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AbstractAbstractAbstractAbstract    
You joined the Web Services Interoperability (WS-I) Organization to 
accelerate and encourage the adoption of Web services. WS-I plans to 
meet these goals by providing deliverables that assist in the 
interoperability of Web services implementations. For the WS-I to be 
successful in its mission, however, it is essential that it has broad 
industry representation within its membership. WS-I needs your help. 
 
At this time, a vast majority of WS-I members are IT vendors. Whether 
you work for a vendor or not, it’s in your company’s best interest to 
expand the WS-I membership, expecially among industry members 
outside the IT community. This white paper is an important tool to help 
you in this important activity.  
 
This paper seeks to explain why current WS-I members should recruit 
additional industry members, why industry members should join the WS-
I, and what actions WS-I members should take to recruit new members. 
It should be a starting point for ideas about how you can help the WS-I 
grow and become more effective in achieving its goals. 
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I.I.I.I.    The WSThe WSThe WSThe WS----I Value PropositionI Value PropositionI Value PropositionI Value Proposition    
There comes a time in the evolution of every marketplace where the benefits of 
cooperating between participants in the marketplace in a standard manner 
outweigh the advantages of conducting business in a proprietary manner. There 
are clear economic incentives for vendors to lock in customers with proprietary 
practices, and in many cases customers are willing to become locked in if there 
is only one vendor that provides the goods or services they require. However, 
those vendors’ competitors eventually offer sufficient selection and quality to 
afford their potential customers choice. At that point, competitors who cooperate 
on establishing standards can provide themselves with a competitive advantage 
over those vendors who continue to offer proprietary solutions, because 
customers no longer have to lock themselves in to a particular vendor. The shift 
to standards-based commerce is therefore typically quite rapid when this tipping 
point is reached, as market participants who do not participate are quickly left 
out in the cold. 

It is not sufficient, however, for vendors alone to get together to decide upon 
standards. There is no business until a buyer and a seller come to an agreement, 
and a standard is so much ink on paper (or bits in a file) until vendors and 
customers can agree on how to do business in a standard way. The point here is 
that it is the business, not the standard, that is of critical importance: only when 
buyers and sellers actually use the standards to conduct day-to-day business can 
they realize the competitive advantages of the standards. 

The world of distributed computing is currently undergoing this transition from 
proprietary approaches to standards-based approaches. The phrase Web 
services, which has an increasingly well-defined technical meaning1, has also 
come to signify the overall movement toward standards-based approaches to 
distributed computing. And while distributed computing is a part of the IT vertical 
market, it is also the backbone of the economy as a whole. Every company uses 
information technology, and most run on top of a distributed computing 
infrastructure. Any company that has computers that talk to other computers 
over a network has a vested interest in conducting business via standards-based 
distributed computing—in other words, a vested interest in Web services. 

                                                           
1 Please see the appendix for a discussion of the definition of web service. 
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1.1.1.1.1.1.1.1.    The motivation for IT Vendor Members to recruit new Industry  membersThe motivation for IT Vendor Members to recruit new Industry  membersThe motivation for IT Vendor Members to recruit new Industry  membersThe motivation for IT Vendor Members to recruit new Industry  members for  for  for  for 
the WSthe WSthe WSthe WS----IIII    

The goals of the Web Services Interoperability Organization (WS-I) are to achieve 
Web services interoperability, encourage Web services adoption, and accelerate 
Web services deployment. The WS-I has these goals because they promote the 
broad application of standard ways of conducting business based upon 
distributed computing. Should the WS-I be successful in achieving its goals, then 
its members—both IT vendor and industry IT user alike—will be able to realize the 
competitive advantages that result from conducting business in a standard way. 

Fundamentally, the reason for existing WS-I members to recruit additional 
industry members is to further these fundamental goals of the organization. 
However, the benefits to vendor members and industry members differ 
somewhat. For vendor members, the motivation for recruiting new industry 
members to the WS-I include the following: 

 Build relationships with customers and potential customers. Vendors 
who actively seek the input and participation of customers into how their 
products behave build respect for their companies, and build 
professional relationships with customers and prospects. As long as the 
WS-I remains top-heavy with vendor members, it is limited in its ability to 
directly encourage business for those vendors. Only by having a 
balanced mix of vendors and industry users can the WS-I help to 
generate business. 

 Solicit use cases. The work of the WS-I begins with use cases that 
describe actual business requirements for Web services. Use cases lead 
to usage scenarios, which in turn are used to build the profiles that form 
one of the WS-I’s core deliverables. The more companies that provide 
business requirements for use cases, therefore, the more broadly 
applicable the resulting profiles will be. 

 Create a market for standards-based products. For the WS-I logo to 
generate real business opportunities for WS-I vendor members, there 
must be a critical mass of customers who purchase and recommend 
WS-I certified products. Recruiting industry members will “prime the 
pump” to generate market awareness and reference accounts for WS-I 
certified products. 

