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This case was written by PhD fellow Siri Bøe-Lillegraven and Profes-
sor René Rohrbeck, Department of Management, Aarhus BSS, Aar-
hus University. It is intended to be used as the basis for class dis-
cussion rather than to illustrate either effective or ineffective handling 
of a management situation. The case is based on personal inter-
views and close dialogue with Stephan Monterde, Senior Manager 
for Corporate Development in Cisco, during 2012/2013. Additionally, 
document studies and a broad search among online news sources 
were conducted.  
 
Abstract: Cisco Systems traditional innovation model is challenged. 
It is no longer possible to simply scout for promising start-ups, inte-
grate them and grow them globally to succeed. This case describes 
the challenge faced by Cisco to create a comprehensive and sys-
tematic strategic foresight system that shall be tied into technology 
strategy and corporate business development. The case elaborates 
on the process and the best practices in the introduction of the Cisco 
Technology Radar approach. 
 
Key words: Corporate foresight, technology intelligence, technology 
scouting, innovation management, intrapreneurship, organizational 
future orientation, change management 
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INTRODUCTION: A BOLD IDEA 

The Cisco Systems campus in San Jose, California, certainly 
has a sense of grandness to it. Not so much due to the archi-
tecture as such; the buildings themselves resemble typical of-
fice facilities, although some are beautifully located along the 
Guadalupe River and near parks. Greyish in colour and practi-
cal in style, most are modestly laid out in rows between neatly 
trimmed lawns, decorative palm trees, and of course: lots and 
lots of parking lots.  
 
It is the grand scaling of it all that brings out the big emotions. 
For many years, Cisco Systems (NASDAQ:CSCO) has been 
among the largest employers in Silicon Valleyi – a few years 
back even the largest among them all – and it shows. One of 
the roads near campus is named Cisco Way. There is talk 
about a new ballpark for the Oakland Athletics to be called 

“Cisco Field”ii. According to 2010 numbers, 17,000 Cisco em-
ployees were at the time working throughout the region in 
more than 7 million square feet of office- and industrial spaceiii. 
This was 0.5 million square feet more than in the world’s largest 
office building by floor area: the Pentagoniv.  
 
Curiously enough, if viewed from the right angle, the part of 
campus where Stephan Monterde was heading one Septem-
ber day in 2011 had one or two things in common with the 
more famous US Department of Defense. Also being a centre 
of power, Cisco’s buildings 4, 5, 9, 10 and 11 made up a perfect 
pentagon shape. Situated on both sides of East Tasman Drive, 
the grounds were repeatedly split up by the road: Hundreds of 
parking lots were packed with cars. There was no doubt this 
layout left a powerful impression among wish-to-be-employ-
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INTRODUCTION: A BOLD IDEA 

ees. “Hope I get to see (…) this site one day. Lunch in the board-
room maybe”, read one comment at the website Flickr, where 
photos of the location had been sharedv. On YouTube, people 
had even posted videos titled “Drive by Cisco Campus” or 
“Walk at Cisco Campus”vi. After having seen the site for the first 
time, some obviously got so excited they could not resist post-
ing.  
 
Stephan Monterde, managing Cisco’s innovation technology 
centre in Europe, was not a first-timer at the San José campus. 
His position brought him very close to boardroom decisions 
from time to time, like the day when he was to face the Cisco 
Fellows in Building 4. He was nervous and rightfully so. It was 
an honour to meet these people. Moreover, it was necessary 
to move his project forward, while at the same time being 
quite risky. The fellow engineers in this special committee re-
ported with a dotted-line (i.e. additional reporting line) to CEO 
John Chambers and thus were very influential. Not only were 
they considered to be the best among the best in Cisco, but 
also within the entire networking industryvii. Stephan had been 
given 10 minutes for presenting and 20 minutes for Q&A – or 
“grilling”, as it was called in the corporate language. If he did 
not succeed in convincing them that the project had true 
value, then the whole thing would be killed.  
 
A little less than a year earlier, Stephan had travelled to the 
same location to talk to Ned Hooper, the chief technology of-
ficer (CTO) and VP of Corporate Development. The aim had 
been to secure initial support for the same project he would 
now present to the fellow engineers: The Cisco Technology Ra-
dar initiative. Stephan and his colleague had spent quite some 
time drafting the project, including plenty of after-office hours. 
They had researched technology scouting methods, visualized 
how such processes could be implemented at Cisco and 
made rough plans for several years ahead. It had been a bold 
idea – especially considering the timing during the aftermath 
of the credit crunch. Most of the organization had still been ab-
sorbed in coping with the current turbulence. Stephan and his 
colleagues had nevertheless suggested that key employees 
should expand their focus and think further into the future. De-
spite the demanding nature of everyday business, they had 
proposed to set aside time to actively spot, report and assess 
technologies that could impact Cisco not necessarily next term 
or even next year, but as much as ten years ahead or more. 
 
Even with a potential approval to dedicate time to less-than-
urgent activities, however, Stephan and his colleague knew 
their project would remain demanding from a change man-
agement perspective. Cisco, despite its large size, in some 
ways functioned like a “huge start-up”, in the words of Stephan. 
Looking back, there had been no structured and consistent 

way of identifying, selecting, assessing and disseminating 
company-wide technology intelligence. To some extent, 
Cisco’s entities had collected such information in a siloed and 
business centric way; these efforts had either not been in-
tended for executive consumption or had not been consistent 
over timeviii. Stephan and his colleagues, thus, certainly felt that 
technological intelligence should be organized in a more sys-
tematic and coherent manner. In a company with 66,000 em-
ployees, however, they still saw it as crucial to make it happen 
without key people feeling left out – or run over. 
 
“This was the type of initiative where you might have a clear 
vision, but it does not mean that it is a short path to get there”, 
says Stephan. This insight, he recalls, left him with a difficult task 
already in the beginning, namely to secure funding for a period 
long enough to produce real results. “We decided to make it 
clear that if the project was to be approved, it could not be a 
one-year deal. This would have to live for at least 2-3 years”.  
 
After presenting to the VP in early 2011, he and his colleague 
allowed themselves a swing by San Francisco before going 
back to Europe. They celebrated a very important milestone of 
the tech radar project: Ned Hooper’s approval. Soon, the real 
job would begin: To put the plans into practice.  
 
