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Professors Celia de Anca and Salvador Aragón examine how collaboration 
has become one of the watchwords of the digital age, and how co-creation, 
co-sharing, co-working, co-design, and co-thinking are now key elements in 
a new form of economic activity. This is commonly referred to as the collabor-
ative economy, with people increasingly organizing their lives on a collective 
basis, mixing their private and professional existences, and operating in small 
groups akin to traditional clans that can just as easily function on a neighbor-
hood basis or at the other end of the world, as though the global and local 
were just one continuum. 

This collective mind-set has changed our traditional understanding of 
diversity, expanding into new cultural identities in which, in addition to identi-
ties of origin, new, aspirational ones emerge. Anca and Aragón call this “tribal 
behavior” and look at how it can be channelled into economic activity, inte-
grating it in the process into systems to successfully explore and exploit new 
business scenarios, as well as developing new business models.
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        Key Features for the Company of the Future:     

Building Collaborative 
Environments
By building environments that 
involve employees, customers 
and other stakeholders in 
their value system, we can 
encourage employees to make 
their jobs click in with their 
outside interest groups. 

Understanding Diversity 
The future may be “tribal,” but 
modern groups are brought 
together not by duty but by 
individual choice. So the 
businesses of the future must 
understand diversity in all its 
array of meaning, embracing 
both source and destination 
identities – those which an 
individual chooses through 
free choice and affiliation.

Strategic Foresight 
It requires us to create 
business models that grasp 
existing market opportunities 
and explore the possibilities  
of the future.  
It also demands that we 
develop a wide range of 
capabilities to adapt  
to change. We should nurture 
a “tribal” model of thought 
where the key source of 
innovation is diversity.
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Introduction: Is the Age of Individualism Over?

At the end of the 1980s, sociologist Michel Maffesoli1 used the term “tribe” to  
illustrate a significant shift in society underway since the European Enlightenment, 
from one built around the individual to a world populated by “affective commu-
nities.” More than two decades on, the collective energy the French thinker saw 
emerging is now developing at full speed, helped by new information technology 
systems. The myriad of existing global networks enables the simultaneous par-
ticipation of individuals in a multitude of groups that they come to identify with. 

Diversity in identity today goes beyond identities of origin to include addi-
tional identities that can be channeled via a multitude of cultural communities 
or tribes that individuals aspire to belong and contribute to. 

The new form of collaboration is based on difference, not sameness. Old 
tribes were built on sameness, and were thus closed to others to protect their 
individual members, which usually led to confrontation and isolation. By con-
trast, the new tribes put individual differences at the service of collaboration, 
and are open to others and interlinked with other tribes in a multiplicity of 
networks that enable individuals to work together. 

Diversity and Tribal Thinking  
in the Collaborative Organization
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Shared action is the driving force behind collaborative economics. According 
to Von Mises (1949)2 the central issue in traditional economies is human  
action as an nindividualistic application of human reason to select the best 
means of satisfying individual ends.  
In a complementary way, the collabor-
ative economy could be defined as the 
collaborative application of human 
reason to select the best means of satis-
fying the collective ends of the group.

Two complementary factors define 
collaborative economics: the collabora-
tive nature of needs (ends) and means. 
To qualify as collaborative, an activity 
must satisfy a shared need within a group. For example, car sharing is a re-
sponse to a shared need for transportation. In addition, the sharing economy 
implies a shared use of need-oriented means within the group in order to sat-
isfy a previous need. A clear example today of this is online crowdfunding: 
platforms used by lenders and those starting up a business or project to satisfy 
investment and funding needs.

This chapter will be divided into two main areas: the first will analyze  
diversity and the new forms of tribalism emerging in society; the second will 
deal with how tribes can be understood in the context of the collaborative 
economy, describing a few examples of how this tribal intelligence can help 
organizations to exploit and explore new business scenarios and new business 
models, as well as how to define a flexible structure in which multiple tribes 
can operate for the common good. 

