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Slides are taken/adapted from different sources … . In particular in the second part:
D.R. Rogers, Digital Transformation Playbook
Columbia Business School Publishing, 2016

+ updates on AI - GenAI



Digital transformation can be defined as the integration of digital technologies
into all business areas, fundamentally changing how companies operate
(Enterprisers project, 2020). Digital transformation is not primarily about
technology and its implementation, but it is mainly about the business impact
technology can have.

Digital Transformation

Digital technologies allows
• Exact replications
• Infinite times
• At zero marginal cost



Main technologies driving DT 
● «SMAC» technologies have driven the first wave of DT

3 Source: Accenture Technology Vision, 2019



Main technologies driving DT
● «DARQ» technologies are driving the second wave of DT

4 Source: Accenture Technology Vision, 2019
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Digitalization trends

Source: IMD/Cisco, Digital Vortex. How digital
disruption is redefining industries, 2015
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Overall impact of digital transformation

Urbach N. and Röglinger M. Editors (2019), Digitalization Cases: How Organizations Rethink Their Business for the Digital Age, Springer.
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What do businesses need to do to get ahead 
of the widespread forces for change in our 
digital age?

a. Reconfiguring the customer value 
proposition  (what is being offered) 

b. Reshaping the operating model
(how it is delivered).

Dimensions of digital transformation:
How and What

Prof. Corrado Cerruti                                                       
University of Rome"Tor Vergata"
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Dimensions of digital transformation

Prof. Corrado Cerruti                                                       University 
of Rome"Tor Vergata"
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The essence of digital transformation
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The value chain/industry changes
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Five Domains of Strategy that Digital is 
Changing 

Across there five domains, digital technologies are redefining many 
of the underlying principles of strategy and changing the rules by 
which companies must operate in order to succeed.  

Source: Rogers D.L., The digital transformation playbook, Columbia Business School Publishing, 2016
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Customer

• In the digital age, we are moving to a world best described not by 
mass markets but by customer network. 

• Customer are dynamically connected and interacting in ways that 
are changing their relationships to business and to each other and 
shaping business reputations and brands. 

• Customer use digital tools to discover, evaluate, purchase and use 
products and how they share, interact and stay connected with 
brands. 

• Therefore, businesses should rethink of their traditional marketing 
funnel and reexamine their customers’ path to purchase.

Prof. Corrado Cerruti                                                       University 
of Rome"Tor Vergata"
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Competition

• How businesses compete and cooperate with other 
firms. 

• Industry boundaries are blurring.

• A major shift in the locus of competitors. 
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Data

• How business produce, manage, and utilize information. 

• Data generates from every conversation, interaction, or 
process inside or outside business (think about social 
media, mobile services, sensors,…)

• The “big data” tools allow firms to make new kinds of 
predictions, uncover unexpected patterns in business 
activity and unlock new sources of value. 

• Data is a vital part of how every business operates, 
differentiates itself in the market, and generates new value. 
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Innovation

• The process by which new ideas are developed, tested, and brought to 
the market by businesses. 

• Traditionally, innovation mainly focuses on finished products, where 
market testing was difficult and costly, and the cost of failure was high.

• Digital technologies enable a very different approach to innovation based 
on rapid experimentation. 

• Digital technologies makes it easier and faster to test ideas, having market 
feedback. Assumptions are repeatedly tested based on validation by real 
customers.

• The focus is on minimum viable prototypes that maximize learning while 
minimizing cost. 
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Value

• Traditionally, a firm’s value proposition was seen was as fairly 
constant. A successful business was one that a clear value 
proposition, found a point of market differentiation, and focus 
on executing and delivering the best version of the same value 
proposition to its customers.

• In the digital age,we can observe changing value propositions 
and disruption by new competitors. 

• Any new technology may be a way to extend and improve the 
value proportions. 

• Businesses need to seize emerging opportunities!
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Rise of the platform

• Many business models related to digital transformation are platforms 
business models.



A definition of Platforms

• “A platform is a business that creates value by facilitating direct 
interactions between two or more distinct types of customers.”

• Three key points:

1. Distinct types of customers: two or more distinct sides (buyer and 
seller, software developers and consumers, …)

2. Direct interaction: direct interactions of two or more sides

3. Facilitation



Types of Platforms

Bring together two distinct groups 
of customers for a direct value exchange.
example: real estate brokers, eBay, Airbnb  

Exchange

Transaction 
System

Act as an intermediary between different parties 
to facilitate payments and financial transactions. 

Example: PayPal & Apple Pay  



Types of Platforms

Play an additional role for creating (or sourcing) 
media content that is attractive to customers
As platform attract more people, its value to 

advertisers increases. 

Ad-supported 
media

Provide a uniform standard for the design of 
subsequent products to enable their 
interoperability and the benefit the ultimate 
consumer. 
Apple’s iOS and Google’s Android  

Hardware
/software 
standard



Direct and Indirect Network Effects 

• Network Effect: the value of platforms increases as more customers 
use them. 

• Direct Network Effect: the increase in the number of customers 
or users of a product drives an increase in value or utility for the 
same type of user (Facebook)

• Indirect Network Effect: the increase in the number and quality of 
customers on one side of the platform drives increasing value for 
customers on the other side of the platform (Airbnb and Paypal).