In the fourth quarter of the fiscal year 2011, during the time of 
Stephan’s soon-to-be meeting with the Cisco Fellows, they 
were getting ready to complete the 5th volume of the technol-
ogy scouting report. They had moved from a beta version using 
a small group of technology scouts within their department to 
form a proper technology assessment panel and gradually re-
cruit editors from the broader organization. People in other de-
partments were now starting to ask about “the radar”, which 
functioned as a visual summary of the scouting work, and how 
they could make use of it. Momentum seemed to be there to 
scale up the effort again. Hopefully, the Fellow Engineers 
would agree…. 
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HISTORICAL PERSPECTIVE: 
INNOVATION AT CISCO 

When Cisco was founded in 1984, headquarters looked 
a little different than the present site in San Jose. Hus-
band and wife Len Bosack and Sandy Lerner were both 
working for Stanford University, but in different buildings. 
The tale tells the couple struggled with an issue not un-
common in marriages: Communication problems. Their 
respective offices were connected to local networks with 
disparate protocols, and thus e-mailing each other was 
not possible. The multi-protocol router was developed as 
a solution to this challengeix. In the long version of the 
story, the product was a result of several people’s work 
and some controversiesx. In the short version, Bosack and 
Lerner started Cisco to go on with their business idea, af-
ter Stanford University had turned down a proposition. 
Many believed the two were out of their minds to think 
they could make money from selling routers, but the cou-
ple went all in and used their own house as company 
headquarters. Building, testing, manufacturing and ship-
ping routers happened from their living room. Start-up 
costs were charged on their personal credit cards, but 

they were no fools in business. Without a professional 
sales force, they managed to reach decent profits before 
they decided to scale upxi. Eventually, they opened up for 
venture capital investment, and a new CEO with new 
ideas about customer management was appointed. Alt-
hough some of the subsequent changes allegedly in-
cluded the ousting of Lerner and solitary exit of Bosack, 
the basis for growing Cisco into a multinational market-
leader was further strengthenedxii.  
 
In the years that followed, Cisco greatly shaped the in-
frastructure underlying the Internet and eventually trans-
formed into an end-to-end network giant. It was deliver-
ing routers, switches, dial-up and other access devices, 
website management software and Internet appliances 
– however, still with routers and switches as the dominat-
ing revenue streams. Related to this transition was the 
acquisition and development strategy Cisco became re-
nowned for in the 1990s. Taking over smaller, innovative 

HISTORICAL PERSPECTIVE: INNOVATION AT CISCO 
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HISTORICAL PERSPECTIVE: 
INNOVATION AT CISCO 

firms became the preferred way of getting access to ex-
pertise and technology, making expensive and perhaps 
unproductive internal research less called for. The com-
pany-buying operation was known as “thorough, sys-
tematized, and above all extremely efficient”xiii. Cisco 
could reportedly acquire a new company faster than it 
would take other large companies to re-order its supply 
of ballpoint pens. 
 
By the next decade, much had again changed. As 
Stephan puts it; “I think in the last 20 years the big players 
like Cisco, Microsoft, IBM and so forth — they had simply 
acquired what was there to acquire. There was no com-
pany left that fulfilled our requirements in terms of the 
size, product readiness and all that. So either you would 
have to look into mergers more than acquiring, or just ac-
cept that you would have to invest in round A, round B 
companies or even seed. The other thing was that when 
you had cash there was also pressure from shareholders 
to invest. When you cannot acquire you have to rethink, 
so Cisco was rethinking the way it innovated”.  
 
Cisco iPrize, the company’s global innovation contest 
and its iZone internal employee ideation site are exam-
ples of Cisco’s commitment to fostering open- and 
crowd-sourced innovation during the later years. Acqui-
sitions were, however, still an important part of its growth 
strategy; 9 out of the 10 latest acquisitions by the end of 
2012 were within softwarexiv. 

 
 
 

Stephan Monterde came to Cisco from Orange Group in 
2007 to bootstrap Cisco’s innovation TechCenter for Eu-
rope with a base in Geneva, Switzerland. Its charter was 
to identify and capture value from technology disrup-
tions to drive new market creation through the definition 
of innovative products and servicesxv. His group was ac-
tive in assisting acquisition decisions and was knowl-
edgeable about standards. “We tried to create market 
transitions and not only be on the reactive side, so we did 
a lot in terms of research, partnerships with academia 
and technology transfer”, he says.  
 
For Stephan, the ultimate goal of the radar initiative thus 
was to help source technologies that would create future 
business for Cisco: “Different people in the company will 
seek different forms of value. A CTO from a business en-
tity will want input for decisions about acquisitions and 
partnerships. If the stakeholder is a fellow engineer, he 
might want to use the radar to stay on top of all the dif-
ferent technologies. Through the radar they can get a 
quick access to all that is happening out there, and that 
is fantastic. For communications persons, the radar initia-
tive is a great aspect to be included when telling the in-
novation story of Cisco. So, everybody will find corporate 
value in it, but for me, coming from the perspective of 
Corporate Development, it is absolutely about the sourc-
ing of technology. Raising awareness is part of it, but ulti-
mately, if there is no answer to the ‘so what’ question, it is 
useless somehow.” 
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DESIGNING THE RADAR 

Focusing on the end goal of scouting new technologies, 
Stephan and his colleagues wasted no time reinventing 
the wheel. After a review of scientific articles about in-
dustrial technology intelligence, one paper seemed par-
ticularly relevant. Its author explored technology fore-
sight efforts of three major telecom companies in Europe 
– among them the Technology Radar of Deutsche Tele-
comxvi. Most of the things Stephan wanted to know were 
described well enough to serve as direct input for a pro-
ject draft: What could be achieved by technology scout-
ing, how a process could be set up, design issues and 
critical success criteria. “I felt like it was a nice framework, 
and I wanted to pick that and try it. If it did not work we 
would try something else,” Stephan recalls.  
 
The paper’s author essentially described an effort where 
an international scouting network had been used to spot 
new technologies. The main benefit had been a reduced 
time lag between the initial scientific discovery and tech-
nology identification. Stephan and his colleagues de-
cided to keep the main outline of the process, divided 
into the phases of technology identification, selection, 
assessment and dissemination:  
 

• Identification: New technologies or technolog-
ical trends are identified through an interna-
tional scouting network.  