PART I: Diversity and the New Forms of Tribalism

Diversity: From Identities of Origin to Identities of Aspiration

“If action as beginning corresponds to the fact of birth, if it is the actu-
alization of the human condition of natality, then speech corresponds 
to the fact of distinctness and is the actualization of the human condi-
tion of plurality, that is, of living as a distinct and unique being among 
equals.” (H. Arendt, The Human Condition, 1958)3

To paraphrase Hannah Arendt, the contributions made by one’s difference can 
only occur within a group of equals. Within hierarchies and under dominance, 
we tend to repress our differences to avoid punishment. Because of this defense 

Collaborative  
economics is defined  
by two complementary 
factors: the collaborative 
nature of needs (ends)  
and means
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mechanism, certain identities of origin have traditionally been suppressed in 
order to conform to the majority: sexual orientation, accent, behavior, etc. The 
unease created by repressing our identities of origin creates barriers for indi-
viduals to reach their aspirational identities. 

Identities of origin are those already incorporated within the person (being  
a man, Vietnamese, and so on), whereas aspirational identities are chosen and 
driven by affinity of interest (for example, belonging to the techno geek or  
environmentalist tribes, or in the case of migrants, being perceived as a mem-
ber of the country of destination with all the rights that entails). 

The word “identity” comes from the Latin idem, meaning same, and 
entis, meaning entity. Therefore it is the movement of becoming identical 
to some entity, implying a process. This process can have two directions: I 
might decide consciously or unconsciously that I belong to a certain group, 
and thus identify with it, meaning that I follow certain patterns of behavior 
to conform to the group; equally, the process can be outside of me because 
“they” (those in the outside world) have decided to categorize me within 
a certain group, which implies a certain pattern of behavior that people 
expect me to conform to accordingly, but which nevertheless I may or may 
not identify with.

Therefore, it is commonly assumed that there are two distinct processes of 
identification: one is self-identification, or group identification, which is the 
process through which an individual decides to identify with a certain group; 

and the second is that of categorization, when the 
process is external to the individual and he or she 
has no choice in the matter. 

Identities of origin tend to have a strong com-
ponent of categorization and thus of the projection 
onto a given individual of the qualities assumed to 
be part of his/her group, as for example in the case 
of prejudices against a particular race or religion. 
These barriers exist in the community outside the 
individual who faces them (and also outside his or 
her group of affiliation). 

By contrast, aspirational identities have a 
strong identification component. Social identity, and in particular group iden-
tification, has been widely studied in management literature, pioneered by 
Tajfel4. Social identification appears to derive from the concept of group 
identification5 and could be defined as “the perception of oneness with, or 
belongingness to, some human aggregate”.6 This led Turner7 to propose 
the existence of a “psychological group,” which he defined as “a collection 
of people who share the same social identification or define themselves in 
terms of the same social category membership.” A member of a psychological 

There are two 
processes of 
identification: one 
is self-identification, 
or group 
identification, and 
the second is that of 
categorization
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group does not need to interact with, or like other members of the group, 
or be liked and accepted by them. The individual seems to reify or credit the 
group with a psychological reality apart from his or her relationships with 
its members.

If the outside world rejects one of our identities we tend to defend it or feel 
ashamed by it, but in any case that particular identity takes on a much bigger 
role in our multiple being than it would otherwise. If our different identi-
ties are accepted with normality—that is to say, if we can operate in a context 
based on equality—our regular being is fluid and highly adaptable to the ex-
ternal environment and to the different affiliations that can freely be sought. 
Managing multiple identities represents a model better adapted to the fluid 
and changing realities that characterize today’s global society. 

The inclusion policies of recent decades have enhanced the participation 
of individuals in identities outside their identities of origin. This increased 
acceptance of world diversity, together with important changes in ICT sys-
tems, consolidates an emerging collective paradigm of groups made up of 
individuals who want to belong. 