• Digital technologies are supercharging the growth and power of 
multisided platforms: web, on-demand cloud computing, application 
program interfaces (APIs), social media, mobile computing devices,…

• Digital technologies are driving four key elements of platforms:

1. Frictionless acquisition

2. Scalable growth

3. On-demand access and speed 

4. Trust

How digital impact Platforms?



• Frictionless acquisition: Thanks to the Web, APIs, and software 
development kits, the process of acquiring new customers for a platform 
is increasingly frictionless. 

• Scalable growth: Cloud computing allows any size of business to rapidly 
scale the size of its platform as fast as it can acquire new customers. 

• On-demand access and speed : By mobile computing, any platform can 
be accessible to all of its customers anywhere at any time.  

• Trust: the possibility to authenticate customers through their social media 
identities (Facebook, Google, Twitter) makes it much easier for 
businesses to use a verification system for new customers on its 
platform. 

The biggest impact of digital technology on platforms may be in the size of 
the businesses involved (from large enterprises to start-ups)

How digital impact Platforms?



• Light in Assets: platforms tend to have few assets/employees for the 
revenue since customers can provide key assets and do much of the 
work that employees would do in a vertically integrated business. Thus, 
platform businesses can achieve extremely high operating margins on a 
percentage basis.

• Scaling fast: cloud computing architecture enables fast grow. 

• Winner takes all: it is hard to be a direct competitor to catch up with 
Google. The real threat to Google is Apple Siri or Amazon’s product 
search, … .

• Economic Efficiency: Platform business models enable the efficient use of 
distributed resources (labor, assets, skills), the “Sharing Economy”. 

Competitive Benefits of Platforms



Definitions of AI and GenAI
• Artificial Intelligence = the simulation of human intelligence in machines that 

are programmed to think and act like humans. 

AI systems = autonomous + adaptive systems

• Weak or Narrow AI = designed for specific tasks vs. Strong or General AI = 
aiming to emulate human-level intelligence and consciousness

• Generative Artificial Intelligence (GenAI) = AI models able to generate text, 
images, videos, audio, software code or other forms of data.
• built on foundational models, such as the Large Language Models
• trained on massive datasets, 
• used for a wide range of tasks with no or minimal need for adaptation
• capable of creative tasks such as generating text, images or music
• efficient in knowledge processing activities



Key AI technologies
1. Machine Learning

• learn from data and generalize to unseen data, and thus perform tasks without 
being explicitly programmed

• Effective with pattern recognition, prediction, and optimization
• Deep learning is a subset of machine learning driven by multilayered neural 

networks whose design is inspired by the structure of the human brain.
• It works based on inputs, weights and regressions

Model training:
• Supervised learning

• Unsupervised learning



Key AI technologies
2.Computer Vision

• enables machines to understand and process visual information.

• Effective with: Object Detection and Recognition; Scene Understanding; Image Segmentation; 
Motion Analysis; and Face Recognition

3. Natural Language Processing 
• supports interaction between computers and human language. 

• Effective with: Text Understanding and Generation; Translation between Languages; Sentiment 
Analysis; Named Entity Recognition; and Question Answering

4. Robotics
• Integrates IT/AI with physical systems

• Effective with: Motion Planning and Control; Environmental Perception; Task Planning and 
Execution; and Human-Robot Interaction



Key AI technologies

• In the digital era, any relationship between two businesses is a shifting 
mix of competition and cooperation: co-opetition.

• Competition with rival is changing, becoming less of a direct contest.

• Industries definitions and boundaries are becoming more fluid (shift 
from symmetric to asymmetric competitors). 

• More relationships between businesses and their supply chain partners 

• Digital platforms are driving cooperation among business rivals ( e.g. 
Google search engine in Apples’ devices)

• Disruptive threats from new technologies are driving rival businesses to 
team together and cooperate.



Source: Capgemini, Harnessing the value of generative AI (2024)

GenAI evolution
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https://www.mckinsey.co
m/capabilities/quantumbla

ck/our-insights/seizing-
the-agentic-ai-advantage

McKinsey, 2025

GenAI as prompts

AI generating text, 
images, diagrams based 
on a request in natural 

language.
Prompt engineering
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https://www.mckinsey.co
m/capabilities/quantumbla

ck/our-insights/seizing-
the-agentic-ai-advantage

McKinsey, 2025

GenAI as agents

AI agents are software 
systems that use AI to 

pursue goals and 
complete tasks on behalf 

of users.
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The digital transformation as a service line for 
Mgmt Consulting companies

The growth of the industry is strongly driven by Technology,    
while Strategy – the most traditional service line – is rather flat in terms of market share

… behind these figures there is a significant restructuring of the industry and of its business 
models driven by digital transformation.

The post-pandemic emergency has further strengthened such a trend.
[Source: FEACO 2020-21]
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More traditional More innovative

New business models in Mgmt Consulting

* M. Christensen, D. Wang, D.  Van Bever. “Consulting on the Cusp of Disruption” – Harvard Business Review, October 2013 
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