• Selection: A technology short-list is selected for 
further assessment. The selection criteria in-
clude the novelty of the technology, recent de-
velopments, changes in complementary tech-
nologies and degree of awareness of a tech-
nology or its application. 

• Assessment: More detailed descriptions are 
obtained, including background information 
on the technology, on its maturity, and on re-
maining obstacles. Business potential is also 
considered, including ideas for business mod-
els, products and services. The technologies 
are then presented to and discussed by an ex-
pert panel. They are rated with regard to mar-
ket impact and realization potential. 

• Dissemination: As the recipients of information 
span from technical engineers to top manage-
ment, there is a need to present the findings on 
different aggregation levels. The highest level 
is the Radar Screen, providing an overview of 
all covered technologies. A brief description or 
a full technology profile can then be provided, 
depending on the preferences of the target 
audience. 

DESIGNING THE RADAR 

Technology
Impact
Novelty

Market Opportunity
Implementation Risk

Identification Selection Assessment Dissimination
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DESIGNING THE RADAR 

One of the first issues addressed by Stephan and his 
small group was who would be the scouts. There was 
no doubt that ideally, experts should be recruited from 
outside of the organization in order to prevent biases 
caused by internal views. However, even with a “go” 
from VP Ned Hooper, there were few resources to 
spend except their own time, which ruled out using con-
sultants or external experts on a large scale. Another is-
sue was that the process should be tested at a small 
scale before implementing it to the wider organization – 
anything else would be too risky. “In the first phase, be-
cause it was inside Corporate Development, the scouts, 
to be frank, were the team members. So, 40 engineers, 
and we were the guys scouting. That was about it”, 
Stephan explains.  

 
They went through an entire sequence of the scouting 
process every three months – including assessment of the 
technologies in a panel and publication of final reports. 
At first, who got to see the publications was very limited. 
They did not want to waste the VP’s time with underde-
veloped material having an uncertain value. Iteration by 
iteration the process was fine-tuned, evaluated, and les-
sons were learned. 
 
One fine tuning they performed was the selection criteria 
for the technologies. For example, they had issues with 
the criteria “new”. From one perspective, almost all tech-
nologies were novel, but from another point of view, they 
could still already be known to Cisco. The team ulti-
mately decided to keep certain technologies on the ra-
dar, even though people in Cisco were already working 
on them. “If we believed that a momentum had still to be 
created in the organization, we included the technolo-
gies even if the novelty aspect was not there. We kind of 
accepted the radar also as sort of a marketing tool,” 
Stephan says. They adjusted the assessment criteria as 
well. With regard to business impact, the scope was wid-
ened to consider the impact on the whole industry, in-
cluding competitors. They also chose to quantify more; 
deciding which numbers represented categories such as 
“low”, “medium” and “high” in Cisco’s case.  

 “There is always this need of adopting frameworks and 
tools to the organization, to make them stick,” Stephan 
says. By trial and error, they also learned the importance 
of separating scouting activities and analysis. They also 
felt that online assessment of the reports was more effi-
cient than offline panel discussions, where people met 
unprepared and the value added by live presentations 
was questionable. Still, to optimize quality panel discus-
sions were prioritized when possible. There was, how-
ever, one design feature that they refused to change 
even though some people made strong appeals. “The 
abstraction layer of our work was something that every-
body liked. What they did not especially appreciate 
were the definitions of the different quadrants of the ra-
dar. Some wanted to have the technologies mapped 
into the five core priorities of Cisco instead. It was the only 
thing I did not want to discuss,” Stephan says. He further 
explains, “Two years before, those priorities were 30. Be-
fore that, again, they were different. So, we would have 
needed to change the framework every two years, 
which does not make sense. I did not listen”.  
 
In the dissemination phase, however, the radar would be 
changed to fit executive presentations, if necessary – 
even when this proved to be time-demanding. “There is 
the information and the framework you use, and then 
there is how you want an executive to digest information. 
That’s another story. They really do not have the re-
sources and time. You need to shape this information in 
the way that an executive will understand,” Stephan 
says.  
 
To help engage the wider organization, they also added 
a radar feature to those described in current research. An 
interactive website was set up. The plan was to allow all 
Cisco employees to view the radar and even act as 
scouts themselves. “It was about making compromises 
between what the literature describes as an ideal scout 
versus having everybody engaged. We started with real 
experts in certain areas, and we kept those guys as part 
of a fine-tuned network of scouts. We could assess and 
filter the radar based on selected reports. But anybody 
should eventually be able to submit something to us,” 
Stephan explains. 
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STAKEHOLDER MANAGEMENT 

 “How do we design the project? How do we get the right 
guys in on it? How do we create momentum? These 
were the key challenges the first year,” Stephan Mon-
terde recalls. After an evaluation of the lessons learned, 
it seemed there was definitely potential for improve-
ment. It was difficult to motivate the scouts. Some of the 
reports did not live up to standards. Putting together an 
assessment panel was hard, and you could never know 
for sure whether people would show up. Still, the final re-
ports had been well received and they looked good. 
Stephan says he never doubted the value of the project. 
His approach was that they were really working in 
change management. “You may have some distraction, 
but as long as you see the key stakeholders engaged you 
are all good”. He also points to the importance of com-
promising between an identified problem and an ideal 
solution. “I will give you one concrete example. It is really 
difficult to identify who will be the key scouts when you 
start this effort. So, you start with a broad base perhaps, 
and then you learn iteration after iteration who are the 
right guys. You have to balance, you know, talking to 
everybody versus getting the really good scouts,” he 
says.  
 

The scouts had to be both knowledgeable in their search 
field and have a vivid social network to get first-hand in-
formation on current research projects and findings. To 
identify these scouts, they carefully approached specific 
people: “There is this crowd thinker… and you want to at-
tract the lateral thinker, really a deep technical scout. 
What we did was to first find door openers, people that 
understand who is doing what in the organization. We 
can call them information brokers. They will essentially 
find the right persons on the right technologies to help 
you. What we then did was reach out to those persons.” 
 