The microgroups that dominate the landscape described by Maffesoli 
are not residuals of former traditional social life, but the key social fact 
of our experience in everyday living. These new organizations represent 
a new way of living everyday life based on a communal, as opposed to 
an individual basis. These new communal identifications define roles that 
people play (as in a play having a role in it), but are not a permanent form 
of association. 

According to Bauman,8 these new communities cannot play the traditional 
role of a community, since liquidity and a changing nature are their main 
characteristics. Providing shelter and protection from individual misfortunes 
is not one of the characteristics of these new forms of collectivity. Instead, they 
represent a temporary place within which to act. 

Bauman proposes that the durable identities once associated with work 
have given way to looser and more provisional identities and conceptions of 
community that are subject to constant change and renegotiation. He defines 
this set of provisional and always-traded identities as liquid identity. 

The increased acceptance of world diversity,  
together with important changes in ICT systems, 
consolidates an emerging collective paradigm of 
groups made up of individuals who want to belong. 
These new communal identifications define roles, but 
are not a permanent for form association

Diversity and Tribal Thinking in the Collaborative Organization
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These communities of the network society appear as a result of the emerg-
ing forms of relationships enabled by new information and communication 
technologies. According to Castells9, networks allow a new kind of social  
relationship characterized by collective behavior, rather than a collective sense 
of belonging. Networks are neutral and do not have personal feelings—it is 
what people do in the networks that can lead to certain social processes. In 
Castells’ analysis, the power of identity within the new e-networks becomes 
the key driving force for identities whose source lies in legitimizing identities, 
which are provided by institutions such as the state, political parties, unions, 
the Church, or the patriarchal state, but which have lost their cohesive capa-
city, leading to the appearance of resistance identities, which are imposed from 
above and built around traditional values such as God, nation, and family, or 
can be built around proactive social movements like feminism or environmen-
talism. Finally, we see the emergence of project identities, whereby individuals 
link their personal projects together with others for a common good. 

The collective energy of a new paradigm—whether labeled project 
identities, aspirational identities, or liquid identities—represents a form of 
temporary engagement to a group that is bound together for a common 
interest, and that uses the differences between its members to collaborate, 
co-create, or execute other kinds of joint action within a collaborative eco-
nomy. This individual difference, freely given to the service of a given group, 
illustrates the main characteristic of the new emerging tribes. 

Diversity and the Newly Emerging Tribes of the Collaborative Economy

The term “tribe” is troubling to the modern mind, suggesting a return to col-
lective restrictions on our individual freedoms. But the tribalism emerging in 
this new paradigm of a collaborative economy is a sign of modernity, not of 
regression to darker times; the new emerging tribes enhance our individual 
freedoms, fostering individual contributions. 

What both old and new tribes share is that their members identify emo-
tionally with the group, as well as sharing mutual interests and organizing 
different aspects of their personal and professional lives jointly with the goal 
of fulfilling a common objective that is good for the community. 

However, the new tribes differ from the old ones in seven major ways: 

 − Openness
Traditional tribes were closed entities with high entry and exit barriers 
to protect their members from any negative influence. By contrast, new 
tribes are open. People can join and leave easily; there is a high degree of 
mobility and a continual renewal of ideas and influences. 

Celia de Anca and Salvador Aragón
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 − Interlinking 
In the past, due to poor communication, tribes had little contact with 
each other. This preserved their uniqueness. Thanks to technology, 
members of the new tribes belong simultaneously to many others. This 
creates multiple links among them as part of a super tribal global struc-
ture that allows individual participation within a comfortable small 
group, while at the same time providing exposure to a multiplicity of 
different groups. 

 − Co-organization 
Traditional tribes were hierarchical, and obedience to the leader was 
the first requirement of membership. Members of the new tribes create 
rules and strategies collectively. They resemble flocks of birds, in that 
while they appear to be following a single leader, they actually follow 
different leaders, given that different individuals have different abilities, 
resources, and strengths that allow them to lead in certain stages, but 
not necessarily throughout the whole process. 

