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ABSTRACT

Thisstudyexploreshoworganizationsininnovationecosystemsco-createandcapturevalueand
whattypesofchallengestheyfaceincreatingandcapturingvalue.Basedonamultiplecasestudy,
theauthorsshowthatorganizationsinnano-electronicsestablishinnovationecosystemstoaccess
notonlyknowledgeandtechnology,butalsoothercomplementaryassets.Theanalysisofvarious
valuecreationandcapturingmechanismsenablestheauthorstogenerateaframeworktoillustrate
thepotentialchallengesandrequiredmanagementactivitiesindevelopinginnovationecosystems.
Finally,theauthorsoffersomereflectionsonthetheoreticalimplicationsofthisstudyandthelessons
formanagersandpolicymakers.
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1. INTRodUCTIoN

Companies increasingly depend on other organizations in their environment to innovate and be
commerciallysuccessful.Ecosystemsrepresentonewayhowcompaniescanmanagethisgrowing
dependency,andtheyaredefinedas“asetofactorswithvaryingdegreesofmulti-lateral,non-generic
complementaritiesthatarenotfullyhierarchicallycontrolled”(Jacobides,Cennamo,&Gawer,2018,
p.2264).Innovationecosystems,whicharethefocusofthisstudy-focusonaparticularinnovation
oranewvaluepropositionandtheconstellationofactorsthatsupportit.Innovationecosystemsnot
onlyacknowledgeinterdependenceacrossactorsbutalsoanchortheecosystemuntoaspecific“focal
offer”or“focalvalueproposition”fora(targeted)customergroup.Kapoor(2018,p.2),forinstance
viewsanecosystemas“asetofactorsthatcontributetothefocaloffer’suservalueproposition.”In
thisview,theecosystemisasetofalltheorganizationsthatprovidecomponentsandcomplements
to the focalproductor service in this “coherent”valueproposition.The ‘innovationecosystem’
perspective(DhanarajandParkhe,2006;VanhaverbekeandCloodt,2006;Basole,2009;Rohrbeck
etal.,2009;AdnerandKapoor,2010;Adner,2012;AdnerandKapoor,2016;Adner,2017;Furrand
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Shipilov,2018;Jacobidesetal.,2018;ShipilovandGawer,2019)hasbeenonlyrecentlydeveloped
asaframeworktoanalyzehowasetoforganizationscansucceedindeliveringa“coherent”value
propositionforatargetedcustomergroup.

Sinceinnovationecosystemsfocusonhowasetofactorsthatcontributetothefocaloffer’suser
valueproposition,it isessential tounderstandhowecosystempartnersjointlycreateandcapture
value(IansitiandLevien,2004b;VanhaverbekeandCloodt,2006;Rohrbecketal.,2009;Adner
andKapoor,2010;Lubiketal.,2013;ThomasandAutio,2013;AutioandThomas,2014;Adner,
2017;Jacobidesetal.,2018).Valuecreationhastobealignedtocontributeeffectivelytothefocal
offer’svalueproposition,andvaluecapturingisaprerequisitefororganizationstoparticipateinan
ecosystem:participationshouldallowthemtogrowandbemoreprofitable.Effectivelycreatingand
capturingvalueinaninnovationecosystemischallenging;itfollowsaspecificlogicsinceactorsdo
notfunctioninisolation—instead,whattheydoandhowtheyperformaffectstheperformanceof
othersandtheecosystemasawhole.

Howcancreatingandcapturingvalueininnovationecosystemsbestudiedinausefulway?The
questtocreatevaluestartswithanunderstandingofthevaluedrivers,i.e.,theperformancevariables
thatcreatevalue.Valuedriverscanbediverseandmultiple.Innano-electronicsforinstance,the
costsandrisksassociatedwiththeintroductionofanewgenerationofchipshaveincreasedinthe
lastdecades.FirmscannolongerbearR&Dcostsalone,andbettingonthewrongtechnologyhasa
detrimentaleffectontheirperformanceforyears.ProhibitivelyhighR&Dcostsandmountingrisks
arevaluedriverspushingnano-electronicscompaniestowardscollaborationswheretheycanshare
costs/riskstothebenefitofallparticipants.

Valuedriversandjointvaluecreationcannotbeconsideredseparately.Eachpartnergainsvalue
frombeingamemberofanecosystemandifthatdoesnotoccur,theywillleavetheecosystem.The
needtocapturevalueautomaticallycreatestensions.Ontheonehand,partnershavetocollaboratein
aneffectiveandtrustworthywaytocreatevalue.Ontheotherhand,partnershavetogenerateprofits
andwill,therefore,trytocapturethemostsignificantpossiblepartofthevaluetheycreatetogether.
Thevaluecreatedalsohastobeshared,andthatsharingprocessmayleadtonumeroustensions
betweenpartners.Consequently,itwilldeterioratethecollaborationbetweenpartners,leadingtoa
weakeningoftheecosystem.Thisinherenttensionbetweenjointvaluecreationandcapturingcreatesa
seriesofchallengesthatmustbemanagedattheecosystemlevel.Wepayattentiontothesechallenges
andhowecosystemmanagementcansolveoralleviatetensionsstemmingfromthesechallenges.

To shed lightonhowvalue is createdandcaptured in innovationecosystems,we study six
ecosystemsintheBelgianandDutchnano-electronicsindustry.Wewillexplorethebuildingblocks
oftheseecosystems—valuedrivers,valuecreation,andvaluecapturingmechanisms—andidentify
thetensionsthatmayoccuramongactorsintheecosystems.

2. BACKGRoUNd LITERATURE

Inthissection,wefirstexplainthebuildingblocksofinnovationecosystems(i.e.valuedrivers,value
creation,andcapturingmechanisms)basedonpriorliterature.Second,wezeroinonthemanagement
challengeswithinecosystemsandhowecosystemmanagementcandealwiththem.

2.1 Ecosystem Building Blocks
AccordingtoNormannandRamirez(1993),ecosystemsarerelatedtovaluesystemsthataresetup
todelivervalueforatargetedcustomergroup.Ecosystemsofferauniqueandcoherentframework
forunderstanding thealignmentof incentivesofactors (be it expressedasa setof formal inter-
organizationaltiesornot)forthevaluepropositiontoberealized(VanhaverbekeandCloodt,2006;
ShipilovandGawer,2019).Thereareavarietyofvaluedriversthatencourageorganizationstocreate
valueinecosystems.First,organizationsjoinaninnovationecosystemtoaccessnoveltechnologies
andresearchmethods.Porter(1985)suggestedthatnewvalueiscreatedwhenfirmsdevelopnew
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