1.2.1.2.1.2.1.2.    The motivation for industry members to recruit new industry membersThe motivation for industry members to recruit new industry membersThe motivation for industry members to recruit new industry membersThe motivation for industry members to recruit new industry members    

For industry user members, the motivation for recruiting other industry members 
to the WS-I include the following: 

 Build relationships with other companies in the value chain. Depending 
on the vertical industry, the value chain contains multiple participants, 
often from different industries. Manufactured goods, for example, touch 
material suppliers, third-party manufacturers, logistics companies, 
distributors, retailers, and eventually the end user. The more 
participants in a company’s value chain that participate in the WS-I, the 
more efficiently, and lower cost, the value chain will operate. 
Furthermore, there is a substantial additional bonus benefit once the 
last non-interoperable value chain participant becomes interoperable, 
because at that point  all the participants in a value chain will be fully 
interoperable. 
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 Build industry consensus to reduce early adopter risks. If an industry 
member is the only participant from its vertical industry in the WS-I, it 
runs the risk of presenting business requirements that are out of the 
norm for its industry and specific to its own needs. Only by being joined 
by its competition can a company be assured that the use cases it 
contributes to are realistic for the industry as a whole, and improve the 
economics for the whole industry rather than for a single participant. 

 Increase the credibility of the WS-I in the industry. An industry with few 
WS-I members, and fewer real-world implementations, is less likely to 
have individuals who are familiar with and recognize the value of WS-I 
participation and certification than an industry with several participating 
members, and many real-world usage scenarios. 

1.3.1.3.1.3.1.3.    The WSThe WSThe WSThe WS----I membership value proposition for vertical industriesI membership value proposition for vertical industriesI membership value proposition for vertical industriesI membership value proposition for vertical industries    

What, then, are the arguments that an IT vendor or a vertical industry member 
can make for vertical industry members to join the WS-I? There are several 
specific advantages for an industry user to join the WS-I: 

 Obtain a forum for communicating business requirements. The most 
important reason for a user company to join the WS-I is to have a voice 
in the creation and use of Web services profiles. The WS-I’s work is 
based upon use cases derived from industry requirements, and thus 
participation is the surest way to guarantee that a company’s specific 
requirements for distributed computing interoperability are taken into 
account. 

 Achieve a thought leadership position in the industry. Joining the WS-I 
can provide a company with the technical and business positioning of a 
leader in the area of improving business and technology processes.  

 Guarantee that their industry is represented in standards development. 
If a company’s industry is not well represented in the WS-I, then a 
company’s interests may not be realized, or even worse, counteracted. 
For example, the Web services standardization needs of the travel 
industry are very different from those of the health care or insurance 
industries. There is strong motivation for industry members to join in 
order to guarantee that at least one company will represent their 
particular vertical industry. 

 Build relationships with other companies in the value chain. Companies 
can realize significant value only when other participants in their value 
chain, such as distributors and suppliers, can also realize value by 
implementing standards. This value proposition applies to companies 
thinking about joining the WS-I just as it does to member companies 
looking to recruit additional participants. 

 Complement and augment work in industry-specific consortia or 
standards bodies. Participating in the WS-I further helps those that are 
members of other, specific vertical industry consortia, such as ACORD 
for the insurance industry or OTA for the travel industry. For companies 
that are already participating in these efforts, participating in the WS-I 
bolsters the efforts of these groups by providing their vertically-oriented 
specifications with a solid horizontally-focused distributed computing 
layer. Industry-specific standards and best practices are necessarily 
constrained by being industry specific; because WS-I is horizontally 
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focused, WS-I membership can enable companies to coordinate best 
practices efforts across industries. 

 Accelerate realization of the cost savings benefits of Web services. Web 
services promise to reduce the cost of integration, a significant expense 
in most companies’ IT budgets. By participating in the WS-I, a company 
may be able to build the expertise necessary to reduce integration costs 
more quickly than if they weren’t a member, because of the tools, 
documentation, and other assistance that the WS-I provides. 

 Help drive the direction of the WS-I for horizontally-focused standards. 
The WS-I is a young organization just beginning its work. It currently 
plans to guide interoperability profiles and testing in areas beyond the 
current focus on the core Web services technology stack to routing, 
security, transactions, and other topics critical to the effective operation 
of business via distributed computing. Joining the WS-I now puts a 
company in a position to help guide the future direction of the WS-I as it 
tackles these and additional areas. 

 Keep internal IT resources in the loop on IT industry standards efforts. 
The immediate audience of many of the WS-I deliverables are 
developers and technology implementers, both within vendor 
organizations and industry companies. By participating in the WS-I, a 
company will be better able to provide assistance to their internal IT 
staff in the production and management of interoperable Web services. 
The advantage to this assistance is two-fold: developers will be more 
productive and also have higher morale since their efforts will be 
supported both by the company as well as the industry as a whole. 

 Balance competitors’ requirements. Whenever a company has a direct 
competitor that is already a member of the WS-I, the new company can 
realize benefit both by preventing their competition from getting an 
undue share of attention from the efforts of the WS-I as well as by 
increasing the balance in the organization in the representation of the 
needs of their industry. 

II.II.II.II.    Sending the Right Message to the Right People at the Sending the Right Message to the Right People at the Sending the Right Message to the Right People at the Sending the Right Message to the Right People at the 
Vertical IndustriesVertical IndustriesVertical IndustriesVertical Industries    
The challenge facing the WS-I today is the recruitment of new industry members, 
in the context of contributing to the creation and implementation of Web services 
standards profiles and use cases. Without a critical mass of industry vendor 
participants, the WS-I will lack the “teeth” necessary to make sure that its 
recommendations and profiles are adopted on a cross-industry basis.  

However, achieving the goal of widespread adoption is far from easy, and has 
been a difficult and often insurmountable challenge for many standards creation 
and interpretation bodies. History has shown that successful standards are those 
that are broadly applicable across multiple industries, but provide specific 
guidance on an industry-by-industry basis. There are two major contributing 
factors towards this sort of adoption: 

 Support by the leaders of a particular industry segment. 

