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Collaborative Product
Commerce:  Delivering
Product Innovations
at Internet Speed

A new revolution is starting, involving the way
leading-edge discrete manufacturers develop,
build, and manage the products that are their
lifeblood.  Having first improved internal effi-
ciencies through innovative software like Enter-
prise Resource Planning (ERP) and data min-
ing, the industry leaders then gained synergistic
advantages of size through acquisitions and
mergers.  Where consolidation did not make
sense, Supply Chain Management (SCM)
improved the effectiveness of entire supply nets.
And to establish and maintain external customer
delight, Customer Relationship Management
(CRM) software has become a requirement for
just keeping up with the competition.  So what
is next?

Aberdeen research shows that a new category of
software, Collaborative Product Commerce
(CPC), is now emerging, allowing discrete
manufacturers to once again distinguish them-
selves on their products and innovations.  In
other words, CPC permits discrete manufactur-
ers to significantly improve the core processes
around the management functions associated
with the complete product life cycle that are the
basis of their existence.  Discrete manufacturers
that can successfully implement CPC and gain
the benefits will be in a position to dominate
their industries in ways that their laggard com-
petitors cannot.

Executive Summary

Discrete manufacturers are under pressure from
customers (and the market) to move away from
the traditional make-to-stock production model
to a build-to-demand model.  Many customers
are no longer satisfied with mass-produced goods
— they are demanding customization and rapid
delivery of innovative products.  Aberdeen pre-
dicts that manufacturing executives will demand
CPC tools to enable their organizations to
respond to these commercial market pressures.
Collaborative Product Commerce (CPC) is a
new category of software and services that uses
Internet technologies to tie together product
design, engineering, sourcing (including manu-
facturing and purchasing), sales, marketing (and
other staff functions), field services, and cus-
tomers into a global knowledge net.  The major
benefits of CPC for discrete manufacturers are:
•  Innovating with products customers want and

sourcing can deliver:  The collaboration
aspect of CPC software and services allows
multiple enterprise constituents and cus-
tomers to participate on a real-time basis
during product design — thus, islands of
knowledge can be effectively brought
together on a global basis.  For example, a
new product that is to be sold worldwide can
be reviewed by regional enterprise execu-
tives for legal compliance and localized
marketing issues before the design is final-
ized.  Note that in the past this type of
review would slow down the product devel-
opment process, but in the world of Inter-
net-based collaboration, it has the potential
to speed it up when managed properly.

•  Customers can directly interact with the sys-
tem:  They can define their case-by-case
product specifications that are unique or
have high engineer-to-order content.  The
customer directives are then translated into
all the required documentation, drawings,
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sourcing information, etc., to support the
manufacturing of the specialized product
that a particular customer needs.

•  Tying together the multitude of heterogeneous
and geographically dispersed computing sys-
tems used today to create, build, and service
a product without requiring the enterprise
to scrap those systems and start anew.
Using the Internet technologies upon which
CPC are based will extend their useful life
— and therefore provide the major benefit
of leveraging the knowledge developed over
many years by the enterprise’s (and its sup-
pliers’ and their suppliers’) key product
experts.  Working in tandem, the collabora-
tive whole will be more powerful than the
individual contributors who must now work
on a serial basis.

•  Faster time to market:  As studies have
shown, the sooner a new or enhanced prod-
uct can be brought to market, its product
life cycle profitability potential is greater; it
delights customers to a higher degree; and it
gives competitors major headaches as they
are faced with the choices of losing market
share, innovating on overtime, or cutting
price.
The technologies that are making CPC pos-

sible have been developed during the last two
years, as the Internet has become a major force
of change in the way business is conducted.
These technologies include:
•  High-speed, reliable, secure communica-

tions to every relevant product expert’s
desktop;

•  Browser-based, standardized User Interface
(UI) access to product development data
and applications;

•  Java and other object-oriented technologies
for write-once, deploy-to-many device-
independent applications;

•  URL-style location transparency that allows
enterprise application integration at a
loosely coupled application and data storage
level;

•  Secure portals for conducting business,
searching for new classes of component and
service suppliers on a global basis — and
inter-enterprise group collaboration;

•  Server and storage high-end scalability at
price-performance levels that are equivalent
to less costly low-end hardware; and

•  Business functions delivered as services on
demand (“apps on tap”) — the ability to pay
for usage based upon value without actually
licensing the software (or even the underly-
ing hardware platform) has become a
reality.

