
Partnering: A Strategic Element
of Globalization

John S. Meyo During the pasttenyears, technological progress and political changes
have accelerated the development ofglobally interconnected telecommuni­
cations networks. AT&Ts active participation inthegrowth ofinternational
telecommunications requires close cooperation among itsbusiness units, as
well as between the company and itsoverseas partners-which, insome cir­
cumstances, may also be itscompetitors. This cooperation is anessential
element ofa globalization strategy thatrecognizes thatno company, by
itself, will be able tomeet the expanding information movement and man­
agement needs ofever-greater numbers ofglobal customers.
Introduction

Soon afterAT&T and its Bell Operat­
ing Companies wenttheir separateways in
1984, AT&Tsthen Chairman and Chief Exe­
cutive Officer, JamesE. Olson, announced
that the company would move beyond its
predominantly domestic marketandexpand
in world marketsthrough a concept and pro­
cess that has cometo be known as "globaliza­
tion." The concept crystallized under Robert
E.Allen, who succeeded Olson afterthe
latter'sunexpected death.

This dramatic changeinAT&Ts
orientation from largely domestic to global
continues to havesignificant implications for
people and organizations throughoutthe
company. Nowhere are those implications
moredramatic thanforAT&Tsresearchand
development community, which creates the
technological foundation forthe company's
currentandfuture businessactivities.

This overview examines the evolution
ofthe global communications industry, and
provides background on the difficult techno­
political challenges it faces. The other papers
in this issue ofthe AT&T TechnicalJournal
lookat the technical infrastructure for
AT&Ts globalization-rangingfrom interna­
tional products and services to worldwide
intelligent network architecture andglobal
partnering. The paperspresentan integrated
perspective, so that the company's many tech­
nical programs canbe viewed as a coherent
mosaic rather than fragmented efforts.
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The Chanenge of Globalization
Onefundamental requirement for

successin business-and especially forglobal
success-is customerfocus. This refersto
both internal customers andexternal custo­
mers.Aspeople apply quality principles
throughouttheir operations, theymust seek
to get evencloserto customers. That's
becausewehavelearnedto define quality in
terms ofcustomersatisfaction. Because ofits
vital linkto customersatisfaction, quality
mustultimately be defined by the customer.
Moreover, the alignment ofdevelopment
functions with the businessunitstheysupport
is a major factor ingettingthe required focus
on customers.

Achieving customerfocus requires
not only a clearunderstanding ofthe needsof
today's customers, but also-and perhaps
evenmoreimportantly-an understanding of
whatfuture customers will want Satisfying
those needs at the right timeandwith a mix­
ture offeatures, capabilities, performance,
service and pricethat maximizes perceived
value is the key to success. To succeed on a
global scale, however, one mustserveglo­
bally. Customers must have easyaccessto
service; their requirements mustbe satisfied
everywhere and aroundthe clock. It is also
true that customers'needsmaydiffer dramat­
ically, depending on size, locations, andtypes
ofbusiness. Consequently, their perceptions
ofquality and value maydiffer markedly
unlesssolutions havebeen tailored to



expectations that differ among marketsegments and
geographical regions.

Thisglobal view ofcustomers, whethertheybe
telecommunications administrations or end users, has
profound implications for the product/service realization
process-for the entireprocessofdeveloping products
andservices andbringing themto market. This includes
planning, design, delivery, operation and maintenance.
To delight customers bymeeting or exceeding their
expectations around the world, wemustmanage all
aspects ofthe product andservice delivery processto
takefull advantage ofthe diversity ofAT&Ts products,
services andworldwide presence. Ourproduct/service
realization process is increasingly basedon the concept
ofglobal platforms with local customization. That is,we
design vehicles that will provide the corecapabilities that
weare seekingto implement. Wethen modify those
platfonns-ideally, in relatively modestways-in order
to meetthe specific needsofcustomers invarious parts
ofthe world. Thus,weseek to achieve local customiza­
tion and notbuild totally different products fordifferent
regions. And wemustdesign technology platforms to
sustain that processfor the broadrangeofpresentand
future AT&T businesses. AT&T expects Bell Labora­
toriesto be the leaderinglobal platforms, notonly
because ofits transnational reputation, workforce, and
outlook, but also because its mission cutsacrossthe
nearly two dozen businessunitsthat makeupAT&T.
Coordinating acrossthe units'boundaries, Bell Labora­
toriescanconcentrate on creating newcommercial possi­
bilities andon transforming them rapidly and effectively
into new, or enhanced, sourcesofrevenue.