 Support by established and well-regarded industry standards consortia. 

The critical challenge for the WS-I is then the recruitment of key industry leaders 
and industry consortia. However, the way to create and communicate the 
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message to each vertical industry is far from obvious. Furthermore, there is a far 
greater number of industry end-user organizations than there are IT vendor 
organizations that serve them. It can be a daunting task to seek the top 10 
leaders in dozens of industries, each of which consist of thousands of 
organizations. It is a much easier task to approach industry consortia, but the 
problem still remains: which industries to target, and how can the WS-I convince 
industry consortia to join a body that doesn’t have any of its members as 
constituents? 

2.1.2.1.2.1.2.1.    Key VerticalsKey VerticalsKey VerticalsKey Verticals    

Before the WS-I can approach individual industry organizations or the consortia 
that represent their interests, we must first identify which are the critical industry 
segments that are adopting Web services technologies. After all, it makes little 
sense for the WS-I to use its limited resources to approach the leaders of an 
industry that are reticent or slow to adopt Web services technology.  

Figure II-1 and Table II-1 below show that industries that are heavily involved in 
information sharing are those that spend the most annually on IT technology as a 
whole. In particular, the financial sectors (banking, insurance, and other financial 
services), manufacturing sectors (general manufacturing, automotive, and 
aerospace), and high tech sectors (telecommunications, information technology, 
and electronics) are large spenders of IT dollars. However, there are many other 
industries that are information-driven including the travel and hospitality, 
government, and media industries. Since all of these industries represent 
trillions of dollars of expenditure in the US alone, it’s clear that focusing on the 
key industries that are information and relationship driven will be helpful to the 
WS-I. 

Figure Figure Figure Figure IIIIIIII----1111: IT Expenditure by Industry as % of Total US IT Spending: IT Expenditure by Industry as % of Total US IT Spending: IT Expenditure by Industry as % of Total US IT Spending: IT Expenditure by Industry as % of Total US IT Spending    

Source: Copyright © 2002 ZapThink, LLC
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Table IITable IITable IITable II----1: Total 2001 IT Expenditu1: Total 2001 IT Expenditu1: Total 2001 IT Expenditu1: Total 2001 IT Expenditure by Industryre by Industryre by Industryre by Industry 
IndustryIndustryIndustryIndustry    IT Expenditure IT Expenditure IT Expenditure IT Expenditure     

($ Millions)($ Millions)($ Millions)($ Millions)    
Banking           72,817.30 
Manufacturing           57,432.97 
Insurance           55,458.49 
Financial Services           53,664.97 
Telecommunications           48,528.21 
Consulting & Business Services           35,555.35 
Consumer Goods & Retailing           33,083.44 
Automotive / Aerospace           34,805.09 
Food, Agriculture, and Beverage           32,543.06 
Construction & Engineering           27,498.22 
Health Care & Medical           23,734.69 
Print, Media & Entertainment           20,983.53 
Electronics           21,499.89 
Logistics & Transportation           18,617.18 
Biotechnology & Pharmaceuticals           17,128.20 
Information Technology           16,934.78 
Chemicals           19,847.71 
Real Estate           13,099.35 
Energy           12,178.58 
Utilities           12,163.75 
Hospitality & Travel             9,631.90 
Public Sector (non-Governmental)             4,571.92 
Legal             2,519.09 
Mining, Metals & Natural Resources             2,466.63 

Source: ZapThink, LLC 

2.1.1.2.1.1.2.1.1.2.1.1.    Top Vertical: Financial Services    

 There are a number of factors that contribute to the financial sector’s role as a 
leading implementer of XML technologies. First and foremost, financial services 
industries are information industries. Other than the cash that comes out of the 
ATM machine, there are few physical products in the financial services world. At 
the end of the day, account balances, stock positions, currency values, loan 
balances, and the vast majority of other financial products are represented in a 
variety of databases, repositories, and file formats.  

Not only are financial services companies dependent on information for their 
day-to-day operations, but the information itself is also highly valuable. Network 
or system outages, inefficient processes, or human-intensive operations can 
dramatically and critically injure a Financial Services Provider (FSP). On the flip 
side, any improvements in data storage, exchange, representation, and 
manipulation can greatly add to an FSP’s bottom-line. Since the financial 
industries are primarily information industries, it makes sense that they would 
want to lower their cost of technology implementation, especially as it relates to 
internal and external integration. Because Web services are primarily an 
integration play, at least in the short term, the financial services sectors have 
much to gain from implementing a consistent Web services approach across 
their vertical. 

The Financial Services sector can be divided into five major industry segments, 
as shown in Figure II-2:  
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Figure Figure Figure Figure IIIIIIII----2222: Representative Financial Services Industries: Representative Financial Services Industries: Representative Financial Services Industries: Representative Financial Services Industries    
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Source: Copyright  © 2002, ZapThink, LLC     

 Capital markets (including buy and sell-side equities trading, fixed 
income, commodities, currencies, and investment banking). 

 Retail and commercial banking (including wholesale and central 
banking, cash management, and commercial loans). 

 Insurance (life, property, and casualty). 

 Real estate (mortgages and commercial real estate) trade facilitation. 

 A variety of payment services offered over a variety of distinct, highly 
secure delivery channels.  