The technologies that are making CPC

possible have been developed over just

the last two years.

As a result, users do not have to move product
information to those who should be actively par-
ticipating in the product process life cycle.  All
parties who should be part of the effort have
effective access to the source data over the
Internet from wherever in the world they sit 
hence data is always current and relevant.

Just as ERP software brought the various
operating groups within an enterprise together
through the sharing of common information (to
compete more effectively), so will CPC dramati-
cally change the way products are developed
and brought to commercial markets.  Discrete
manufacturers and their information technology
(IT) suppliers (software, services, and hardware)
need to actively participate in this major indus-
try transition now — or risk becoming irrelevant
within a few Internet years.

Collaborative Product Commerce
Defined

Collaborative Product Commerce defines a
class of software and services that uses Internet
technologies to permit individuals — no matter
what role they have in the commercialization of
a product, no matter what computer-based tools
they use, no matter where they are located geo-
graphically or within the supply net — to col-
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laboratively develop, build, and manage prod-
ucts throughout their entire life cycle.  Using a
standard browser, an authorized CPC user can
review information from an extended-enterprise
information system “view” that operates across
a dispersed set of heterogeneous product-
development resources.  These resources typi-
cally will reside in multiple information reposi-
tories and be derived from independently
implemented and maintained systems.

A key attribute of CPC is a loosely cou-

pled integration of data and application

functionality — a unifying data model

that does not rely on data commonality

for individuals to collaborate.

CPC binds together all of the business func-
tionality and resources that work within the
product and process life cycle — from cradle to
grave.  This breadth is made possible through
the use of collaborative data management struc-
tures within a CPC-based information architec-
ture.  The reality is that the industry is not
moving to a common data model.  But open,
object-oriented interfaces from one applica-
tion’s data management system can be used to
reference the relevant data to another applica-
tion.  For example, the weight of the metal used
in a product can be transferred from one design
application to others that might need it for tasks
such as costing, component assembly, sourcing,
etc.  And collaborative databases can provide
information about any aspect of the product
throughout its entire life cycle.  But all informa-
tion repositories must have Internet “visibility”
and be able to be universally accessed regardless
of the source location to support the numerous
and varied commercial aspects of the product.

CPC products can be used to build an
extended enterprise infrastructure — required
for the next generation of electronic-based
commerce — for the collaboration of product
development and management.  The CPC infra-

structure builds upon current platforms used for
product data management, sourcing, visualiza-
tion, CAD/CAM, CAE, product modeling,
document management, structured and unstruc-
tured data repositories, and any other tools and
services that add value to the product life cycle
process.  Professional services firms that under-
stand the needs of discrete manufacturers, the
new wave of CPC products, and the technolo-
gies of both the Web and integration with
existing applications, will build initial CPC infra-
structures.

Figure 1 illustrates how CPC fits within
the context of today’s enterprise application
infrastructure.

CPC Solves Real Problems

Aberdeen believes the overarching benefit of
CPC for the discrete manufacturing industry to
be that it allows experienced, knowledgeable,
commercial-savvy enterprise executives to focus
on the product process life cycle.  It will help
enterprise executives to once again take a hands-
on approach to competing on timely product in-
novation and product-related customer satisfac-
tion.  A fundamental problem CPC solves is that
senior executives are demanding tools to allow
them to become more involved with the product
development and life cycle management side of
their business.  CPC is the first product process
approach to use advances in Internet and data

Figure 1:  Connecting CPC to Enterprise Resources
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management technologies to allow managers to
directly review and visualize their enterprise’s
products no matter what state the product is in
— or in what form the data is maintained.

