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Web Service
Guidelines

» Understand an enterprise as a * |dentify strategic relationships
network of services « Create stable interfaces to

» Determine the shape of the support strategic relationships
service landscape « Negotiate common vocabulary

» Determine the source of value in and behaviour
the service landscape « Establish trust requirements

* Identify strategic leverage points ||« Evolve network towards
in the network wholeness and articulation

» Occupy or triangulate the
strategic points
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Understand an
enterprise as a

network of
services

Traditional View
* Functional Decomposition

» Hierarchical Organization —
Vertical Transactions

* Value Chain Optimization

Emerging View

Component-Based Business

Network Organization —
Horizontal Transactions

Value Chain Proliferation —

o Stratified MIS

Value Ladder

» Kaleidoscopic MIS

Determine the
shape of the

service
landscape

Excitement
high attention

pleasure
principle

Hygiene

low attention

At a given time, some services are standard
commodities, while others are special, yielding
competitive advantage.

Over time, some special services will become
commodities.
Excitement ® Hygiene

Providers often seek to differentiate their services.
Sometimes they succeed.

Hygiene ® Excitement
Thus the service landscape alters over time.
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Determine the
source of value
in the service
landscape

Value is distributed across the
service landscape

— costs
— benefits
— risks

Strategic advantage involves
the ability to appreciate and
alter the shape of the service
landscape.

The value of a given service
depends on the current
landscape.

— Excitement / commodity

The value of a service depends
on the prices of other services
— Supply and demand
— Economies of scale / scope
The value of a service depends
on the organization of demand.
— Value chain
— Value ladder

Identify Strategic

leverage points
in the network

» Look for points of
strategic leverage
— difficulty / complexity
— uncertainty / ambiguity
— discontinuity
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Occupy or
triangulate the
strategic points

Occupy
» Exploit or acquire inhouse
capability / capacity
» Protect and defend position
— Tie up scarce resources
— Dominate standard-setting
— Predatory pricing

Triangulate
» Forge strategic alliances with
occupiers.
— Current
— Potential
* Enter joint venture
— New
— Existing

Identify Strategic
relationships

*  Where Where do we want to
draw interfaces? What is the
division of roles and
responsibilities?

* With whom Selection of
partners.

* What Specification of services
to be provided.

* How Maintaining healthy
interfaces:
— negotiation and trust
— monitoring and control

« flexibility and substitution

*  When When to make each
judgement, in what sequence?

e Commitment (“Much Binding”)
versus Openness (“Late
Binding™)
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Create Stable

interfaces
to support strategic
relationships

Broad
bandwidth

Fixed
(Stable)

Narrow
bandwidth

Volatile
(Promiscuous)

Negotiate common
vocabulary and
behaviour

Community of Interest

myDomain
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WHAT

« placing trust in the
component itself

« making a judgement
based on signs of the
intrinsic trustworthiness
of the component itself

Establish trust
requirements

WHOM

« placing trust in the
source of the
component

» making a judgement
based on signs of the
trustworthiness of the
developer or broker

HOW

« placing trust in the way
the component is to be

way that protects your
system from rogue
component behaviour

WHERE

« placing trust in the
robustness of the whole

used system
* wiring the component  architectures
into your system in a . policies

Evolve network
towards

wholeness and
articulation

pinpoint

pinpoint

h mt .............................................................