In each of these sectors, there exist a handful of influential vendors and 
consortia that are determining the direction for Web services adoption in these 
sectors, as shown in Table II-2.  

    Table IITable IITable IITable II----2: Key Financial Industry Members and Consortia2: Key Financial Industry Members and Consortia2: Key Financial Industry Members and Consortia2: Key Financial Industry Members and Consortia    

Industry SectorIndustry SectorIndustry SectorIndustry Sector    Top 5 BusinessesTop 5 BusinessesTop 5 BusinessesTop 5 Businesses    Key ConsortiaKey ConsortiaKey ConsortiaKey Consortia    
Banking Citibank, Bank of America, 

Wells Fargo, JP Morgan Chase  
IFX Forum 
(www.ifxforum.org),  

Capital Markets 

Morgan Stanley, Merrill Lynch, 
Goldman Sachs, Lehman 
Brothers, Bear Stearns 

FpML 
(www.fpml.org), 
RIXML 
(www.rixml.org), 
MDDL 
(www.mddl.org), FIX 
(www.fixprotocol.org)

Insurance 
MetLife, Prudential, AIG 

ACORD 
(www.acord.org) 

Mortgages / Lending same as banking MISMO 
(www.mismo.org) 

Accounting KPMG, Deloitte & Touche, 
PriceWaterhouseCoopers, Ernst 
& Young 

XBRL (www.xbrl.org) 

Diversified Financial General Electric, American 
Express 

Same as above 

2.1.2. Top Vertical: Manufacturing 

The manufacturing sectors have long been adopters of standards for inter-
business and inter-system communication. In particular, they have adopted EDI 
and related technologies to a large degree, especially between the largest of 
vendors and their suppliers. The manufacturing sector actually consists of a wide 
variety of sub-industries, each with their own particular implementation quirks. 
Significant manufacturing sectors include general manufacturing of everything 
from hard goods to consumer packaged goods, automobile and aerospace 
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manufacturing, and other industries that operate on the basis of an extended 
value chain. 

Critical to understanding the manufacturing sectors is an understanding of the 
value chain, of which the supply chain forms an integral part. The supply chain 
has evolved to become a central focal point for automation and electronically-
enabled processes. Since so many parties are involved in the process of getting 
a product from a company to its customers, optimizing the efficiency, lowering 
the cost, and increasing the return on investment for each of the portions of the 
value chain is a major goal of most Supply Chain Management (SCM) techniques 
and technologies. The value chain can be visually represented as in Figure II-3: 

Figure Figure Figure Figure IIIIIIII----3333: The Extended Value Chain: The Extended Value Chain: The Extended Value Chain: The Extended Value Chain    
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In order for a Web services standard to gain hold in the manufacturing verticals, 
it is critical that every piece of the above value chain get some value out of the 
interoperability afforded by well-developed standards. Nowadays, the supply 
chain is more of a “web.” Each manufacturer of finished goods has relationships 
with dozens or hundreds of suppliers, each of which have relationships with 
dozens or hundreds of manufacturing customers. These inter-relationships have 
enabled the use of dynamic supply agreements that allow companies to 
constantly be on the lookout for better relationships and deals. The increasing 
globalization of business has resulted in suppliers existing anywhere in the world 
covering many different countries, languages, and time zones. This globalization 
has added additional challenges and pressures in trying to optimize supply 
chains. 

In the past, the way that standardization of critical supply chain technologies 
were handled was through industry consortia that helped to clarify existing 
standards through a process of creating “guidelines” for existing standards. In 
particular, the ASC X12 EDI standard was the basis for many North American 
firms to come together to agree on their implementation of those standards. 
Examples of guideline creating bodies include the Electronics Industry Data 
Exchange (EIDX) group, Chemical Industry Data Exchange (CIDX), Petroleum 
Industry Data Exchange (PIDX), and a host of others in various different 
manufacturing, logistics, retail, and raw materials provider firms. Each of these 
guidelines-creating consortia would make good candidates for joining the WS-I, if 
only to influence the other XML-focused standards bodies. 

In order for a Web 
Services standard to 
gain hold in the 
manufacturing 
verticals, it is critical 
that every piece of 
the above value chain 
get some value out of 
the interoperability 
afforded by well-
developed standards.  
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In addition to the EDI standards bodies, there are a number of organizations 
focused on providing value for XML to the manufacturing industries. These, as 
well as leading manufacturing firms, are outlined in Table II-3 below: 

 
 Table IITable IITable IITable II----3: Key Manufacturing and Materials Members and 3: Key Manufacturing and Materials Members and 3: Key Manufacturing and Materials Members and 3: Key Manufacturing and Materials Members and 
Consortia/Working GroupsConsortia/Working GroupsConsortia/Working GroupsConsortia/Working Groups 

Industry SectorIndustry SectorIndustry SectorIndustry Sector    Industry LeadersIndustry LeadersIndustry LeadersIndustry Leaders    Key Consortia & Working Key Consortia & Working Key Consortia & Working Key Consortia & Working 
GroupsGroupsGroupsGroups    

Raw Materials Alcoa, Nucor, Dow 
Chemical, Dupont, 
International Paper 

The Chemical Industry Data 
Exchange (www.cidx.org)  

Petroleum Exxon Mobil, Shell Oil, 
Chevron Texaco, British 
Petroleum, Occidental 
Petroleum 

American Petroleum 
Institute (www.api.org) 