Early on, they adopted a stakeholder management 
framework, dividing stakeholders into the categories “in-
volved”, “impacted” and “influencer”. Authors, editors 
and scouts were categorized as involved, meaning that 
they were treated as partners and included on a deep 
level. Customers (i.e., different departments in Cisco) 
were impacted parties, and they were thus regularly 
asked for input on what they expected to get out of the 
initiative. There were also a number of influencers who 
were kept fully informed.  
  

STAKEHOLDER MANAGEMENT 

Involved Impacted

Influencer

Marketing

Strategic 
Assessors

Authors

Scouts

Secondary

Primary
Editors

Shareholders
Evangelists

Suppliers

Customers

Role

Supplier

Scouts

Authors

Editors

Strategic
Assessors

Customers

Share-
holders

Marketing

Evangelists

Definition

Organizations “owning the relevant technology”

People leveraging their network to connect suppliers 
with the authors/editors and find technologies

People writing a technology/business centric article 
about a technology

People selecting, assembling, correcting, condensing 
and organizing articles on technology

People with broad tech. and business understanding 
of Cisco. Members of selection and asses. panels

Audience reading the TR and able/willing to act on it. 
Secondary: BUs and R&D entities

Management with the ability to fund and sponsor 
activities, such as fellow engineers

Group with ability to broadly promote results within 
Cisco

People with appropriate status and network to raise 
interest in TR in new potential customers
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STAKEHOLDER MANAGEMENT 

The influencers were people who could either be strong 
partners, who could sponsor the partner or who could be 
strong adversaries with the power to shoot the initiative 
down. Stephan and the group actively solicited their 
opinions and perspectives and made sure that influencer 
interests were aligned with their own. Two important in-
fluencers were included right from the start of the project: 
Fred Baker and Dave Oran. Both of them were Fellow 
Engineers. They recognized the potential of the radar in-
itiative, provided input along the way and were instru-
mental in securing the invitation to present for their wider 
community in San Jose.  
 
Before getting ready for San Jose again, substantial effort 
was made to solve one central challenge: how to moti-
vate the scouts. With a limited budget, it had been out of 
the question to hire specific scouts. By the time volume 3 
of the scouting report was presented, the project was 
granted “key effort status” within Cisco and Stephan ad-
vanced from Innovation Manager to Senior Manager in 
Corporate Development. Except for Stephan and two 
other colleagues, however, participants retained all nor-
mal responsibilities. Thus, securing that scouting was 
made a priority remained challenging. “We wanted 
them to scout, but also to really balance their views, to do 
a bit of research, to write one-pagers, to present to an 
audience… so we were talking at least three days full-
time,” says Stephan.  
 
They tried once to offer a monetary award for the best 
scouting report. “But I am not sure it made any difference. 
The best people are not the ones who necessarily are 
engaged that way. If they are not intrinsically motivated, 
people will not do it,” Stephan says. This did not mean 
that nothing was done to secure motivation – far from it. 
The team got inspired from reading reports of previous 
change management projects within Cisco as well as lit-
erature on motivation in crowdsourcing and open 
source. Soon it was clear the human resource depart-
ment (HR) would be a very valuable partner. With the 
help of HR, three main motivational factors were put in 
place: 
 

1) Scouting was incorporated in the portfolio of 
courses offered for internal training in Cisco. 

Completing one round of scouting made em-
ployees eligible for points that could be used 
to “buy” rewards – as for any other course. 

2) A system of bronze, silver and gold scout med-
als was made. Employees awarded the med-
als were given the opportunity to show the ti-
tles as part of their e-mail signatures. 

3) It was arranged so that feedback on high-
quality scouting reports was not only given to 
the scouts, but also to their managers. This 
meant that scouting was considered a factor in 
overall employee evaluation and was part of 
the input when considering performance re-
wards. 

They also made simple, but perhaps to the scouts im-
portant, changes with regard to the scouting process: The 
names of the scouts were displayed in the reports, tasks 
were split into smaller parts to lower the bar for “lurkers” 
to participate and flexibility was improved with regard to 
deadlines of tasks as well as how to solve them. The in-
structions describing the purpose of the radar initiative 
were also improved, in order to clarify how each scout 
contributed to a “greater cause”. 
 
One day Stephan had word from the service organiza-
tion in Cisco. They wanted to look at “this radar” they had 
heard about. They really liked the approach, but wanted 
an adapted version because they were not really work-
ing with the technologies – but more with the services re-
lated to the products. “This was an important inflection 
point. The fact that someone wants to copy what you do 
is normally a very good sign,” Stephan says.  
 
More and more of such requests came in. Business enti-
ties asked for help to do tailored versions, and Stephan 
saw possibilities for a distributed radar model in the fu-
ture: “The distribution goes into the different business en-
tities of the organization, and Corporate Development 
aggregates all the content. This could happen,” he ex-
plains. However, the increased interest also made 
Stephan and his group carefully question who should be 
involved before scaling up. There was no doubt that the 
special committee of 19 fellow and distinguished engi-
neers would be important for enabling the next steps.  
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When in September 2011, Stephan found himself in San Jose 
campus´ Building 4, he would likely have been relieved to 
leave the stage no matter the outcome. Standing up there was 
tough in the sense that this special committee was used to 
“grilling” whomever presented. Ten minutes had been granted 
for presentation, 20 minutes for Q&A. Stephan hoped he would 
not fail to communicate the value the radar was starting to cre-
ate – how the reports now could be found on most executive 
tables in Corporate Development. He also hoped he would 
succeed in showing how they had concentrated on facilitating 
and leading the project, but not on owning it. Technology in-
telligence had originally been outside of their team mandate. 
If someone would question their legitimacy or feel that 
Stephan and his team were stepping on somebody else’s toes, 
things could turn ugly. 
 
The corporate credo of “good enough”, meaning that the 
cost/benefit ratio should always be reasonable, often put a 
cap on the time set aside for preparation work within Cisco. 
This meeting was different. “Here, everything needed to be 
thought through,” Stephan says, admitting that he was nervous 
and that he had rehearsed several times. “That was good, be-
cause I needed to be able to provide all the details if someone 
asked. I had to show that we had really thought of every de-
tail,” he recalls.  
 
