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Designing innovative trade-on 
strategies for global success
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european airlines: 1990-95
PAYA

1. Who were the key players?  

ÉCOLE POLYTECHNIQUE
FÉDÉRALE DE LAUSANNE

2. What transformations were these players likely to 
drive over the next five years? 

3. As a result of these transformations:
• How do you expect European airlines to look during 

th l t 1990 d l 2000 ?the late 1990s and early 2000s?
• What will be attractive areas to “co-opete”? 

(Attractiveness = growth and profitability potential)
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strategy
where to co-opete?

PAYA
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with which
co-opetitive 
advantage?

how to grow and 
differentiate?

co-opetitive assessment

Customers

PAYA

• How radical are the changes we expect on 
customer’s preferences, attitudes, desires?

• How is the customer’s bargaining power   
likely to become as a result?

ÉCOLE POLYTECHNIQUE
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Complementors
Competitors

New Entrants Substitutes

•Who are and who will be the 
key complementors? 

• What will be the major areas 
of co-operation with them?

• What entry barriers are likely to fall?   
Whose players are  likely to take    
advantage? 

• What substitutes to our products 
services will become attractive to our 
customers?

• What entry barriers        
are likely to fall?   

• Whose players are     
likely to take advantage? 

• What is their perception of:    
• our game
• other players’ games
• other players’ perceptions?

• How is the intensity of rivalry (or co-
ti ) lik l t l lt

YOU

Pressure Groups

Suppliers

Regulators

of co operation with them?

• How are the areas of co-operation with  our 
suppliers likely to evolve in the future?

• How is the suppliers’ bargaining power 
likely to become?

• Who will be the key pressure groups?
• How are these pressure groups’ actions 

likely to shape the game?

• Who will be the key regulators?
• How are these regulators’ actions 
likely to shape the game?

operation) likely to evolve as a result 
of these perceptions?
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“trade-on” strategies

Very 
POSITIVE

PAYA
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Value of the
customer experience

POSITIVE

MONOPOLY ORDINARY 
COMMODITY

TRADE-OFF 
DIFFERENTIATION

TRADE-ON 
STRATEGIES

Cost of delivering the
customer experienceHigh Low

Very 
NEGATIVE

COMMODITY

morosini’s customer experience 
chain

BE the customer

PAYA
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MAP the customer experience

IDENTIFY “hassles”

FOCUS on main hassles

IMAGINE a new value proposition
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be THE customerPAYA

ÉCOLE POLYTECHNIQUE
FÉDÉRALE DE LAUSANNE

customer experience chain for easyjet -
steps 1 & 2

Go to travel agency

PAYA
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Choose location / airline

Pay

Go to airport

Ch k iCheck-in

Fly

Check-out
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customer experience chain for easyjet - step 
3

Go to travel agency

PAYA

A waste of time

Shouldn't this
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Choose location / airline

Pay

Go to airport

Ch k i

Shouldn t this
be simple?

This can’t be!

Who placed this 
airport here?

Now.. 
be patient! Check-in

Fly

Check-out

p

Late again?!

I’m LATE!

PAYA Sàrl Copyright©

customer experience chain for easyjet -
steps 4 & 5

Go to travel agency

PAYA

I LOVE Internet
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Choose location / airline

Pay

Go to airport

Ch k i

EASY!!!!

FASTER access!

EASY & simple!
Check-in

Fly

Check-out of airport

On time! No-frills!

FASTER & no 
luggage lost!

PAYA Sàrl Copyright©
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PAYA

Step 6: delivering the
NEW supply chain!
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In-bound
logistics

R & D

Operations

Out-bound
logistics

S

Internet-based

One plane 
type

Turnaround FAST

Internet + airports

Simple, Internet-based, 
NO agencies!

GREAT service (forg
Sales and
Marketing

Customer

GREAT value 
for money!

Customer
Service

GREAT service (for 
fee)

customer experience chain
for zara - steps 1 & 2

Select fashion store

PAYA
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Go shopping

Pick items I like

Try items I like

Adjust-ments needed

Pay

Pick adjusted clothes

Wear it for the first time!
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Select fashion store
Decide ahead

Hate parking

PAYA

customer experience chain
for zara - step 3
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Go shopping

Pick items I like

Try items I like

Adjust-ments needed

Hate parking

Can’t find

No mirror!

Not my size!

Pay

Pick adjusted clothes

Wear it for the first time!

Oh My God!

Waste of time

I hate it.

Select fashion store
Always ZARA!

Always Open!

PAYA

customer experience chain
for zara - steps 4 & 5
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Go shopping

Pick items I like

Try items I like

Adjust-ments needed

Always Open!

Lots of NEW 
choices!

A pleasure!

Gone for good!

Pay

Pick adjusted clothes

Wear it for the first time!

Gone for good!

EXCELLENT!
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PAYA

Step 6: delivering the
NEW supply chain!
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In-bound
logistics

Product
Design

Operations
Out-bound

Copy, steal with pride 
& speed!

Manufacturing, 
outsourcing, off-

shoring, clustering 

FAST!!!

No focus but self-
sufficiency

No advertising, no 
global pricingOut bound

logistics
Sales and
Marketing

Customer

g oba p c g

ALWAYS 
something NEW

co-opetitive advantage

Product/
ServiceScale/

Customer/
Market

PAYA

• Access to new customers/ markets?
• Enough growth/ profitability? 
• How is new strategy positioning us    

with these customers/ markets?  
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Service

Business System/ 
Value Chain

Scope

Competitor/ 
Complementor
Interaction

CO-OPETITIVE
ADVANTAGE

•New products?
•New services?
•New technologies? 
•Driving extraordinary      
customer experiences? 

• R&D and know-how? 
• Business system?
• Manufacturing?
• Sales and 

marketing?

• Competitive 
reactions?   

• Innovative use of complementors?
• Drives customer experience       

trade-ons?
• Drives valuable advantages            

vis-à-vis suppliers?
• Reduces overcapacity?

• Innovative co-
operation with 
complementors?

Assets/
Resources

Regulators
Interaction

Pressure Groups 
Interaction

• What new people, know-how, assets, is this 
strategy leveraging upon?

• Are these people, know-how, assets, likely to 
sustain co-opetitive advantages in the future?

complementors?

• Seeds for conflict?
• Platform for co-operative

relationships?

• Seeds for conflict?
• Platform for co-operative

relationships?
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