Automotive and 
Aerospace Ford, GM, Boeing, United 

Technologies, Lockheed 
Martin 

OAGI working group 
(www.openapplications.org), 
The Automotive Industry 
Action Group (www.aiag.org)

Distribution Genuine Parts, W. W. 
Grainger  

ebXML working group at 
OASIS (www.oasis-open.org) 

2.1.3. Top Vertical: High Tech 

An adjunct to the manufacturing vertical is the high tech sector, which represents 
both high tech manufacturing as well as information technology firms that make 
use of the technology produced by those manufacturers. In the former case, the 
requirements of high tech manufacturers follow roughly the same of those of 
manufacturing as a whole, with one key caveat: high tech manufacturers face 
short shelf-life issues, meaning that inventories must be kept critically lean so 
that they don’t have an overabundance of obsolete products in the market. In 
the latter category, information and knowledge workers have standards of their 
own that are critical to the operation of network systems and devices. 

In this vertical, there are two major industry standards that are making their 
presence felt in the Web services arena: RosettaNet, which focuses mainly on 
the IT and electronics manufacturing industries, and ebXML, which is focused on 
manufacturing as a whole, but has gained traction in the high tech vertical 
market. Each of these sets of specifications has many different things to offer, 
and it is evident that Web services will be dramatically impacting their use, but 
the WS-I can a gain significant foothold in the high tech markets by working 
closely with these organizations to develop a strongly interoperable set of 
solutions. 

2.1.4.2.1.4.2.1.4.2.1.4.    Other Leading Verticals    

Clearly, there are dozens of industry vertical sectors consisting of thousands of 
companies, and we have just touched on a few of the most important sectors. 
However, there are many other sectors worth interacting with in the manner 
proposed above: work closely with the industry leaders and industry consortia to 
present value propositions acceptable to those industries. 

Table II-4 below outlines a few of the emerging verticals that are adopting Web 
services and XML for interoperability: 
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Table IITable IITable IITable II----4: Other Vertical Industry and Consortia/Working Groups4: Other Vertical Industry and Consortia/Working Groups4: Other Vertical Industry and Consortia/Working Groups4: Other Vertical Industry and Consortia/Working Groups 
Industry SectorIndustry SectorIndustry SectorIndustry Sector    Industry LIndustry LIndustry LIndustry Leaderseaderseaderseaders    Key Consortia/Working Key Consortia/Working Key Consortia/Working Key Consortia/Working 

GroupsGroupsGroupsGroups    
Biotech Merck, Amgen, Genzyme, 

Pfizer, Bristol-Myers Squibb 
The BIOML working 
group at the 
Biotechnology Industry 
Organization 
(www.bio.org) 

Health care Aetna, United Health Group, 
Cigna, HCA, WellPoint Health 
Networks 

HL7 (www.hl7.org) 

Travel AMR, UAL, Delta Airlines, 
Marriott International, Park 
Place Entertainment 

Open Travel Alliance 
(www.opentravel.org) 

News and Media AOL Time Warner, Disney, 
Viacom, Gannett, R. R. 
Donnelley & Sons 

International Press 
Telecommunications 
Council (www.iptc.org), 
Information and Content 
Exchange (ICE) 
(www.idealliance.org), 
PRISM 
(www.prismstandard.org)

2.1.5. Selected horizontal industries 

Some key horizontal industries that are becoming heavily involved in Web 
Services activity include the Logistics and Transportation, Legal, and Professional 
Services industries. Each of these industries has a number of touch points with 
many other vertical industries and as such bears much of the burden for 
adopting multiple, different vertical industry standards. For example, the 
Logistics industry must comply to dozens of specifications for shipping and 
transportation information. They are looking at Web Services to simplify these 
integration test points. 

Table IITable IITable IITable II----5: Horizontal Industry and Consortia/Wo5: Horizontal Industry and Consortia/Wo5: Horizontal Industry and Consortia/Wo5: Horizontal Industry and Consortia/Working Groupsrking Groupsrking Groupsrking Groups    

Industry SectorIndustry SectorIndustry SectorIndustry Sector    Industry LeadersIndustry LeadersIndustry LeadersIndustry Leaders    Key Consortia/Working Key Consortia/Working Key Consortia/Working Key Consortia/Working 
GroupsGroupsGroupsGroups    

Logistics and 
Transportation 

Union Pacific, UPS, FedEx ASC X12 (www.x12.org) 

Legal Fragmented market LegalXML working group 
at OASIS 
(www.legalxml.org) 

Business Consulting Accenture, BearingPoint, IBM 
Global Services, McKinsey 

none 

Human Resources TMP Worldwide 
(Monster.com) 

HR-XML (www.hr-
xml.org) 

 

2.2.2.2.2.2.2.2.    Finding the right individuals or organizationsFinding the right individuals or organizationsFinding the right individuals or organizationsFinding the right individuals or organizations    

In early discussions with existing WS-I members, ZapThink learned that industry 
organizations fell into two groupings: those organizations large enough to exert 
influence on their industry, and smaller organizations that worked through 
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organizations to meet their needs and looked to larger organizations to pioneer 
new technologies and approaches. The reason for this split is simple: smaller 
organizations do not have the resources to convince the rest of their industry to 
move to a particular technological approach, while larger vendors often seek to 
play a role as industry leader, and in the process take on the risk of adopting 
new technologies. 