 − Collaboration
Old tribes were based on a pattern of continual confrontation against 
external tribes. In today’s tribes, no one is sure who is external and who 
is internal, since membership interconnection makes it difficult to 
identify who belongs to what. Collaboration is thus a logical strategy 
between different tribes. 
 

 − Short Stay 
Membership of old tribes usually lasted a lifetime and, often, beyond 
that, passing from one generation to the next. Only a cataclysm or an 
invasion could put an end to membership or the tribe. New tribes, by 
contrast, are short-lived; they emerge and disappear when the task at 
hand is complete. 

 − Voluntary Membership 
Belonging to old tribes was dictated by birth, on the basis of family, 
color, gender, or class. In new tribes individuals can contribute by choice 
using their multiple identities. 

 − Sameness vs Common Interests 
Perhaps the most salient feature differentiating the old tribes from the 
new ones is that old tribes were formed on the basis of sameness, while 
new tribes are formed out of differences bound together by a common 
interest. Sameness is what makes us equal, by biological composition. 

Diversity and Tribal Thinking in the Collaborative Organization
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We share our sameness, our fear, hunger, pain or pleasure. Sameness 
helps us to ensure the satisfaction of our individual needs, which might 
be the same as somebody else’s: this sameness can unite us in pursuing a 
common fight. Commonality is something we can all feel part of, but it 
is not owned by anyone in particular. Our contribution to the common 
good is dictated by our individual differences, and does not help any 
other member in particular; it simply benefits the whole community, 
directly or indirectly. 

Sameness can make us work in confrontation because we need to defend 
ourselves from the rest. By contrast, contributing to the common good is a 
voluntary activity, since we do not really need to, meaning we can be open to 
collaborate with other tribes, co-create, and be open to external influences, 
staying or leaving as we wish. 

New tribes exist only for a purpose, and when their purpose is finished or 
no longer satisfying, we can leave. They do not provide us with a permanent 
shelter to guarantee our survival, and are instead a temporary space within 
which to act with other individuals who share our common interest. 

These groups are not created for fun, although they can be fun. Individuals 
join in to act, and for that purpose the group will appreciate the different per-
spectives that can help achieve specific goals. 

PART II: Diversity and Tribes in the Corporate World

Innovation, Ambidextrous Organizations, and the New Tribalism 

Today, innovation is perceived as one of the pillars of a competitive economy. 
In addition, innovation has been widely recognized as a key factor in corpo-
rate success, closely related to three factors: the capacity of an organization 
to compete; the generation of competitive advantages; and the long-term 
survival of the organization.10 

A major obstacle to corporate innovation is the way organizations acquire 
new capabilities that will allow them to be successful in both the short and 
long terms. It is often assumed that organizational exploitation of current  
capabilities reduces exploration of new capabilities, resulting in a short-term 
bias in organizational adaptation.11 

A well-established solution to this is the ambidextrous organization. 
According to Duncan,12 an ambidextrous organization is able to combine  
exploitation of existing capabilities with exploring emerging opportunities. As 
a result, a company can be creative and adaptable.

Celia de Anca and Salvador Aragón
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Tushman and O’Reilly13 link the concepts of innovation and ambidextrous 
organization, defining them as “the ability to simultaneously pursue both 
incremental and discontinuous innovation...from hosting multiple contradic-
tory structures, processes, and cultures within the same firm.”

By definition, the ambidextrous organization is able to combine multiple 
organizational structures and cultures depending on the time pressures created  
by pursuing short or long-term goals. The new tribalism offers a promising 
approach to innovation within the organization by the use of specific tribes 
for exploitation or exploration, with the objective of developing dynamic capa-
bilities, which are defined as “the capacity of an organization to purposefully 
create, extend, or modify its resource base.”14

In simple terms, dynamic capabilities could be used to create or discover an 
entirely new business model, or to expand, extend, or modify an existing one. 
According to Osterwalder15 a business model is defined as a description of how 
an organization creates, delivers, and captures value.