Nearly 80% of a product’s costs are

embedded by the time that product is

tossed over-the-wall to manufacturing.

Aberdeen views CPC as providing Internet-
based tools that discrete manufacturers need to
collapse the time it takes to turn the intellectual
property of new product ideas into deliverable,
commercially viable product realities.  CPC also
addresses the equally important issue that a
product’s design locks in costs that persist and
cannot be removed throughout its full life cycle.

Companies that adopt CPC will be able to
get their innovative products to market faster
than the competition.  Superior first-strike
capability generally translates into market share
and profitability gains vis-à-vis the competition
— being first to market with a new product re-
mains a key advantage.  However, unless a con-
tinual volley of customer-driven, market-savvy
innovations can be released in a timely and effi-
cient fashion — a process that can be facilitated
by CPC tools — market dominance will eventu-
ally flow to aggressive competitors.  And note
that in the near future a discrete manufacturer
that falls behind its competitors will desperately
need CPC tools to catch up and attempt to leap-
frog the market leader.  In short, the realities of
the competitive commercial marketplace will
drive enterprises to CPC relatively quickly.

Aberdeen research indicates that nearly
80% of a product’s costs are built-in by the time
that product is tossed over-the-wall to manufac-
turing.  This means that no matter how efficient
a discrete manufacturing enterprise is with ERP
and SCM initiatives, such transaction-based
applications only assist in lowering the remain-
ing 20% of a product’s cost.  By Aberdeen’s cal-
culations, bringing efficiencies into the engi-
neering and design efforts today has the poten-

tial of yielding a more significant cost saving
advantage over any of the downstream manu-
facturing-and-distribution cost savings efforts.

In addition, CPC will assist discrete manu-
facturers in lowering their in-the-field product
life cycle costs.  By designing products better
and by quickly responding to customer feedback
and warranty claims on product problems, dis-
crete manufacturers will be better able to
reduce the cost of problems discovered once
volume shipments begin.  And these costs can
be substantial (including the tarnishing of a
good reputation), as any manufacturer that has
had to initiate a product recall can attest.

It’s all about getting innovative product

to market faster — exploiting the

Internet to collapse time and distance.

In summary, Aberdeen considers CPC to
advantageously address the following challenges
for the discrete manufacturing environment:

•  Executive participation:  Every executive
within the enterprise who is responsible for
the management of a product has visibility
to all information about the product,
including graphical and visual, throughout
its entire life cycle — from concept to
retirement;

•  CPC aids in eliminating unnecessary em-
bedded costs of impractical-to-manufacture
or -use designs;

•  Time-to-market — more rapidly design new
products and release to sourcing with fewer
unanticipated show-stopper delays;

•  Managing multiple layers of suppliers.  Dis-
crete manufacturers either contract with
others who contract with others (you get the
idea) to supply parts or they are somewhere
within the recombinant supply chain them-
selves.  CPC will allow all of these enterprise
participants to collaborate during the entire
product life cycle without mandating
homogenous systems;
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•  Proactively enlisting the input and recom-
mendations of experts who are typically
locked outside the ongoing product devel-
opment process because of a lack of ability
to participate except during formal, time-
sequenced phase reviews;

•  Facilitating product information exchange:
Product developers have always wanted
best-in-class tools to assist them in per-
forming their specific tasks.  As a result,
heterogeneous systems and data models
containing a product history in electronic
form cannot be easily exchanged.  The in-
dustry is not going to a one-size-fits-all data
model.  CPC will allow individual contribu-
tors to work with their chosen tools while
exchanging ideas and information with oth-
ers who do not know the intricacies of their
tool.