Since the WS-I can’t afford to meet only the needs of large industry vendors and 
alienate smaller businesses, the organization must take a two-part approach to 
finding and convincing these respective industry organizations to join the WS-I: 
“hunting” for individual, large industry customer vendors, and “farming” the 
vertical industry associations and consortia that can help bring the rest of the 
industry into compliance with WS-I proposed profiles. As detailed above, finding 
the industry leaders and the key organizations isn’t that difficult, but finding the 
individuals within those vendors and organizations and positioning the 
organization in the correct manner can be a challenge. 

2.2.1.2.2.1.2.2.1.2.2.1.    “Hunting” for large industry customer vendors (Global 1000)    

Large industry vendors often seek to gain a technological edge over their 
competitors, often by adopting technologies that promise a significant ROI before 
the rest of the industry does so. However, there is a caveat that proprietary 
technologies tend to lock an enterprise into solutions from single vendors. 
Standards-based computing plays against this option by providing a way for large 
industry vendors to adopt solutions that will later be adopted by the rest of the 
industry. Thus, industry end-user organizations can realize both significant ROI as 
well as market leadership by being the first to adopt standards-based 
technologies and then converting their learned experiences into best practices 
that can then be realized by the rest of the industry. The early wins will afford the 
organization early market leadership, while the later standardization of their 
industry will guarantee that they haven’t locked themselves into proprietary 
solutions and can realize lower total cost of ownership in the long haul. 

Clearly, the WS-I needs to recruit those industry vendors that are already working 
with Web services technologies but have yet to establish best practices and 
methodologies that will counteract those proposed by the WS-I. The best way to 
identify early industry leaders is to identify Web services case studies and make 
sure that those vendors who are implementing in-production Web services 
implementations are doing so in a way that is compatible with WS-I profiles. The 
number of Web services case studies is increasing dramatically through 2002, 
and it is expected that there will be a number of notable Web services 
implementations in 2003. The WS-I should seek to have these vendors as 
members, and use their leadership to help encourage the rest of the industry to 
follow suit. 

Once the WS-I has identified which companies should be members, it becomes 
relatively straightforward to identify who within those organizations would be 
responsible for managing their organization’s membership. That responsibility 
usually falls upon the CIO, CTO, or manager of e-Business activities. This could 
even be the person who was responsible for coordinating their EDI or other B2B 
activities. 

2.2.2.2.2.2.2.2.2.2.2.2.    “Farming” the vertical industry associations and consortia    

The strategy of the WS-I should be to recruit larger vendors to serve as a way to 
recruit the industry consortia. While the WS-I is committed to producing use 
cases and case studies that are beneficial to different industries, it is not the WS-
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I’s job to manage all the business process and usage issues specific to any 
particular industry. The industry consortia are better suited to this task. 

However, it is not trivial to recruit industry consortia as WS-I members. The 
consortia themselves are supposed to represent the best interests of their 
members, and therefore they are member-led. If their members are not getting 
involved with Web services standards, then the consortium will not be very 
interested in joining the WS-I. The WS-I should approach those consortia only 
when it has a few of its most prominent members as members in the WS-I. In 
this way, the WS-I can reduce the risk for the consortia to join the body and at 
the same time continue adding value for end-user, industry organizations. 

Locating vertical industry associations and consortia is a fairly straightforward 
task. Thought-leading industry members will usually be members of one or more 
industry consortia, and as such, can provide a great “network effect” that will 
help to promote the value of the WS-I to the association as a whole. 

2.2.3.2.2.3.2.2.3.2.2.3.    Relationships with horizontally-focused standards organizations    

The WS-I has already been involved in working with a number of non-industry 
specific standards organizations including the W3C, OASIS, and other bodies. 
Even these relationships can be examined to see how they can help benefit the 
recruitment of industry vendors. Certain horizontal standards bodies are very 
adept at recruiting industry members. For example, the Open Applications Group 
(OAGI) has been successful at recruiting manufacturing and technology leaders 
such as Boeing, Ford, and Cisco as members. Forming the right alliances with 
horizontal groups, despite their possibly conflicting technological goals, may be a 
strategic win for the WS-I, since it doesn’t force industry members into 
supporting one standards effort at the expense of another. This is also the case 
with industry consortia that have already formed relationships with other bodies 
such as ebXML, RosettaNet, and the OMG. 

2.3.2.3.2.3.2.3.    Leveraging Leveraging Leveraging Leveraging Existing Relationships between verticals and WSExisting Relationships between verticals and WSExisting Relationships between verticals and WSExisting Relationships between verticals and WS----I membersI membersI membersI members    

One of the best ways to accomplish the WS-I’s recruitment goals is to leverage 
existing IT vendor members to help hunt for individual end-user organizations as 
well as leverage their involvement in other vertical and horizontal standards 
organizations. Many current WS-I members, especially the founding members, 
have deep relationships with both industry organizations as well as consortia. 
This is a rich vein of opportunity that can be tapped to maximize the value 
proposition for the WS-I, IT vendor members, and industry organization members 
alike. 

2.3.1.2.3.1.2.3.1.2.3.1.    Founding Members    

The founding WS-I members, including IBM, Microsoft, Oracle, and BEA, already 
have strong presences in a number of major industry vertical segments including 
the financial services, biotech, health care, and government industries. The WS-I 
should make sure that its founding members realize that they can best help their 
own goals by making sure their own customer implementations are compliant 
with the WS-I profiles. Furthermore, those vendors can realize additional value by 
making sure their customers are either direct members of the WS-I or are 
members through their involvement with industry consortia. IT vendors should 
leverage their relationships with existing customers to help maximize the overall 
benefit of adopting standards. 