He briefed the 19 engineers on the steps taken so far. Then he 
raised a key issue for the next phase: increasing the quality of 
the radar. Not only would it be important to scale up and reach 

75 scouts spread out through the whole organization, but en-
gaging certain external stakeholders would also be crucial to 
prevent internal bias.  
 
Suddenly, one guy stood up in the audience. He certainly 
seemed struck by what he had heard. But was it good or bad? 
“It was good. Literally, he asked why I had not come before. 
Why had they not been involved earlier, and was this not the 
kind of work they already did? I really felt, then and there, that 
we had done the correct thing. The reaction was really a good, 
good sign that they wanted part of it. So, from that day I knew 
that I would get their support, which was fantastic,” Stephan 
says.  
 
During the next year, several important milestones were 
reached. The 9th volume of the radar published in June 2012 
was based on 233 novel technologies submitted by 64 tech-
nology scouts from multiple organizations across North and 
South America, Europe, Japan and Australia. The technologies 
had been selected and assessed by technical and business 
leaders, including Fellows, Distinguished Engineers, Directors 
and VPs. The Cisco Technology Radar website served more 
than 250 unique visitors, and it was subject to more than 1,900 
page views per month. Moreover, printed copies of the Tech-
nology Radar were distributed quarterly to key decision mak-
ers, including Cisco Fellows, the Operating Committee and se-
lected executives. 
 
Stephan and his team entered an internal innovation compe-
tition for engineers with the scouting initiative. “The Technology 
Radar, while not a ‘classic’ kind of productivity tool, qualifies for 

FACING THE FELLOWS 

Roll out
H2/2011

Ramp up
H1/2011

Proof-of-Concept
H2/ 2010

Opening up
H1/2012

Growth
H2/2012

§ Validate interest in main 
idea

§ Demonstrate Radar 
concept

§ Secure buy-in from VW 
Ned Hooper

§ Publish first Technology 
Radar with 30+ entries

§ Status as “key effort” 
granted by Ned Hooper 
and SD Rob Adams

§ First assessment panel 
workshop

§ First selection panel 
workshop

§ Key editors team in 
place

§ Improved assessment 
procedures

§ Selection criteria fine-
tuned

§ Motivation of scouts 
improved

§ Successful presentation 
to Fellow and Distingui-
shed Engineers

§ First VW and Fellow 
Engineer panellists

§ Cisco-wide scouting 
established

§ Volume 8 of radar 
published

§ First external scouts

§ Engagement with 
selected top partners

§ Participation in Cisco 
Engineer Awards

§ Funding received for 
redesign of radar

§ Joint radar established
with top partner

§ Funding received to 
widen engagement and 
R&D collaboration 
through radar

§ Increased communi-
cation of radar value 
internally and externally

Team size in full-time equivalents (FTE)
0.8 3,2 3.4 2,9 3,5



13 

 

 

this category of award because of the broad base of technol-
ogy experts in the company who have been positively im-
pacted in their jobs by the entire process, from input, through 
formulation, and consumption,” wrote Cisco Fellow Dave Oran 
among the 7-pages-long collection of testimonials that ac-
companied the report written for the Cisco Pioneer Awards. 
 
The radar was praised for its way of providing a fast overview 
of a broad range of technologies, for complementing and ex-
panding the current knowledge of different organizations, and 
for its usability as a decision tool for strategy and research fund-
ing. According to several testimonials, it also improved effi-
ciency among engineers. “It helps me connect my technology 
passions across Cisco’s business units to leaders that I would 
not otherwise interface with. I learn their business requirements 
and technical objections, and adjust the proposal or engage 
to explain how we can leapfrog competition with the new 
technology” a Distinguished Engineer was quoted as saying. 
 
“It is critically important to track emerging technologies to find 
the next game changer, but not in a random, scattered way. 
Companies should adopt formal intelligence tracking models 
that are comprehensive, yet agile, to maintain their edge. 
Cisco’s Technology Radar is an excellent example,” said Cisco 
Futurist and Senior Director Dave Evans. 
 

In 2 years and 3 months, using fewer than 3 full-time employ-
ees on average, the Technology Radar had evolved from con-
ception to a widely deployed and cited product. The focus was 
now on dissemination of the radar and increasing its quality by 
including more external points of views. One “free” way of 
adding external viewpoints was to ask academics requesting 
Cisco’s funding to highlight new technological developments 
as part of their proposals. This input fed the radar, ensuring that 
knowledge of technologies emerging from academia was dis-
seminated widely across the company.  
 
After exchanging technology best practices using the radar, a 
partnership for joint R&D was secured with a customer in Ja-
pan. Moreover, Stephan approached one of the organizers of 
Cisco’s regular meetings with a key customer. “I asked to be 
included in one session to present how we deal with identify-
ing technologies, the radar and all that. Not only were they fan-
tastically surprised by our approach, they decided that they 
wanted our help to implement the radar inside their premises. 
They also wanted us to develop a joint radar,” says Stephan. 
This type of radar helps source technologies in a way that im-
mediately fulfil customer needs. Stephan says, “For example, 
when you then do an acquisition, you know it is directly to-
wards your key customer, and that is the most optimized and 
efficient way that you can tap into your non-core assets”. 
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Stephan and his team did not win the Cisco Pioneer Awards, 
although they got much out of entering. “It was an excellent 
opportunity to create awareness and sustain momentum”, 
Stephan says. Communicating became increasingly important 
to reaching out to the broader organization. In fact, the com-
munication effort turned out to be the most time-demanding 
activity of the process. One reason was the re-organization 
happening in Cisco during 2011. “We needed to reach out to 
an ever-changing group of leaders, and to spend a significant 
amount of time getting buy-in from several executives that 
would later leave Cisco. This was particularly challenging be-
cause most of the core team was remotely based in Switzer-
land,” Stephan recalls.  
 
The reason given for Cisco’s restructuring was a need for re-
energizing growth. “We were too fat,” CEO John Chambers 
was later quoted as saying in an interviewxvii. Chambers said 
Cisco was now aiming to empower the right people and ad-
mitted the decision-making process within Cisco had been too 
slow. “We had actually empowered people too far down in the 
organization to say no, and we did not empower people high 
enough to say yes,” Chambers said in the interview. Cisco rea-
ligned 22,700 employees and 12,700 people exited. The goals 
were to simplify the operating model, drive faster innovation 
and focus on five foundational prioritiesxviii:  
 
• Leadership in Cisco’s core business (routing, switching, 

and associated services) which included comprehensive 
security and mobility solutions; 

• Collaboration; 
• Data centre virtualization and cloud; 
• Video; 
• Architectures for business transformation.  
 