Combining the exploration/exploitation approach with the business model’s  
discovery/modification, a new map of tribalism focused on innovation in the 
firm appears. In this map four positions are defined, representing a unique  
approach for the use of tribalism in business model-based innovation:

 − Business Model Efficiency (BME) 
This is devoted to increasing the performance of an existing busi-
ness model. The organizational focus is exploitation, and dynamics 
capabilities are devoted to business model modification without any 
substantial alteration.

 − Business Model Transformation (BMT) 
In this case, a better exploitation of the model implies substantial 
changes in the existing business model. The development of new  
dynamic capabilities is needed.

 − Business Model Growth (BMG) 
Without any substantial modification of the business model, the orga-
nization is focused on exploring new markets or products when the 
existing business model could grow, leveraged by its current capabilities.

A major obstacle to corporate innovation  
is the way organizations acquire new capabilities  
that will allow them to be successful in both the  
short and long terms

Diversity and Tribal Thinking in the Collaborative Organization
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 − Business Model Creation (BMC)
In this case, an entirely new business model appears as a result of the ex-
ploration of new opportunities in the market, technology, or any other 
environmental factor.

Some companies are able to take advantage of the multiplicity of tribes in a 
wide variety of contexts, either as a tool for exploitation or as a way to develop 
dynamic capabilities for the business model’s modification of discovery. When 
organizations are not able to understand and use this form of social aggregate, 
opportunities for collaboration within different internal (inner) tribes or cus-
tomers are lost.

In order to illustrate the success of a tribal mindset in the corporate world 
and its potential as an innovation enabler, four cases have been selected: 
Google ( US), Dana (UAE), Prosper ( US), and Bultaco (Spain). Each case pro-
vides a unique opportunity to understand the use of tribalism in organizations 
and in addition, identify four critical elements in the implementation of the 
new collaborative paradigm. Those elements are: 

 − The use of tribes for exploration and/or exploitation as the main 
organizational focus in a specific business model

Celia de Anca and Salvador Aragón

Business
Model

Transformation

Business
Model

Creation

Business
Model

Ef�ciency

Business
Model
Growth

Business
Model
Discovery

D
Y

N
A

M
IC

 C
A

PA
B

IL
IT

IE
S

 U
S

A
G

E

ORGANIZATIONAL FOCUS

Business
Model
Modi�cation

Exploit Explore



12

Tribalism 
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for Business 
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 − The use of tribes for business model modification or business model 
discovery

 − The core element around which the tribe is formed and keeps 
members bounded

 − How the multiplicity of tribes is accommodated inside the organiza- 
tion using a variety of formal and/or informal mechanisms

The “plurality” in the use of the tribal paradigm in organizations is well 
illustrated in the proposed cases. Three of the proposed approaches are 
represented. An additional insight is highlighted in Google’s case: multiple ap- 
proaches to tribalism can coexist within the same organization.

Business Model Efficiency (BME) and Creation (BMC)  
in the Same Organization. The Case of Google

The organizational use of tribes is well documented in the technology in-
dustries as a way of tackling the exploration dilemma. The most common 
approach is the use of the so-called “geek tribe.” A geek tribe is made up of 
highly skilled technology experts who focus on a relatively narrow field. The 
geek tribe is easily recognizable by being located in a specific space (often 
christened the lab) when the group talent is devoted to solving a concrete 
technological challenge. This kind of tribe is characterized as being highly 
meritocratic and goal oriented. 

In the case of Google, the common element that glued the geek tribe together 
was technical expertise focused on exploiting new opportunities. The basic mate-
rial of Google is made up of a swarm of small teams 
focused on solving a narrow problem for a very short 
period of time. The team can be disbanded once the 
task is finished, or if a more urgent one appears.