Forming the right 
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2.3.2.2.3.2.2.3.2.2.3.2.    Non-founding members (startups and industry members)    

In addition to the founding members, many startup organizations and end-user 
industry organizations can also realize significant benefit by leveraging their 
customer base. Startups can realize significant marketing and sales benefits by 
touting their relationship with the WS-I and leveraging the organization as a 
source for awareness and lead generation. By helping the WS-I, the WS-I can 
help startups by providing a “seal of approval” on the activities of these emerging 
vendors, “raising the tide and floating all boats” by providing a level playing field 
and increased support through standards and interoperability. 

Industry organizations can also realize a benefit by working with their suppliers 
and partners to adopt WS-I specifications. Standards adoption, after all, is a 
network effect: the more organizations that adopt the standards, the greater the 
return for all players. Thus, it is even in the best interests of industry members 
that join the WS-I to recruit other industry members, their customers, suppliers, 
and partners to become members of the WS-I either directly or through industry 
consortia. 

III.III.III.III.    Recommendations fRecommendations fRecommendations fRecommendations for WSor WSor WSor WS----IIII    
This section contains specific recommendations for WS-I members that will 
assist them in recruiting new industry members specifically, and achieving the 
overall goals of the WS-I in general. 

3.1.3.1.3.1.3.1.    Recommended Activities for WSRecommended Activities for WSRecommended Activities for WSRecommended Activities for WS----I to Recruit MembersI to Recruit MembersI to Recruit MembersI to Recruit Members    

Here are ZapThink’s recommendations for the WS-I membership: 

 Identify and target early Web services implementations. Survey current 
vendor members for customer stories, as well as press and analyst 
contacts, to identify companies that are positioning themselves as Web 
services early adopters. 

 Target key verticals with high level of Web services implementations. 
Focus on financial services, manufacturing, and value chain (raw 
materials, logistics, and distribution) verticals, because these industries 
have a broad acceptance of Web services at this time. 

 Leverage the influence of large industry members to bring consortia 
close to the WS-I. Survey current industry members who are leaders in 
their industries to find out which consortia their companies participate 
in, and leverage their contacts and influence within those consortia to 
increase exposure for the WS-I. 

 Provide a clear incentive for smaller organizations to become part of the 
WS-I through involvement with their own consortia. Work with consortia 
leadership to formulate specific programs within the consortia 
membership that incent smaller consortium members to become 
involved with the WS-I through their respective consortia. 

 Provide an incentive for existing WS-I members to recruit industry 
members. The greatest incentive WS-I has to offer is likely to be positive 
publicity. Feature top recruiters in WS-I publications and press releases. 
In addition, the WS-I could consider providing added membership 
bonuses for WS-I members that successfully recruit new industry 
members or consortia. 
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 Engage in targeted marketing activities aimed at industry groups. Media 
sponsor vertical industry trade shows and conferences. Use traditional 
marketing techniques to promote “WS-I certified” logo and associated 
material. Follow the examples of Underwriter’s Laboratories “UL 
certified” mark and the “Intel Inside” campaign to build name 
recognition and credibility for WS-I certification. 

 Provide recruitment training for WS-I members. As part of regular WS-I 
meetings, provide orientation and training for members to prepare them 
for recruiting. 

3.2.3.2.3.2.3.2.    Additional Ideas to Promote Industry RecruitmentAdditional Ideas to Promote Industry RecruitmentAdditional Ideas to Promote Industry RecruitmentAdditional Ideas to Promote Industry Recruitment    

 Offer an “associate membership” for industry consortia. Create a 
package of promotional services that consortia will receive if they join 
the WS-I, tailored specifically for the needs of that consortia. 

 Provide a “seal of approval” for startups and other groups that are not 
large enough for membership. Create two levels of “WS-I certification,” 
one for members, and the other for non-members who self-certify that 
they are WS-I profile compliant. Companies who apply for the lower level 
of certification are a self-selected target list for recruitment. Provide a 
way for consortia themselves to gain approval from the WS-I as 
implementing WS-I best practices. 

 Offer a “leadership designation” for the first industry member in an 
under-represented vertical to join. For those vertical industries that have 
no WS-I representation, offer a special designation (which may be 
entirely honorary) for the first few companies in that industry to join. 

 Extend special benefits to individuals participating in the WS-I recruiting 
working group. Benefits the WS-I can offer to encourage participation in 
the recruitment working group include additional press release and 
marketing support. Recruiting members for this working group should be 
based on finding vendors with the most number of existing industry 
contacts and those with good presence in particular target verticals. As 
new members join the WS-I, expectations should be set that helping with 
recruitment is part of the contribution each member is expected to 
make. 

3.3. How WSHow WSHow WSHow WS----I should organize itselfI should organize itselfI should organize itselfI should organize itself 

It makes sense to have a committee/working group within the WS-I who is 
responsible for motivating recruitment. The membership of this group should 
rotate frequently (either annually or semiannually), and it should be made clear 
to the WS-I membership at large that this committee is responsible for assisting 
all the members in their recruitment efforts, rather than being solely responsible 
for recruiting.  

