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Due to increasing complexity in the trade of 
customized intermediate goods, final products 
and services in global value and innovation 
networks, we envision the emergence of a new 
professional group: the Chief Complementa-
ry Officer. The rationale behind this concept is 
that the idea of complementarity in configuring 
value offerings may be quite useful in regards 
to coping with these complexities. The brief 
proposes that firms and nations should devel-
op analysis of overlapping systems of comple-
ments and form their strategies and structures 
accordingly. The era of the Chief Complemen-
tary Officer emerges.

 
Introduction
We are experiencing a radical change to the 
Porterian ethos and are confronting a new di-
mension of leadership. This change is necessi-
tated by the emergence of new organizational 
configurations. The recipe for success will no 
longer be contingent on how organizations 
possess or exploit resources in their existing 
business networks. A firm can develop novel 
capabilities through exploring and involving 
complementary resources from other value do-
mains and platforms, including different forms 
of social capital (for introduction on comple-

mentaries and their fit see Milgrom and Rob-
erts, 1995; Seppälä and Kenney, 2012). The time 
is mature for this change. 

The silent signals of digital productivity and 
individualization are supporting the new para-
digm of configuring organizations. At the indi-
vidual level, new artefacts, behaviors and nar-
ratives will emerge. At the firm’s productivity 
and value creation level, new forms of digital 
configurations will materialize. At the organi-
zational and leadership level, new models will 
take over. As a nation and for our firms, we 
need to be ready for challenges that may arise 
beyond the current visible horizon of transfor-
mations and prepare for the radical challeng-
es of the future. From the empiric’s perspective, 
the need for future organizational reconfigura-
tions arises from the need to master the multi-
direction and critical intersection of agile inno-
vation management. This need also stems from 
the flexible use of internal and external resourc-
es combined with state-of-the art internet ena-
bled supply chain and sourcing solutions. 

Framing theoretical foundations: 
Chief Complementary Officer
The contemporary understanding of how to 
build and configure value and supply chains 
of different organizations is facing major chal-
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lenges, as different competencies and respective 
working tasks continue to be dispersed globally. 
The traditional industry structure view, advocat-
ed by Porter (1980), explains value creation and 
capture through the possession of the right re-
sources and a clear distinction between the cus-
tomer and supply markets. The resource-based-
view (RBV) is focused on firm-level (internal) 
resources, further emphasizing the boundary 
between a company and its external stakehold-
ers (for an introduction of RBV, see Wernerfelt, 
1984; Peteraf, 1993). According to RBV, a firm 
needs to control its critical resources, as it plac-
es itself at a disadvantage when it must procure 
such resources from others (see Klein and Rai, 
2009). However, in today’s global and turbu-
lent internet-based business environments, it no 
longer seems adequate to assume that competi-
tive advantage can be based on the mere posses-
sion of resources; in addition, it no longer seems 
possible for a firm and a nation to even possess 
all of the necessary resources (for discussion 
on the emerging paradigm of external resource 
management, see Tanskanen et al., 2012).

A modern firm’s competitive advantage must 
thus be based on three factors: possessing the 
skills to 1) find its right position in global val-
ue and supply chains, 2) acquire matching and 
value-generating resources, and 3) combine ex-
ternal resources with the internal resource base 
such that new, superior capabilities can be de-
veloped (deWever et al, 2005). Consequently, 
instead of focusing on competitive barriers as 
discussed by Porter (1980) and firm-specific re-
sources, firms should ask the following ques-
tion: “To generate the most compelling customer
value offering, what are the underlying ingredients 
needed, and where and how do we globally capture 
them, thereby complementing the internal resource 
base?”

Of course, the concept of a firm concentrating 
on its core competencies and acquiring – or 
outsourcing / offshoring – all the rest is not an 
entirely new idea. Whereas the importance of a 
firm’s capabilities has been recognized, less at-
tention has been focused on how these capabil-
ities are actually developed and accessed. As 
suggested, developing relationships with exter-
nal stakeholders and building inter-organiza-
tional networks are key components (see Jaril-
lo, 1993; Dyer and Singh, 1998). Furthermore 
the role of social capital is recognized to build 
firms capabilities. Social capital refers to actu-

al and potential resources that are embedded 
within and available through the network of 
relationships that a firm and its personnel pos-
sess (for more definitions of social capital, see 
Bourdieu, 1986; Nahapiet and Ghoshal, 1998). 
However, it is no longer adequate to simply 
possess a network; a firm must pursue relation-
ships within that network to achieve mutual 
benefits and competitive advantages that can-
not be imitated. Firms are realizing that impor-
tant potential resources may be situated out-
side their imminent networks and existing re-
lationships. Using extensive Internet technol-
ogies and tools, these previously unreachable 
resources can now be integrated into compa-
ny operations, such as by hosting on-line idea 
competitions (see Simula & Vuori, 2012). 

Indeed, the key challenge for today’s firm is to 
define what type of process should be used to 
identify, access, and acquire complementary 
competencies and, more importantly, decide 
who should be in charge of this process. As an 
example, a firm’s procurement function is still 
regarded as a supportive or clerical function 
in most organizations. However, this function 
manages an important and often critical in-
terface to resources residing outside a firm’s 
boundaries. Sales, research, and development 
functions also manage linkages to external  
resources. In a worst-case scenario, different 
functions of the firm may not even be aware 
of one another’s activities with external stake-
holders or the ways in which these activities 
are managed. A suboptimal approach in re-
source management may lead to disintegrated 
knowledge and even conflicting resource flows. 
To avoid this outcome, we believe that new 
skills or a new role for upper management is 
needed. A Chief Complementary Officer could 
oversee the entire resource and capability port-
folio so that these aspects are aligned with the 
firm’s strategic objectives. 

Concluding comments
We believe that this new way of organizing 
businesses is the key to success in the future. 
We regard this new paradigm as a collabo-
rative bridge or a hub, effectively combining 
knowledge and complementary resources. It is 
imminent that the various stages of value crea-
tion and capture will continue to be geograph-
ically disaggregated and that firms’ activities 
will be globally dispersed. 



3ETLA Muistio • Brief     15 • 19 August 2013

The player who realizes and captures the ben-
efits of the new competitive forces of organiza-
tional change and theory will be ahead in the 
race on a global scale. New types of firms of-
fering distinctive solutions and services will be 
founded. New logic for value creation and cap-
ture will be widely leveraged. Exploring the 
new leadership paradigm is akin to entering a 
Terra Incognita.
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