CPC Technology Supplier Categories

Both existing suppliers and new startups
that “get it” will provide CPC products and
services.  Current application software suppliers
will either modify their current products to al-
low for Internet-based collaboration or develop
an entirely new overarching architecture popu-
lated with compatible component products.
CPC software startups will first create an archi-
tectural vision; build a framework; and then at-
tempt to recruit allies to build the content to
make the framework a reality.  Figure 2 depicts
a logical view of the product-centric entry points
  from either inside or outside the corporation
  to the CPC collaboration infrastructure.

A key question for all of the CPC software
providers will be “Which products do I license
and which do I sell as a service?”  In a collabora-
tive environment, acquiring applications from a
software supplier as a service may be more ef-
fective than licensing the products directly.  This
approach, commonly referred to as “apps-on-
tap” — a key characteristic of next-generation
commerce — would allow multiple organiza-
tions in the supply web to access the same appli-
cations while avoiding up-front or specific proj-

ect-only hardware and software licensing acqui-
sition costs.

A partial list of current types of software
that will be reengineered to be part of the CPC
category includes:
•  Product Data Management (PDM);
•  Computer Aided Design/Manufacturing

(CAD/CAM);
•  Computer Aided Engineering (CAE);
•  Manufacturing Process Planning;
•  Sourcing — Component Supplier Manage-

ment (CSM);
•  Manufacturing Planning;
•  Visualization;
•  Process Modeling;
•  Field Service;
•  Warranty Repair and Upgrade; and
•  Maintenance Repair & Operation (MRO).

Full-service professional services firms that
combine their expertise in both product man-
agement planning and the relatively new areas
of designing and implementing extranets and
enterprise portals will be in an excellent position
to transfer these skills to the CPC market.  Note
that due to both the numerous collaboration
links that discrete manufacturers will desire and
the cultural shift required for the commercial
supply net, there will be more than enough work
to keep the professional services suppliers busy
assisting their clients.

Aberdeen expects to see suppliers of techni-
cal workstations, servers, and the supporting
infrastructure middleware and services aggres-
sively promoting the CPC vision — and the
ability of their companies to provide solutions

Product
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Modeling

Sourcing
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CAM

Mfg
Planning

Lifecycle
Support

CPC

Source:  Aberdeen Group, October 1999

Figure 2:  CPC Product Collaboration Entry Points
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for rapid implementation and global support.
Finally, Aberdeen has already tracked the

entrance of a new kind of supplier to this mar-
ket, which we refer to as “Internet product por-
tal and content management providers.”  This
new class of player can provide secure, neutral
portal sites for all parties participating in the
product development effort, as well as maintain
document files and provide content (and links to
other content providers) specifically tailored to
the needs of the discrete manufacturing indus-
try.  Aberdeen believes that this new type of
commercial entrant will be a significant catalyst
in the desire on the part of design, engineering,
and sourcing departments within an enterprise
to implement CPC class software as quickly as
possible.

Why the CEO Will
Mandate CPC

Aberdeen research shows that savvy product de-
sign relies heavily on the use of components and
that those components are frequently sourced
from external suppliers.  New product designs
often necessitate changes to the supplied com-
ponents.  CPC presents the opportunity for
manufacturers to work even more closely with
their suppliers and in new commercial relation-
ships to develop mutually agreeable (and pro-
ducible) products — thereby moving innovative

creations into the channel faster.  Aberdeen
anticipates that CPC will provide the opportu-
nity for those responsible for product integra-
tion to explore various component detail
options resulting in assemblies that are easier
and less expensive to produce and maintain.

CPC also addresses the need for designers
to work within fabrication requirements and
limitations.  CPC will permit continual designer-
requirements and supplier feedback dialogs to
take place at Internet speeds.

With so much product-related activity

happening outside the product creator’s

domain, the question is how to provide

visibility to gain additional expert per-

spective.