PertneriftC for Globel Communications
With the rapidly increasing use oftelecommuni­

cations throughout the world, weare moving inexorably
toward a global community.

Communications services basedon technologies
suchas integrated circuits, computing, photonics and
software makeit increasingly feasible fordomestic busi­
nesses to "goglobal." Conversely, the communications
services industry's growth andfinancial successprovide
direction andsupportfor the continuing development of
revolutionary technologies to helpit continue to grow
andsucceed. Thus,wehave a classic model forsynergis­
ticrelationships: global communications drives global
economic growth, which drives technology, which drives

global communications. And, superimposed on this pat­
tern, are the increasingly global needsofcustomers.

Bytheirverynature, providers ofglobal commun­
ications operate ina vastmultivendor environment, draw­
ingon many worldwide sourcesforproducts andservices
thatgofarbeyond basic telephony. In aggregate, the
organizations that produce the products andservices used
inglobal communications representan industry ofenor­
mous breadthandsize. Moreover, these organizations can
have complex relationships, often engaging as partners in
onesphereandas competitors in another. The industry
includes switched anddedicated services forvoice, data
and images; switching andtransmission equipment; net­
work management software andservices; andall kinds of
customer premises equipment, ranging from telephones
andfax machines to transaction terminals.

service P8rtnerl .... Until recently, telecommuni­
cations has beena government function virtually every­
where but in the United States. Increasingly, however,
innations throughout the world, weare seeingchanges
comparable to thosemadein the U.S. telecommunications
industry-ehanges that canleadto open markets andfree
competition. Butthe Postal, Telephone, andTelegraph
administrations (PITs) were, andin mostcasesstill are,
government entities. Asa result, their services often must
carrythe burdenofgovernment regulation. The associ­
atedadministrative burdenscan make it difficult forthese
PITs to move rapidly. So theyare typically driven lessby
customer needsthan bythe top-down mandates ofgovern­
ment. Oneresult is that theyalso tend to be impervious to
competition andrelatively expensive.

Nevertheless, the PITs, on theirown andthrough
consortia, have created, and now maintain andoperate,
the infrastructure forinternational communications ser­
vices. The necessary negotiations to provide this infra­
structure have been difficult andexpensive. The paradigm
forlinks to the U.SA has beenforeachentity (e.g.,
AT&T, Deutsche Bundespost Telekom, British Telecom,
Kokusai Denshin Denwa, andthe Korean Telecom
Authority) to provide partofa circuit andmeetits comple­
mentary service provider either in open ocean or inan
orbiting satellite to provide a completed circuit to the cus­
tomer. Thus,allinternational service has conceptually
involved partnering.

P8rtnerl ... Throu'" StllncWd..settl.... There is no
question that the national, regional andinternational
standards-setting process isvital toglobal telecommuni-
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cations. The broadgoalofstandards-setting is connec­
tivity, compatibility and opennetworking ofcommunica­
tionsand computer systemsfrom multiple vendors­
whetherincommon carrier public networks, in private
networks or on users' premises. AT&T fully supports
standards bodies working toward this goal.

Whenever major changesin services or capabili­
tiesare desiredor needed, the groundwork mustoften
be laid by standards-setting bodiessuch as the Interna­
tional Telegraph andTelephone Consultative Committee
(ccrrr) ,wherestandardsrelating to service capabilities
and interconnection requirements are hammered out.
These forums typically build on detailed technical nego­
tiations carriedout by interested service providers, pro­
ductvendorsand telecommunications authorities.

Aprime example ofa major changeis the Inte­
gratedServices Digital Network (ISDN), which forms the
infrastructure fora broadrange offuture services. The
fact that ISDN will be madeavailable throughout the
world is a tributeto the detailed negotiations and part­
neringthat tookplace among keycommunications ser­
vices providers andequipment vendors to define and
implement ISDN.

There are several typesofstandards, with differ­
inglevels ofpriority. Clearly, the mostvital and broadest
standards are the architectural standards. Examples
rangefrom the ISDN interfaces to the Open Systems Inter­
connection Reference Model. Suchstandards affect the
architecture ofsystemsand services andare vital ena­
blers, benefiting allplayers. Moreover, these standards
should havetoppriority because theyare neededfirst,
before implementing a technology. Failure to do so erects
the mostseriouspotential barriers to the progressof
interoperability.

Unfortunately, standards canhandicap the tech­
nologicalleaders and discount the value oftheir research.
Soweare challenged to find ways to get neededstandards
promptly without penalizing innovators. The vitality of
telecommunications dependsupon it.The voluntary con­
sensus processis the right standards-setting process. But
it mustbe driven moreand morebycustomerneeds, by
priorities and bytimeliness. It should encourage the flow
ofinnovation, not hamperit.