Let’s imagine a geek tribe made up of six members 
trying to improve some feature of Google’s Chrome 
browser. The tribe’s main objective is to further  
exploit a well-defined business opportunity by solv-
ing a technical challenge related to the browser. Once 
the problem is solved, a new task could be assigned, 
or the tribe disbanded, with each member reassigned 
to another team where his or her personal technical expertise could be used. This 
usage of tribes could be seen as a Business Model Efficiency (BME) approach.

But Google’s use of tribes is not only limited to business exploitation, and a 
certain amount of exploration is encouraged. According to the famous 70/20/10 
model, each member of the tribe should utilize its time according to the following 

At Google, the 
element that 
glued the geek 
tribe together was 
technical expertise 
focused on exploiting 
new opportunities
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ratio: 70% should be dedicated to core business tasks; 20% to projects related to 
the core business; and 10% to projects unrelated to the core business.

This remaining 10% of time can be used by a smart employee to explore a 
new technology with no relation to the current business. Eventually, this tech-
nology could lead to a new business opportunity. Furthermore, using an internal 
board system, collaboration with other employees could be requested and man-
aged. In this case, tribes are used as a tool for exploring future opportunities, thus 
providing an excellent example of the Business Model Creation approach.

Multiplicity of tribes appears in formal and informal ways. The most 
common formal way is in the form of complex projects. A project is  
developed and directly encouraged by the company, and its task is fulfilled 
by several small teams in the form of a geek tribe. Because most of those 
teams are short-lived, in a standard project each employee could have been 
a member of several tribes across the project’s lifetime.

The most common informal approach is related to spontaneous projects 
that emerged from the 10% slot of time involving some highly interested and 
motivated employees exploring a new opportunity which, if it shows poten-
tial, can be adopted by the company and assigned to a formal team.

Business Model Growth (BMG). The Cases of Dana  
(Abu Dhabi Islamic Bank) and Prosper

An interesting example is the case of Dana, the women’s division of the Abu 
Dhabi Islamic Bank in the United Arab Emirates. In 2011, ADIB had a total of 
60 branches, 23 of which were women-only and have been providing women 
with banking services since 2009, when the new brand called Dana integrated 
all the female divisions. The new brand created an impetus to develop inno-
vative products for Muslim women. As one young employee explained, “We 
spend so much time with our clients that we know them well and we are very 
aware of their needs. This is the reason why we are successfully creating new 
products adapted to our clients’ needs, as in the case of Banun.”16

Women employees had for some time realized that their clients, particu-
larly those who were divorced, needed to open accounts in the name of their 
children without the signature of their husbands required by law. Once the 
need was acknowledged, the managers consulted with the Shari‘a17 division, 
which asked the Shari‘a board for advice, and after some discussion they 
agreed to create a special product called Banun. The Banun account was a 
solution for the targeted group of divorced women clients, allowing them 
to transfer their own money to special accounts for their children, thus con-
forming to the principles of Islamic law, as well as to the laws of the country. 

Diversity and Tribal Thinking in the Collaborative Organization
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The product was developed thanks to the strong community ties among cli-
ents, employees, and managers.18

In the case of Dana, the core elements around which the community emerged 
was clear: Muslim women who were interested in specific financial products 

to serve their particular needs. In this 
case, the dynamic capabilities develop-
ment is focused on an existing business 
model, while the organizational focus 
is on exploring a kind of specific cus-
tomer (women). As a result, a Business 
Model Growth (BMG) approach has 
been implemented.

In the case of Dana, the core element 
around which the community emerged 

was clear: being a Muslim and a woman. This led to a product that could be used 
for their community. However, the core element around a tribe is not always that 
clear. Sometimes the core element is a passion around an idea. In these cases of 
identities of aspiration, companies cannot organize the taskforce around the core 
element of the tribe, since this is not explicit. What they can do instead is to create 
a context of possibility within which those tribes can emerge and then monitor the 
emergent tribes and react quickly to their needs. The following example of Prosper 
is a good illustration of how a company creates a context of possibility. 