With the many relevant issues that must be
reviewed outside any one product creator’s spe-
cific domain for profitably conducting business
— the question is how to provide visibility and
coordination of the efforts of so many players
both inside and outside the enterprise.  It is no
longer viable to continue to architect products in
a vacuum.  Each of the designated participating
players has valuable experience and domain
expertise.  All available knowledge must be
brought to bear during the product development
and commercialization stages — even if it
requires just a minimal amount of time from an
expert in a specific area.  For example, fabrica-
tors can often provide valuable insight and sug-
gestions as to how design variations might be
easier or perhaps cheaper to produce and utilize
in final assembly if they are consulted at various
stages of product development review.  Follow-
ing are some examples of expertise areas that
need to be involved in the product life cycle to
ensure best form, fit, function, and serviceability:
•  Executives can comprehensively track prof-

itability during the product life cycle,
extending beyond the costs of producing
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Figure 3:  Partner, Supplier, and Customer Collaboration

Source:  Aberdeen Group, October 1999
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product and into the lifetime costs of sup-
porting and retaining customers;

•  Engineering and design groups can concur-
rently work on product-related issues using
different tools and from different
geographies;

•  Manufacturing planning must be able to
determine the manufacturability of new
products;

•  Strategic customers should have a say in
what they desire in new product
enhancements;

•  Field service and product support can con-
tribute to the process by signaling early
warnings of product flaws or harder-to-
service designs with real-life product
practicalities;

•  Sales can provide insight into the require-
ments of prospects and competitors’
customers;

•  Procurement organizations can assist with
strategic sourcing requirements and vendor
selection of intended component suppliers
earlier — shortening the time from final
design release to prototype production;

•  Marketing can more easily and effectively
communicate anticipated product modifica-
tions and additional understanding of the
competition’s offerings;

•  Finance can provide cost tracking informa-
tion as well as monitor project budgets and
product line profitability results; and

•  HR can maintain valuable skills inventory
and personnel availability for project
participation.

In the end, CPC involves getting all of the
appropriate resources available to exert influ-
ence and provide expertise during each stage of
the product life cycle.

Key Implementation and
Operational Challenges

The first but perhaps least obvious challenge for
the manufacturer is to strategically commit to
the Internet — a commitment to explore the

possibilities the universal connectivity the Inter-
net provides.  Executives must become comfort-
able that information can be secured and that
the Web is a new channel for doing business.  It
will also be difficult to adjust to sharing detailed
product information with partners, suppliers,
and even competitors.  The Internet is the cata-
lyst driving fundamental changes in the way
companies do business   embrace it and
prosper.

Aberdeen research continuously finds that
the single most important factor for implemen-
tation success of any significant enterprise tech-
nology-transition initiative is senior manage-
ment support.  Only the executive staff has the
authority to quickly overcome all of the
organizational disagreements and business pol-
icy trade-offs required to achieve a successful
outcome in a timely manner.  Any large enter-
prise project is fraught with potential project-
delaying decisions — key executives must
streamline that process.  Only their direct
involvement and rapid decision-making will
keep the project focused and on-track to meet
the goals of the board.  And implementing a
CPC-based information infrastructure will
require this senior management attention if it is
to be successful.  Senior management must
actively support CPC implementations with
their actions — not just communiqués.

No single entity can go it alone —

partnering is key.

Additionally, Aberdeen research points out
that no single entity can go it alone.  Partnering
is the key.  Here again it requires executive
involvement — both from suppliers and users —
to build mutually beneficial relationships based
upon trust with partners in their commercial
environments.

On the operational side, commercial trading
partnerships are critical to achieving ongoing
market leadership and above-average profit-
ability.  CPC is about bringing together all of the
knowledge necessary to strengthen these rela-
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tionships from a product design, development,
and sourcing perspective.  Everybody will make
missteps in this early adoptive phase — but ini-
tial mistakes must (and can) be quickly rectified.
And Aberdeen notes that CPC technology ad-
dresses some of the flexibility needs for poten-
tially changing partners over time to maximize
the commercial benefits.

CPC represents a collaborative environ-
ment.  The challenge will be for someone to be
in charge.  That means establishing processes
and responsibility entities that allow for the
breakdown of organizational barriers while con-
tinuously focusing on the product.