The restructuring also had a hard financial target of eliminating 
$1 billion in costs. 
 

The radar communication challenge was now addressed by 
Delphine Lemaitre, a professional in communications who was 
added to the core team. “She played a key role in targeting our 
communication towards executives, identifying the best com-
munication channels and targeting the distribution of printed 
copies of the Technology Radar”, Stephan says. Despite mak-
ing the stakeholder management more demanding, the reor-
ganization in Cisco might also have helped the radar initiative 
to gain momentum. “The restructuring and tech radar group 
galvanized efforts to find new areas for Cisco. There was a 
need to look at more adjacent technologies that would typi-
cally enable us to grow after the downturn,” Stephan says. 
 
In June 2012, Cisco announced several changes to its execu-
tive team. Ned Hooper left the immediate Cisco family to form 
an independent investment partnership company, and Pad-
masree Warrior was announced as the new strategy and busi-
ness headxix. With a strong track record in Cisco, she could ex-
pand her role to become Cisco’s Chief Technology and Strat-
egy Officer. Building on her previous work, she would also be 
responsible for thought leadership around Cisco´s products 
and architectures, technical talent development and recruiting 
– and she would increase her time with external stakeholders. 
 
Despite a dip in European switch and router sales and in the US 
public sector, Cisco performed well — and better than the ex-
pectations — in the quarter that ended in September 2012xx. 
The company was able to boost net income by 17.7 per cent 
to $2.1bn – or 39 cents per sharexxi. This was in keeping with 
Cisco’s long-term strategy of growing profits faster than reve-
nues, and the main reasons behind the positive numbers were 
strategic acquisitions and cost cutting. 
 
 
 

COMMUNICATION,  
COMMUNICATION,  
COMMUNICATION 
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Several discussions about emerging technologies were going 
on in the market in 2012. One of the first issues addressed by 
Padmasree Warrior after she took on her new role was Cisco’s 
stance with regard to software-defined networking (SDN). SDN 
was one of the biggest buzzwords among IT professionals that 
year, and some predicted it would disrupt the networking in-
dustryxxii xxiii. Cisco’s competitor, Oracle, and partner/competitor, 
VMware, both acquired SDN-related companies in the first half 
of the yearxxiv, and IBM and HP continued to announce SDN 
productsxxv.  
 
Traditional network hardware — for example, routers and 
switches — included data and control panels. These panels en-
abled network data traffic processing and provided the logic 
and rules controlling the flow as well as inspection and modifi-
cation of the data. SDN pulled these processes apart so that the 
features handling traffic could be performed as a distinct soft-
ware application sitting on a server. Packet processing, such as 

data movement and forwarding, was still handled in hard-
ware, but the switches optimized for SDN could be much sim-
pler. Like one reporter wrote: companies still need routers and 
switches, but they can be cheap, inexpensive ones and they 
may need fewer of themxxvi.  
 
“Cisco wants to rely on the smarts [the intelligent technology] 
in the router and switch, in part because it’s proven to work, and 
in very large part because most of the value added Cisco pro-
vides is in the smarts built into each of those boxesxxvii”, wrote Art 
Wittmann, Managing Director of InformationWeek Reports. 
Padmasree Warrior used the Cisco blog to clear things upxxviii: 
“To be clear, there will be new business models and new ar-
chitectures for infrastructure, but SDN no more minimizes the 
underlying infrastructure than a new steering wheel under-
mines the importance of a car engine”, wrote Warrior. She em-
phasized that architectures such as SDN “actually place more 

CISCO AND THE MARKET 
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demands on the core infrastructure to enable network virtual-
ization securely, with high performance, at scale”. 
 
Thus, what customers wanted might really have been pro-
grammability of the network. Cisco’s positioning involved mak-
ing the network more programmable and virtualizedxxix 
 
Warrior’s blogpost made it into several newspaper stories. It 
was clear that the industry acknowledged Cisco’s power to af-
fect the diffusion of technologies. Early in 2012, there had also 
been leakages to the press that Cisco had created an internal 
start-up that was to further develop SDN-related technologyxxx. 
In November 2012, it was announced that Cisco was buying 
Cariden Technologies Inc., a vendor of capacity planning and 
management tools. It was speculated that Cariden’s tools 
would let Cisco provide a view into converged IP/optical net-
works and help program those layers, making it relevant to the 
architecture behind Cisco’s SDN plansxxxi.  
 

At a technology summit, Warrior enforced the view that Cisco 
was well on top of developments, stating that “Probably the 
first software-defined network in the industry was the Nexus 
1Kv”. She added: “That started with 10 engineers as a project 
within Cisco.”xxxii 
 
Stephan confirms that the SDN technology was well incorpo-
rated into the radar from the start. “The technology is too old to 
be an example of something we scouted that is now moving 
into business”, he says. Still, the SDN issue is an example of how 
Cisco as a company continued to balance between acting as 
a steady market leader — with high-quality products and 
trusted customer relationships — and at the same time being 
agile enough to avoid becoming disrupted.  
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In January 2013, Stephan was featured for the first time in an 
external newspaper article presenting the radar initiativexxxiii. In 
a success story comparing the initiative to a baseball team 
scouting for new talents, he commented, together with Senior 
Director of Corporate Development Rob Adams, on Cisco’s 
structured approach. It is likely that the article was inspired by 
Cisco’s own public blog post and videoxxxiv about the radar — a 
sign that dissemination and communication efforts were really 
starting to pay off externally.  
 
The growth of the initiative was great news, but also brought 
more administrative challenges to the table. Reflecting on the 
present status of the radar — that is, as of spring 2013 — 
Stephan now says: “In large companies, you always try to do 
more work with fewer resources. We have a declining number 
of resources working on the radar, which is somewhat of a par-
adox since we continue getting good traction. We also see de-
clining engagement from the wider team in the scouting activ-
ities. This is somewhat a good signal too, because we want 
scouts to be increasingly outside of our organization. But the 
radar is pretty much very operational nowadays and the engi-
neers working on it find it very repetitive. Securing attendance 
of panelists is tiring and there’s never a guarantee that VPs, 
CTOs and Fellow Engineers will ultimately attend”. 
 