Prosper is a pioneer in the field of peer-to-peer lending, whereby individuals 
are able to lend money to other individuals, thus avoiding traditional financial 
intermediaries. This kind of financial intermediation known as P2P (peer-to-peer) 
lending was one of the first examples of the collaborative economy.

Prosper represents another example that excels in the exploitation role led 
by customer tribes. In the case of Prosper, the customer tribe is made up of 
customers who have been able to identify a business opportunity and create a 
business model to exploit it within an existing community-based model led by a 
company. The core element of the tribe in this case is a common interest in hav-
ing an investment that in addition to providing them with revenues, does have 
an impact on a given community. In terms of our definition of a collaborative 
economy, we found a set of tribes that shared a collaborative need (a business 
opportunity), and a collaborative means (Prosper’s technological platform).

Prosper is able to create a specific context for each affinity group. Quite a 
common kind of group is comprised of former students of a university (an 
alumni group) that has decided to invest in current students by providing them 
with money to pay for tuition fees. This group of investors is held together  
by three complementary factors: the sense of belonging to the university; a 
common investment goal; and possessing very specific knowledge about the 
students’ employability, which is extremely useful as a risk indicator.

In a BMG model, the dynamic 
capabilities development is 
focused on an existing business 
model; the organizational  
focus is on exploring a kind  
of specific customer 
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Another customer tribe could be dubbed a neighborhood tribe. Residents 
of one district decide to invest as a group in a community in a neighboring 
district that needs to finance its mortgages. Taking advantage of local know- 
ledge to assess real estate prices, neighborhood demographic changes, and even 
the presence of welcome or unwelcome new residents in a specific street, this 
investor tribe can generate a tremendous improvement in investment qual-
ity. In addition, investment-related information could include non-traditional 
sources such as neighborhood gossip. Based on Prosper’s experience, customer 
tribes can appear around a clear customer need that is not being properly 
fulfilled. Despite Prosper offering ba-
sic information and mechanisms for 
credit scoring on borrowers, some 
kinds of borrowers could be assessed 
more precisely by using additional 
information and specific risk metrics. 
It is this kind of improvement where 
investor tribes appear within the 
Prosper ecosystem. In this case tribes 
are supporting a Business Model 
Growth (BMG) approach.

In this case, the multiplicity of tribes is empowered by the design of the 
Prosper online platform. Although the common interest can be defined as 
shared interest social-impact financing, each financial tribe uses the Prosper 
website as a common channel to access would-be borrowers, as well as a 
promotional tool to attract them. Instead of defining different core elements 
for each specific tribe of customers, Prosper creates open contexts in which 
each customer tribe emerges naturally, and it is only in a second stage that 
the company can define the core elements of each tribe. Within this open 
platform, some customers grouped themselves around niche investment 
opportunities, creating a rich environment of tribes of investors with very 
different interests and goals. 

In addition, Prosper’s website attaches great weight to creating and man-
aging investors’ groups, in the process providing a basic mechanism for the 
internal management of the tribe, including control over membership.

Business Model Creation (BMC). The Case of Bultaco19

If organizations want to harness tribal power, new forms of management styles 
are required. A good illustration of this is the one implemented by a Spanish start-
up that was created four years ago by two engineers who got together a group 
of product managers passionate about motorbikes, creating a project out of that 

Instead of defining  
different core elements  
for each specific tribe  
of customers, Prosper 
creates open contexts in 
which each customer tribe 
emerges naturally
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passion. So passionate were these managers that they took it personally upon 
themselves to write a business plan and search for potential investors.

Once the project was underway, they decided that the company would 
need to be completely digitalized, which required a comprehensive, fully 
integrated information system for the entire company.

The information system required to support an up-to-date manage-
ment model had to be flexible, robust, and potent, requiring a new 
approach, so that it would be able to accommodate the new social model  
being implemented.

For this reason, it was clear that traditionally hierarchical schemas would 
not work, given their inflexibility and the limitations they imposed on deci-
sion-making and response times.