ﬂ Source: Chris Alexander: A New Theory of Urban Design
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Web Service
Management

» Embrace Heterogeneity
» Fewer Assumptions ® Larger
Domain
» Accept Imperfection
— tolerate
— manage
— learn
» Control Privacy and Protection

Kelly: New Rules for the New
Economy

Kelly: Nine Laws of God

Embrace the
heterogene

Traditional View
* Single convergent platform
» Economies of scale

* Management control and
simplicity

* Reject the jumble

Emerging View
Diversity

Avoid cost of enforced
convergence

Avoid risk of simultaneous
transition

Greater openness to novelty
and experiment
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Fewer
Assumptions ®
Larger Domain

Provider Side
* Weak Preconditions
» User Anonymity

e User Ignorance

User Side
* Weak Postconditions
* Provider Anonymity

» Provider Ignorance

/4
v v
Larger Market Greater Choice of Supply
New Rules
for the New
Economy
» Embrace the swarm * Let go at the top
* Increasing returns » From places to spaces
* Plenitude, not scarcity * No harmony, all flux
» Follow the free * Relationship tech
» Feed the web first » Opportunities before
efficiencies
4

Source: Kevin Kell
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“Embrace

the swarm”
Example: Cement
Delivery

Before
¢ Cement delivery controlled
centrally
< Rigid delivery schedules fixed in
advance

« Traffic delays, poor roads,
unreliable third parties

¢ On-time delivery rate <35%

After
Cement delivery left to drivers

Drivers given full information and
authority

On-time delivery rate =98%

[ source: Kevin Kelt}—
Plenitude,
not scarcity
Before After
e One car/TV per household e Multiple phone lines.
¢ One phone line per household. e Multiple bank accounts.
« One bank account per person. « Multiple internet identities.
¢ One computer/email per
household.
/4
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“Follow the

free”
Fairchild
Semiconductor

Initial
Transistor unit cost $100
Vacuum tube cost $1.05

Transistor priced at $1.05 - huge
operating loss.

“learning by
doing”

Two years later
90% market share
Manufacturing costs drop with
experience.
Transistor 50¢ unit price - now
profitable.

v [ source: Kevn Kelt}—”
“Feed the
web first”
Example:
Dynamic Pricing
Before After
e Lettuce price fixed. Lettuce price changes as lettuce
¢ Price only changed by human ages.
intervention. Lettuce price changes to respond
to price changes elsewhere.
Lettuce price changes to respond
to sales/demand.
v [ source: Kevin Kelt}—
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Relationship
tech

¢ Florist remembers your mother’s
birthday.

« Firefly knows your top ten
favourite music albums. Amazon.

« Compaq allows customer to
browse database of reported bugs.

Component instance for each
customer.

Customer “teaches” component.

Component co-located with
customer.

Source: Kevin Kell

[/

Nine Laws of
God

 Distribute Being

» Control from the Bottom Up
» Cultivate Increasing Returns
* Grow by Chunking

» Maximize the Fringes

e Honour your Errors

» Pursue no Optima - have
Multiple Goals

» Seek persistent disequilibrium
» Change changes itself

Source: Kevin Kell

[/
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Differentiated
Service

Control Mechanisms

Separate policy or workflow layer

Service tokens

Policy blackboard

Multiple implementations or separate plug-ins
Hand-coding within each component

Service Differences

Data quality .
— precision/ accuracy/ granularity ||
— latency/ timeliness .

— scope/ horizon
Security access

— to specific operations

— to specific objects

— copy protected / open source .
document

Technical quality .
— Speed/ response time
— Performance/ throughput
— Reliability/ availability

Cost / resource usage 7

Control Differences
Price paid
Customer type (e.g. gold card versus plain card)

Transaction type (e.g. voice over data, stolen card
report versus new card request)

Customer/transaction history (e.g. recent
complaint, previous claim)

Connection type (e.g. high/low bandwidth,
inside/outside firewall)

Software type (e.g. Java-enabled browser versus
text-only browser)

Security level (e.g. customer, employee or
privileged employee)

patterns of

revenue
generation

Patterns
» Transaction
— Pay as you go
* Membership/subscription
— Pay upfront
» Leasel/licence
— Pay per volume
 Business partnership

— Shared equity, revenue, costs
and risks

» Registration
— Pay to be seen

Issues
* Micropayments?
Differential Service
Differential Pricing
— Personalized pricing
— Versioning
— Group pricing
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