IV.IV.IV.IV.    ConclusionsConclusionsConclusionsConclusions    
The WS-I is an increasingly influential organization whose recommendations and 
profiles are sure to influence the most important Web services implementations 
across all vertical industries and application types. However, in order to 
guarantee long term success and avoid the pitfalls faced by many unsuccessful 
standards organizations, the WS-I must gear itself towards recruiting industry 
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members and consortia to help provide the real-world implementation and 
business process backing required to make Web services implementations a 
success. 
 
Implementing a successful recruitment strategy is a team effort. The WS-I 
organization must make sure to provide the key benefits and support for both 
individual end-user organizations and consortia to obtain benefit from cross-
industry standards without sacrificing the key differentiators that make each 
industry and company unique. IT vendor members of the WS-I must pitch in to 
encourage their customers and prospects to support the WS-I profiles as well as 
the vendors’ implementations of those profiles. Furthermore, each industry 
member must serve as a role model for how to implement Web services in a 
focused way for their particular industry. By bringing industry members and 
consortia that represent them together with the WS-I, Web services 
implementations will move beyond promise and into reality. 
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Appendix: Definitions of Appendix: Definitions of Appendix: Definitions of Appendix: Definitions of Web ServicesWeb ServicesWeb ServicesWeb Services    

Unfortunately, Web services is a somewhat nebulous term that has different meanings in 
different contexts. However, there is a broad consensus on its meaning, as shown by the 
definitions from the following groups. 

The WS-I defines Web services as: 

Loosely coupled software applications that are invoked through Uniform Resource Identifiers 
(URIs) and communicate via exchange of Simple Object Access Protocol (SOAP) messages. As 
needed, they are described using the Web Services Description Language (WSDL), and 
discovered using Universal Description Discovery and Integration (UDDI) registry services. 

The W3C (World Wide Web Consortium) favors this definition: 

A Web service is a software system identified by a URI, whose public interfaces and bindings 
are defined and described using XML. Its definition can be discovered by other software 
systems. These systems may then interact with the Web service in a manner prescribed by its 
definition, using XML based messages conveyed by Internet protocols. 

Microsoft offers the following definition: 

A web service is an interoperable computational service, specified in terms of protocols (the 
messages it receives and sends), language-neutral, platform-independent, using XML, SOAP 
and WSDL, and based on computer-to-computer message exchange without the assumption 
of a human  as the immediate processor of the messages. 

IBM contributes the following commentary: 

 Web services standards and technologies allow us to describe and deploy applications or 
services on a network in a consistent way so that they can be discovered and invoked in 
a secure and reliable manner. 

 A “web service” is an application that uses these standards and technologies. 
 It is likely that a given web service will be employed as part of a larger set of transactions 

or involved in a business process/workflow with many activities. 
 XML is a critical component to this, but so is a pragmatism about using existing 

protocols. 

And finally, ZapThink offers the following: 

A strict definition of Web services are “encapsulated, loosely coupled, contracted software 
objects offered via standard protocols.” Essentially, Web services are application functionality 
residing on systems that accept requests from other systems locally or across the Internet by 
means of lightweight, vendor-neutral communications technologies. 

 Encapsulated means that the implementation of each Web Service is invisible from 
outside the Web Service. Its functionality is known only by the interface it exposes. In 
essence, Web services abstract the implementation from the interface, similar to the way 
that XML separates content from processing. 

 Loosely coupled means that Web services and the programs that invoke them (known as 
Web Service consumers) can be changed independently of each other, instead of 
requiring a redesign of the involved components. 

 Contracted means that the Web service’s behavior, as well as how to connect, or bind to 
it, and its input and output parameters, are available to those consumers who are able to 
access it.  

 Web services are typically built upon the standard protocols XML (eXtensible Markup 
Language) and HTTP (Hypertext Transfer Protocol), which are both open and freely 
available. In addition, Web services leverage SOAP (Simple Object Access Protocol), 
WSDL (Web services Description Language) and UDDI (Universal Description, Discovery, 
and Integration), which are all standard protocols based upon XML. 
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ZapThink is an IT market intelligence firm that provides trusted advice and critical insight into 
XML, Web Services, and Service Orientation. We provide our target audience of IT vendors, 
service providers and end-users a clear roadmap for standards-based, loosely coupled 
distributed computing – a vision of IT meeting the needs of the agile business. 

ZapThink’s role is to help companies understand these IT products and services in the context 
of SOAs and the vision of Service Orientation. ZapThink provides market intelligence to IT 
vendors who offer XML and Web Services-based products to help them understand their 
competitive landscape and how to communicate their value proposition to their customers 
within the context of Service Orientation, and lay out their product roadmaps for the coming 
wave of Service Orientation. ZapThink also provides implementation intelligence to IT users 
who are seeking guidance and clarity into how to assemble the available products and 
services into a coherent roadmap to Service Orientation. Finally, ZapThink provides demand 
intelligence to IT vendors and service providers who must understand the needs of IT users as 
they follow the roadmap to Service Orientation. 

ZapThink’s senior analysts are widely regarded as the “go to analysts” for XML, Web Services, 
and SOAs by vendors, end-users, and the press. They are in great demand as speakers, and 
have presented at conferences and industry events around the world. They are among the 
most quoted industry analysts in the IT industry. 

ZapThink was founded in October 2000 and is headquartered in Waltham, Massachusetts. Its 
customers include Global 1000 firms, public sector organizations around the world, and many 
emerging businesses. ZapThink Analysts have years of experience in IT as well as research 
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