Therefore, the team opted for a model based on specialized cells able 
to work together on a common goal. Once this was completed they would 
then join up to tackle a different task as required, showing their ability 
to respond to random events. A model of this kind requires independent 
decision modules coordinated to meet specific needs, able to recombine 
themselves in different ways. Each cell could be defined as a specific deci-
sion-making-oriented tribe.

To represent the structure graphically would require 3D diagrams in-
corporating mobility, making its representation, conceptualization, and 
understanding extraordinarily difficult.

For this reason, and after thorough analysis, we have opted for a two-dimen-
sional “Wheel Model,” based on the principles outlined below.

All companies have a series of scopes—a combination of decision-making 
spaces oriented to a specific managerial task—that are essential for the proper 
functioning of the whole. However, these scopes have to adapt to the needs 
of the company, and depending on the situation can be broken up into frag-
ments, grouped, or disbanded, or give rise to new ones. 

The scopes need to perform functions and tasks, or particular processes, 
which directly or indirectly involve others with varying intensity depending 
on the task at hand, and the temporality and opportunity it possesses.

In addition, the scopes, in the development of their functions and/or pro-
cesses, consume the resources of other scopes and/or generate resources for 
other scopes.

If organizations want to harness tribal power, new forms 
of management styles are required. The Spanish start-
up Bultaco opted for a model based on specialized 
cells able to work together on a common goal

Celia de Anca and Salvador Aragón
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All this comes about through a dynamic process, simultaneously, respond-
ing to situations that are not specifically pre-programmed: the inputs set by 
the evolution of the market must be counteracted. 

A graphical representation of this could be a wagon wheel, where the 
spokes constitute the scopes: functional areas, departments, working groups, 
etc. that develop the company’s activity. 

As such the wheel is formed by the processes (the rim): the organized and co-
ordinated set of activities that involve as many scopes as necessary. It is represented 
in a circular fashion, because each scope interacts with the others, either to obtain 
information or, on the basis of this information, to develop new scopes that could 
be added to the hub and are accessible from another scope.

The shaft will be formed by the entities or resources available to be used 
from each scope.

The wheel will be driven by the stakeholders: groups or individuals the 
company has some type of relationship with, or who have some kind of inter-
est (stake) in the project.

The Bultaco case illustrates Business Model Transformation (BMT), where-
by organizational focus is about meeting the challenge of exploiting a highly 
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sophisticated business model, while trying to discover new competitive capa-
bilities to allow the firm to compete under very volatile conditions. The nature 
of the collaborative action is based on the presence of a collaborative end (to 
develop a business based on a passion for motorbikes), and a collaborative 
means (organizational cells) that have enabled the creation of a very distinctive 
business model.

Conclusion

We believe that tribal thinking today embraces community without renounc-
ing universality. The paradigm change we are witnessing is a shift from a 
longing for independence in a society made up of communities to a longing 
for belonging to a society made up of individuals. 

Both individuality and community have value in the new tribal under-
standing. Individuality comes via one’s background, perceptions, and ideas; in 
other words, everything that make us different. This difference is made valu-
able in a community that has gathered to accomplish a specific purpose which 
has a meaning for its members. 

The new mindset of a collaborative economy based on groups sharing 
a common culture requires an equal playing field on which differences are 
valued rather than rejected, as well as a strong common interest that moti-
vates members, along with contexts of possibility within which the magic of 
creation can occur. 

Organizations cannot force motivation upon individuals, nor engineer  
creativity. But what organizations can and should do to capture collective energy 
is to create contexts of possibility. This is an opportunity (the collective energy of 
the new tribes ) to spark new ways of innovation generation within the organiza-
tion, allowing the modification or even creation of new business models, as well 
as enabling mechanisms for a better exploitation of current businesses, as well as 
the exploration of new products, markets, and technologies.

Celia de Anca and Salvador Aragón
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