, the resourcing framework
is established before the organisation knows how
it will approach solutions delivery.
How companies could or should innovate attracts
enormous debate in the market. The concept-toshelf process – that is, taking an idea and turning
it into a value creating tool – is one of the most
discussed topics among digital professionals.
This is natural – the topic speaks to internal
cultural nuances, customer needs and functional
positioning of the Digital Solutions team.
The people within Digital teams obviously shape
how innovation processes are effected. But to what
extent should organisations recruit according to
the innovation style in action, as opposed to what
products and benefits the teams need to deliver?
More than they do at the moment, according
to our sources.
By paying close attention to the ways in which
different concept-to-shelf processes demand
different skills and emphasise different areas
of the business, the digitally advanced company
can create exceptionally sophisticated and effective
resourcing strategies.
Through engagement and discussion with digital
industrial leaders, Wilbury Stratton has summarised
how the following three concept-to-shelf processes
define the talent required by the organisation, and
therefore the most effective resourcing strategy.

CUSTOMER DEMAND

DESIGNING DIGITAL

An opportunity for a new product
is defined, or a customer pain point
is identified.
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PROCESSES THAT
EMPHASISE THE
REPRESENTATIVE
CUSTOMER
DEVELOPMENT
The process of developing
a solution is started internally.
A prototype is developed.
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DEPLOYMENT TO MARKET
The final product is now deployed to the
entire customer base.
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• Th
 is model is favoured by those organisations that
have large numbers of customers, typically those in
the B2C space (although it is not uncommon for
B2B organisations to employ this approach).
• Th
 is process can at times be perceived as slow,
because a solution is only deployed when fully
approved and tested. However, many companies
employing this model praise its ability to deliver
high quality outputs.

TALENT DEPENDENCIES:
•C
 ustomer & Marketing professionals need to have
a strong track record in engaging with a small
selection of customers, with a view to developing
solutions for a vast array of current and future
customers. They must be effective in defining
cross-market opportunity for creating value
for the largest proportion of customers.
•T
 echnology professionals need to be comfortable
creating according to high level need or
opportunity, before systematically responding
to recommended improvements.
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• Th
 is model assumes sophisticated Customer
Analytics capability, especially in the definition
of the representative customer. If the process
of identifying and understanding a representative
customer fails, the final product may not meet
the needs of the intended audience.

TYPICALLY EFFECTIVE IN:
•B
 2C environments with major engineering
and/or manufacturing operations. E.g. car
manufacturers, energy companies, airlines, FMCG.

APPEALS TO:
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REPRESENTATIVE CUSTOMER
The prototype is presented to a board
of representative customers. They evaluate
the solution’s effectiveness and propose
improvements on an iterative basis.
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DOES NOT APPEAL TO:

ACCEPTANCE
The final iteration is accepted by the customer
board. The prototype, which is almost fullytested by this point, becomes a product.

“A sustaining innovation makes better products that
you can sell for better profits to your best customers”
CL AY TON CHRISTENSEN

•P
 rofessionals with traditional engineering
backgrounds.
•D
 igital native professionals, especially those
in the software industry.
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CUSTOMER

• Th
 is is the model typically favoured by digital native
organisations, i.e. those that were established in the
online era and whose major revenue drivers are web
based, such as Google or Facebook.

A specific customer details
a particular pain point that may
be solved by a new digital solution.

PROCESSES THAT
DELIVER BESPOKE,
CUSTOMISED
SOLUTIONS
TO INDIVIDUAL
CUSTOMERS
PROTOTYPE
DEVELOPMENT
A prototype is rapidly
developed for use by the client.
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FINAL ACCEPTANCE
After multiple iterations, a final
product is accepted by the
customer.

• Th
 is process is also favoured by organisations with
a small number of large enterprise customers, who
can develop bespoke solutions to needs understood
through intimate and repeated customer dialogue.
•T
 ypically this does not yield market-wide solutions,
instead producing bespoke solutions that require
some adaptation for the wider customer set.
• Th
 is is perceived to be the fastest and most dynamic
ideation process.

TALENT DEPENDENCIES:
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•C
 ustomer professionals are under the most
pressure here. They need to carefully manage
a process in which successful solutions only come
about through multiple failed attempts. As such,
they need a high awareness of customer culture and
behaviour at an early stage, as well as the ability to
develop deep relationships characterised by mutual
trust. They must then translate bespoke solutions
into market-level value propositions as required.
•T
 echnology professionals need to be able to respond
to complex, bespoke demands at pace and under
the pressure of deploying and redeploying
to customers expecting instant uptime.
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•B
 rand & Communications professionals are
de-emphasised in the B2B context, unless
required by Relationship Managers.
•D
 ata-driven Customer Analytics capability
is also less stretched in the B2B environment,
where qualitative insights can make or break the
quality of the final product.