The discussion about who should run the radar has been raised 
from time to time. “If I have the impression that this effort will be 
better off driven from another organization, I will do my best to 
hand it over,” Stephan says. Meanwhile, he has no plans of 
leaning back. During the next months he plans to keep busy 
discussing how to include more external scouts. Reaching out 
to partners and third parties that sell Cisco´s products is one 
idea. Getting radar input from venture capitalists would also be 
very fruitful, yet challenging.  
 

By the end of 2012, Cisco launched a marketing campaign 
called “tomorrow starts here,” which explained that Cisco aims 
to be the number one information technology company in the 
world. It aimed to double its software business, be the leader 
on the vanguard of SDN, capitalize on smart-phones and tab-
lets needing cloud solutions, and at the same time continue its 
astonishing growth in data centre infrastructurexxxv.  
 
“The convergence of technologies within the enterprise data 
center is spanning multiple, previously independent, technol-
ogy segments. Also, some of our current and potential compet-
itors for enterprise data center business have made acquisi-
tions, or announced new strategic alliances, designed to posi-
tion them to provide end-to-end technology solutions for the 
enterprise data center. As a result of all of these developments, 
we face greater competition (…) including competition from 
entities that are among our long-term strategic alliance part-
ners”, Cisco stated in its 2012 annual reportxxxvi.  
 
Stephan feels certain it is only a question of time before a tech-
nology spotted by the radar will be successfully introduced in 
the market by Cisco: “We do not have that story yet, but we will 
get it”. 
 
 
 

CHALLENGES AHEAD 
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1. Describe the context of the case, identifying three to 
five key aspects about: 

› The situation of Cisco; 
› The challenges associated with the intro-

duction of the technology radar approach; 
› Its objectives. 

2. Describe and discuss the technology radar ap-
proach, focusing in particular on: 

› The technology radar process; 
› Stakeholder management; 
› Scouts. (How to motivate them? Whom to 

select, discussing the ideal scout vs. the 
available scouts.) 

3. Identify key factors that made the technology radar 
approach a success. 

4. Propose indicators to assess the value creation from 
the Cisco technology radar. 

5. Use the McKinsey Three Horizon framework to de-
scribe (a) the proof-of-concept and ramp-up phase 
(horizon 1), (b) the roll-out, opening up and growth 
phase up until the case closes (horizon 2), and (c) to 
suggest a future development phase (horizon 3).

QUESTIONS 



 

 

REFERENCES 
i Xavier, John/Silicon Valley Business Journal. Top 10: Biggest Silicon Valley employers. The Business Journals/ACBJ, Dec 30 2011. 

http://www.bizjournals.com/sanjose/blog/2011/12/top-10-biggest-silicon-valley-employers.html Accessed Jan 11 2013 
ii NBC Bay Area. San Jose Cisco Field. http://www.nbcbayarea.com/enjoy-this/San-Joses-Cisco-Field-101433279.html Accessed Jan 11 2013 
iii Staff/Silicon Valley Business Journal. Cisco Systems plans expansion in North San Jose. The Business Journals/ACBJ, Jun 20 2010. 

http://www.bizjournals.com/sanjose/stories/2010/06/21/story6.html?page=all Accessed Jan 11 2013 
iv Architechture Week/Great buildings online. The Pentagon. Greatbuildings.com. http://www.greatbuildings.com/buildings/The_Pentagon.html Ac-

cessed Jan 11 2013 
v Cisco pics. View of Cisco Campus, San Jose. Flickr.com, Jul 10 2008. http://www.flickr.com/photos/cisco_pics/2655442577/in/photostream/ Ac-

cessed Jan 03 2013 
vi Examples, see Tiltuli. Drive by Cisco campus 1. YouTube.com, Nov 30 2007. http://www.youtube.com/watch?v=xTXdRLfB2fY Accessed Jan 11 

2013 and Raphaelpt. Walking at Cisco San Jose Campus. YouTube.com, May 7 2010. http://www.youtube.com/watch?v=Mr_eAKc7wuM Ac-
cessed Jan 11 2013 

vii Waltner, Charles. Internet Fellowship: Elite Group of Cisco Engineers Invent, Inspire Better Network Technology. Cisco systems, Aug 27 2002. 
http://newsroom.cisco.com/dlls/ts_082702.html Accessed Jan 04 2013 

viii Monterde, Stephan. Pioneer Award Submission Cisco Technology Radar. Cisco Systems, Jan 6 2012. http://news-
room.cisco.com/dlls/ts_082702.html Accessed Jan 07 2013 

ix Tajnai, Carolyn. From the Valley of Heart’s Delight to the Silicon Valley: A Study of Stanford University’s Role in the Transformation. Stanford Univer-
sity, Computer Forum, Dec 1996. See also http://www.stanford.edu/group/wellspring/cisco_spotlight.html Accessed Jan 11 2013 

x See Carey, Pete. A start-up’s true tale. Mercury News, Dec 01 2011. http://pdp10.nocrew.org/docs/cisco.html Accessed Jan 11 2013 
xi Nerds 2.0.1. Serving the suits. PBS, 1998. http://www.pbs.org/opb/nerds2.0.1/serving_suits/cisco.html Accessed Jan 07 2013 
xii Bort, Julie. Cisco Just Turned 30: This Is The Dramatic Story Of How The Founders Were Ousted. Business Insider Australia. Jul 20 2017. http://www.busi-
nessinsider.com.au\how-ciscos-founders-were-ousted-2014-12 
xiii Wuebker, Robert, Ziv Navoth, Bharat Rao, Mel Horwitch and Nina Ziv. Cisco Systems: The Internetworking Company of the Future. Institute for 

Technology & Enterprise (Version 2.0), May 1, 1998. http://www.ite.poly.edu/Cisco_case_3.html#Company%20History Accessed Jan 11 2013 
xiv Barlas, Pete. Cisco Uses Company Scouts To Discover Technology. Investor’s Business Daily, Jan 02 2013.  
http://news.investors.com/technology/010213-639064-ciscosystems-scoutstrack-technology-cscc.htm#ixzz2Hfye4XVr Accessed Jan 04 2013 
xv Monterde, Stephan. LinkedIn Profile. LinkedIn, 2012. http://www.linkedin.com/profile/view?id=1187676&locale=en_US&trk=tyah2 Accessed Dec 10 

2011 
xvi Rohrbeck, R. Harnessing a Network of Experts for Competitive Advantage: Technology Scouting in the ICT Industry. R&D Management, 2010. Vol. 