Successful discrete manufacturers must

make strategic and tactical commit-

ments to the Internet business model.

Security will be a key issue.  Because prod-
ucts are the lifeblood of every discrete manufac-
turer, there will be an emotional as well as in-
tellectual concern about trusting so much busi-
ness-critical information on the World Wide
Web, where hackers, corporate spies, and dis-
gruntled employees may try to misappropriate
data.  However, Aberdeen believes that security
technology is at a high enough level to protect
those participating in product collaboration.
More importantly, Aberdeen research show that
the advantages in speed of development (and
time to market) and higher quality product
design will be traded-off by corporate manage-
ment for an increase in the risk of a security
breach.  Finally, the management processes that
can be put in place by experienced professional
services firms are more effective in maintaining
a secure collaborative environment than any
technology can ever be.

Enterprises must be able to institute a cul-
tural change across their extended organizations
on a global basis, as more of the product devel-
opment and management process becomes visi-
ble.  The enterprise culture must change from
placing blame on individuals to supporting them

in making better decisions — and giving greater
credit to those who make brilliant innovations.
Such cultural changes will be difficult in many
enterprises’ engineering environments — but a
new and better way of developing innovative
new products requires a new culture of collabo-
ration.

Aberdeen Summary Observations

CPC employs the Internet to collapse time and
distance from the product process lifecycle equa-
tion.  Now all parties involved with a product’s
design, manufacture, distribution, and service and
support can work in a collaborative fashion.
Designers can interactively share creative ideas;
engineers can concurrently work on individual
modules that are part of a common assembly;
procurement can search out appropriate sourcing
partners; manufacturing can be readying neces-
sary tooling and production capacity; and, most
importantly, the customer can be in on the entire
process from the onset.  With CPC, discrete
manufacturers will be regaining control of their
most valuable corporate asset — their product
and its complete process life cycle.

Aberdeen research shows that many of the
tools for enabling CPC are tested and ready for
general implementation.  This availability repre-
sents a point in the growth of this class of soft-
ware that denotes the transition from early
adopters’ experimentation to general implemen-
tation by profit-motivated industry leaders —
crossing the chasm.  For software, services, and
infrastructure suppliers, this technological
viability represents a time of rapid growth and
intense competition as rivals strive to become
dominant suppliers.

Aberdeen believes that this readiness signals
a call to action and opportunity.  CPC will help
discrete manufacturers ascend to the next level
of competitiveness by dramatically reducing the
time and associated costs of delay and design
rework when introducing a new product.
Aberdeen encourages manufacturers to con-
tinue to exploit the cost-saving initiatives of the
transactional systems (ERP, SCM, CRM) and
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begin leveraging those assets that get new and
innovative products to market more quickly.

CPC will bring executives back to the

thrill of product development and

innovation.

Users and suppliers all agree that the future
of collaborative product development and
product life cycle management, which CPC
enables, is where we are going.  But we still need
to agree on the common terms to communicate
our vision and the details of how we plan to im-
plement it.  Aberdeen, in agreement with other
leading market research firms and industry sup-
pliers, believes that Collaborative Product
Commerce (CPC) best describes the overall
functionality that is being provided by a new,
emerging category of software products today.

One of the objectives of this Market View-
point is to help convince industry decision-
makers and influencers that we should rally
around the term Collaborative Product Com-
merce to describe the new class of products and
services that are now being implemented by
leading-edge supply nets.  But Aberdeen recog-
nizes that this nomenclature will be extended as
additional software is encapsulated in future
product development and management models.

Now with CPC senior executives —
from the chairman on down — can be actively
involved in managing product innovation and
product life cycle once more.  Aberdeen
research shows that as executives move up the
ranks of discrete manufacturing companies they
miss the ability to be as intimately involved as
they once were.  And it is usually the case that
this hands-on involvement is what most often
made them successful in the first place.  CPC
will bring the thrill of product development and
innovation back   finally a corporate asset that
can be managed by the CEO.
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