PROTOTYPE
DEPLOYMENT

TYPICALLY EFFECTIVE IN:

A live prototype is deployed
into the customer environment
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“Software innovation, like almost every
other kind of innovation, requires the
ability to collaborate and share ideas
with other people, and to sit down and talk
with customers and get their feedback and
understand their needs.”
BILL GATES

COMMENTARY:
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•B
 2B environments that enable intimate access
to individual customer’s requirements
(e.g. Aerospace & Defence, Consultancies,
Shipping). Also software companies and
internet-based organisations such as social media,
e-commerce or online services companies.

APPEALS TO:

CLIENT
EVALUATION
Client use exposes defects
and inspires ideas for new
features. An iterative process
of development and
redeployment follows.

•D
 igital native professionals, especially those
in the software industry.

DOES NOT APPEAL TO:
• Th
 ose professionals whose backgrounds lie in heavily
regulated industries in which multiple deployments
are not feasible.
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PROCESSES THAT PLAY
LESS ON CUSTOMER PAIN
POINTS, RELYING ON
CREATIVE, DISRUPTIVE
INNOVATION
1

• Th
 is model focuses less on customer demand
or need, instead enabling development teams
to produce creative, disruptive products
or services that are the first of their kind.
• This process is typically not used in isolation and
is a high risk, high reward strategy. Successful
products are released without competitive
alternatives in the market, whilst the lack
of emphasis on customer demand means that
some solutions fall flat.
• Th
 e laboratory style of this process leads to only
a very small proportion of concepts becoming
fully developed and deployed products

TALENT DEPENDENCIES:
• Marketing professionals must have strong product
marketing expertise, and be adept at generating
interest in finalised products.

•C
 ustomer Analytics professionals must be able
to analyse and articulate future market demand
and sentiment beyond immediate market need.
Imaginative opportunity identification is key.
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TYPICALLY EFFECTIVE IN:
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Developed behind closed doors, with very limited
public testing late in the development process, the
final product is provided to a commercial business
unit for marketing.

Product success is determined
by market uptake post release.

•F
 inance and investment professionals must
clearly understand and support high levels
of capital expenditure in the interests
of developing unique products.

AN
ORG

COMMERCIAL BU

COMMENTARY:

•T
 echnology and development professionals must
have clear commercial acumen and the ability
to develop business cases early and often.
Organisations employing this process favour
technical development professionals with
MBA qualifications.

RESEARCH & DEVELOPMENT
A single unit within an organisation is provided with
the money, time and resources to become a new
ideas hub. This unit is less focused on customer
demand, and more focused on the creation of new,
first of their kind products.

MARKET

2

LA

RG
E

•L
 arge organisations with high capital expenditure,
operating in hyper competitive industries
(e.g. computing, connected device development,
networking).

APPEALS TO:
• I ndividuals in high technology organisations.
Also those who position themselves as innovators/
accelerators.

DOES NOT APPEAL TO:

“If you wait for customers to tell you that you need to do something, you’re too
late. Good business leaders should be half a step ahead of what customers want,
i.e. they don’t actually quite know they want it. That’s what innovation’s about.
With Plan A, we didn’t wait for the consumers to tell us.”
STUART ROSE

• Th
 ose professionals whose delivery track records rely
on intimate customer insight. Software development
professionals also tend to prefer more customerfocused idea development processes.
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SUMMARY
The process of how ideas are turned into products is, and should be, a major influence on talent decisions.
With that in mind, most forward-thinking organisations consider their digital resourcing with innovation
and creation styles firmly in mind.
Utilising the information in this white paper, the following table summarises what talent is required
(and where an organisation might source that talent) when different processes are in place.

INNOVATION AND
CREATION STYLE

KEY TALENT REQUIRED
Customer Analytics expertise,
especially customer
segmentation and definition.

PROCESSES THAT EMPHASISE
THE REPRESENTATIVE
CUSTOMER

PROCESSES THAT DELIVER
BESPOKE, CUSTOMISED
SOLUTIONS TO INDIVIDUAL
CUSTOMERS

PROCESSES THAT PLAY LESS
ON CUSTOMER PAIN POINTS,
RELYING ON CREATIVE,
DISRUPTIVE INNOVATION

Marketing teams with clear
scalability expertise.
Opportunity-driven technology
and development resources,
with strong sense of iterative
development processes.
Expert relationship managers
who can define the tone of how
solutions are delivered and
manage response to failure-rich
processes.
Demand-driven technology and
development resources capable
of rapid, iterative solution
deployment.
Technology and development
professionals with clear
entrepreneurial instincts
and track records.
Expert product marketing
resources.
Analytics and strategy
professionals capable
of accurate understanding
of the future of the market.

TALENT SOURCE

B2C environments with
major engineering and/or
manufacturing operations.
E.g. car manufacturers, energy
companies, airlines, FMCG

B2B environments that enable
intimate access to individual
customers’ requirements
(e.g. Aerospace & Defence,
Consultancies, Shipping).
Also software companies and
internet-based organisations
such as social media,
e-commerce or online
services companies.

Large organisations with
high capital expenditure,
operating in hyper competitive
industries (e.g. computing,
connected device development,
networking).
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within, mitigating leadership risk or benchmarking their own people, we provide relevant and
actionable information to organisations that transcends geographies, functions and industries.
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www.wilburystratton.com

