
Alliancing with Other Businesses 
Using X-Engineering to Elevate to the Next Level 
 

Partnerships are more essential today than ever before in history. Few 

businesses can afford to invent, manufacture, sell and service everything 
that they make without some assistance. Businesses can come together 

to complement each other’s products, services and capabilities – this type 
of relationship is known as an alliance. 

 

Why Alliances Work 
Alliances not only help increase a business’ product offering or virtual size, 

they address the enormous inefficiencies that exists in countless 
industries. Many businesses keep large and depreciating inventories because they don’t have visibility into 

each other’s operations. Since most of them don’t have processes that connect well together (i.e. your 
selling process may not working well with my buying process), lots of unnecessary paper work gets 

produced.  

 
For example, it takes 26 separate electronic and paper documents to make many trans-ocean shipments. 

Supply chain reengineering is just one way of showing what’s possible if businesses can work more 
closely together. 

 

With the advent of the Internet, businesses are more able than ever to use this channel as an enabler of 
a new breed of cross-organizational processes that improve greatly the performance of a business – 

otherwise known as . Instead of businesses worrying about the management and X-Engineering
transaction costs outweighing the benefits, solves this issue and allows the kind of X-Engineering 

collaborative work that a successful alliance requires. 
 

A great alliance: 

 
 Builds on the strengths of its partners; 

 Meets a customer need; and 

 Avoids the replication of resources or the redundancy of work. 

 

The Star Alliance was able to do this effectively, formed by a number of major airlines. The members 
shared few overlapping routes, but did provide to each other information about their customers’ travel 

preferences. Acting as collaborators instead of competitors, they offer intelligent routes that their 

passengers want. They also allow passengers to interchange and pool frequent-flier miles from individual 
member airlines. There is something in the deal for everyone without having to spend billions of dollars 

on redundant jumbo jets to compete for routes. 
 

Knowing When to Go into an Alliance 
As great as alliances can work, many of them have failed in the past due to a variety of factors. Case in 

point, the company, Concert, was formed by AT&T and British Telecom to provide communications 

services to large multi-national companies. Rather than try to build the capability on their own at the cost 
of billions, they created a jointly-owned company, derived from their combined resources. Ultimately, 

these two companies clashed due to differences in their cultures. Both management styles were different, 
and both businesses had been distracted with struggling to maintain share in its local markets. As a 

result, Concert lost about $200 million each quarter. 

 
What made matters worse as the venture came to an end is that no one on either side had bothered to 

put terms into the deal about what to do with the assets and customers in the event that the alliance 
failed.  

 



In most cases, alliances fail due to contrasting cultures and management styles, but they also falter 

because these kinds of partnerships are the brainchild of sales organizations that are just looking to get 
access to each other’s customer base. 

 
For an alliance to work, it takes more than just two companies agreeing to jointly market each other’s 

products and services. There must be value created for the partners and their customers. Two companies 

have to be able to work together equally without one becoming dominant and exercising too much 
power. This happens often in the information technology industry. Large software publishers or hardware 

manufacturers will try to assert control over their smaller channel partners, the systems integrators and 
consultancies that use their products in delivering services. The behavior of these larger companies 

assuming they know more and have superior processes causes two things: 
 

1.) Destroys the trust and good will need to make the alliance work; 

2.) Knowledge is lost. 
 

What helps an alliance succeed is the Internet, which enables the fundamental cross-organizational 
change needed to manage costs and create customer value. With customers now expecting that you can 

deliver anything, anytime, anywhere; more than ever, businesses need to work together if they aren’t 

capable of doing it on their own. As long as partners are carefully selected, operations made transparent 
and processes harmonize, an alliance will work. 

 
 

 