40, No. 2 pp. 169-180. See also Rohrbeck, R., J. Heuer and H. Arnold. The Technology Radar - an Instrument of Technology Intelligence and 
Innovation Strategy. The 3rd IEEE International Conference on Management of Innovation and Technology; 2006; Singapore pp. 978-983. See 
http://rene-rohrbeck.de/documents/Rohrbeck_Heuer_Arnold_%282006%29_Technology-Radar_Paper.pdf  

xvii Kerner, Sean Michael. Cisco ceo. We were fat. Enterprise Networking Planet, Sep 14 2011. http://www.enterprisenetworkingplanet.com/net-
sysm/cisco-ceo-we-were-fat.html Extracted 04.12.12 

xviii Cisco Systems. Annual Report 2012, p. 2. Cisco Systems, 2012.  
xix Chambers, John. Evolution of Key Cisco Leadership Positions. Cisco Blog, The Platform, June 26 2012. http://blogs.cisco.com/news/evolution-of-

key-cisco-leadership-positions Accessed Dec 14 2011 
xx Morgan, Timothy Prickett. Cisco cuts costs, boosts profts faster than sales. The Register Financial News, Nov 14 2012. http://www.theregis-

ter.co.uk/2012/11/14/cisco_q1_f2013_numbers/ Accessed Dec 04 2012 
xxi Newsroom.Cisco.com. Cisco reports first quarter earnings. Newsroom.Cisco.com, Nov 13 2012. http://newsroom.cisco.com/release/1104486/Cisco-

Reports-First-Quarter-Earnings?utm_source=RSS Accessed Dec 0 2012 
xxii Deloitte. Software-Defined Networking: Prepare for Disruption. Deloittewsj.com, Oct 18 2012. http://deloitte.wsj.com/cio/2012/10/18/software-de-

fined-networking-prepare-for-disruption/ Accessed Dec 04 2012 
xxiii Kurt Marko. Software-Defined Networking: A No-Hype FAQ. Informationweek, May 14 2012. http://www.informationweek.com/infrastructure/man-

agement/software-defined-networking-a-no-hype-fa/240000297 Extracted 04.12.12 
xxivHigginbotham, Stacey. 2012: The year software defined networking sold out. Gigaom.com, Dec 17 2012. http://gigaom.com/2012/12/17/2012-the-

year-software-defined-networking-sold-out/ Accessed Jan 12 2013 
xxv Chua, Roy. SDNCentral’s 2013 Kick-Off – More $1B Acquisitions? SDNCentral, Jan 04 2013. http://www.sdncentral.com/sdn-blog/sdncentrals-

2013-kick-off/2013/01/ Accessed Jan 10 2013 
xxvi Bort, Julie. Cisco’s Newly Minted Chief Strategy Officer FINALLY Talks About Cisco’s Survival. Business Insider, Aug 02 2012. http://www.busi-

nessinsider.com/cisco-chief-strategy-officer-padmasree-warrior-big-plan-2012-8#ixzz2GzylJMes Accessed Dec 11 2012 
xxvii Wittmann, Art. Cisco Describes SDN Strategy, Sets Industry Back 10 Years InformationWeek, Jun 13 2012. http://www.informationweek.com/infra-

structure/management/cisco-describes-sdn-strategy-sets-indust/240002024 extracted Dec 04 2012 
 

 



 

 

 
xxviii Warrior, Padmasree. Networking is Cool Again…and that’s good for Cisco. Cisco Blog, The Platform, Aug 02 2012. 

http://blogs.cisco.com/news/networking-is-cool-againand-thats-good-for-cisco/ Accessed Dec 04 2012 
xxix Ameinfo.com. Cisco Outlines its position on software defined networking strategy at Gitex 2012. Ameinfo.com, Oct 16 2012. 

http://www.ameinfo.com/cisco-outlines-position-software-defined-networking-315561 Accessed Dec 04 2012 
xxx Mullins, Robert. Cisco Pursues Dual Strategy on Software-Defined Networking, Cloud. Eweek.com, Oct 15 2012. http://www.eweek.com/network-

ing/cisco-pursues-dual-strategy-on-software-defined-networking-cloud/ Accessed Dec 04 2012 
xxxi Matsumoto, Craig. Cisco to spend $141M for More SDN Help. Lightreading.com, Nov 29 2012. http://www.lightreading.com/docu-

ment.asp?doc_id=227480 Accessed Dec 04 2012 
xxxii Duffy, Jim. Cisco tries to head off software-defined networks. Network World, Apr 19 2012. http://www.networkworld.com/news/2012/041912-cisco-

sdn-258457.html Accessed Dec 05 2012 
xxxiii Barlas, Pete. Cisco Uses Company Scouts To Discover Technology. Investor’s Business Daily, Jan 02 2013. http://news.investors.com/technol-

ogy/010213-639064-ciscosystems-scoutstrack-technology-cscc.htm#ixzz2Gv3eEtZq Accessed Jan 02 2013 
xxxiv McCulloch, David. Scouting the Next Big Thing: Cisco’s Technology Radar. Cisco Blog, The Platform, Dec 3 2012. 

http://blogs.cisco.com/news/scouting-the-next-big-thing-ciscos-technology-radar-2/ Accessed Dec 16 2012 
xxxv Seeking Alpha. 4 Reasons Cisco Will Be The #1 IT Company. Seeking Alpha, Dec 29 2012. http://seekingalpha.com/article/1086471-4-reasons-

cisco-will-be-the-1-it-company Accessed Jan 03 2013 
xxxvi Cisco Systems. Annual Report 2012, p. 12. Cisco Systems, 2012. 
 
 
 
 
 
 
 
 
 
 
 