Pertners And Competitors. Newly privatized PITS,
coupled with state-run service providers alsoseekingglo­
balmarkets, have complicated the global communica­
tions picture duringthe pastdecade. Several ofthese
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entities, forexample, havebeen prompted toglobalize as
a preemptive move. This can involve the entities' getting
intothe datacommunications businessbybuying other
companies and by positioning themselves to offer end­
to-end global services. Some entities have purchased
equity interestsin operating telephone companies in
other countries around the world, therebypositioning
themselves to havea global presenceand to support cus­
tomers incountries other than their own. Thus, it is com­
mon to find companies and/or telecommunications
authorities partnering in one region or business, and
competing inanother. Asvarious strategic thrusts begin
to overlap geographically, theycan,and do, encroach on
areasofpartnering, thus making this a complex business
with dynamically changing relationships. In some
instances, a partnering arrangement may be established
to plan and implement a modern telephony infrastructure
ina country that wants to upgrade its system rapidly.
This could take the form ofa jointventure to build and
install equipment, or it could involve significant equity
ownership and participation in planning, building and
running the newtelephony businesses.

Technical Pertnerlng. There is another, ongoing
form ofpartnership: the partnership that occurswithin
the global technical community. Forexample, at confer­
encesand in standards-setting bodies supported bycor­
porations, universities, and telecommunications authori­
ties, the groundwork is laid for the opensystems and
common interfaces that have propelled the global tele­
communications community intoan accelerating cycle of
innovations andenhancements.

Customer/Supplier PertnerI.... The relationship
between the service provider andend user liesat the
heart ofthe communications business. In an ideal situa­
tion, marketpull and technology pushwork synergisti­
cally: as partners, the service provider andcustomer
work togetherto understand and meet the customer's
evolving needs. Atthe sametime, the service provider
tries to understand to whatdegreea newor developing
technology mightprovide newcapabilities that would
stimulate usageand expand the business.

Internal Partnerlng
Internal AT&T partnering takesadvantage of

cross-business-unit synergies to satisfy global custo­
mers' needs morecompletely. The premise that drives
the internal partnering concept is that global telecom-



munications is a complex, techno-political arena. In that
arena, successdependstypically on maintaining a strong
regional or country-by-eountry presence, and on making a
significant contribution to the economy ofeverycountry
or region in which one intendsto do business-for exam­
ple, through someform ofin-eountry manufacturing or
assembly. In addition, a company mustunderstand and
react to changesincustomerneeds,local standards, the
local economy, politics, and, ofcourse, competitive activity.

Consider, forexample, whatit takes to serve
the telecommunications needsofa multinational clothing
company that has manufacturing facilities in Mexico,
Italy, Spain, Taiwan, HongKong and the United States;
suppliers inAustralia, Singapore and the United Kingdom;
and outletsin allthese locations, as well as in Korea,
Japan, and the rest ofEurope. Suppose that company were
to issuea Request for Proposal for a global telecommuni­
cations arrangement for itself. The information required
just to compile a responseaboutequipment requirements
fornetwork accessin each location is immense.

In many cases,internal partnering facilitates
preparation ofa detailed customerproposal. Moreimpor­
tantly, internal partnering provides a basisfordefining
and refining AT&Ts global program, thus allowing the
integrated deployment ofproducts, services, networks
andapplications to serveunique customerneeds around
the world.

The newplatform-based systems referredto
earliertypically will be provided globally with the helpof
external partnerssuch as other vendors and telecom­
munications administrations. Because these systemswill
have core service capabilities that can be customized to
specific local applications, theywill facilitate the provi­
sioning and enhancement ofservices, bringing major
improvements to network management and perfor­
mance. Asthe importance andvalue ofservice continue
to increase for the customer-as in information transfer

in the financial industry-the needforservice continuity
andgeneralimmunity to network andfacility problems
will become evermore critical. Suchcontinuity and
immunity will be greatly facilitated bythe standardized
structureofthese newplatform-based systems-and by
the disciplined processes used to deploy, operate and
maintain the networks and services that weprovide.
These improvements would, ofcourse, apply to dedi­
catedcustomnetworks, as well as to services provided
onthe public switched network.

Conclusion
Globalization is both a product oftelecommuni­

cations anda driver oftelecommunications. These
inseparably linked forces are directed bythe goalof
satisfying end users' information needs-needs that are
increasingly on a global scale. Asuccessful globalization
strategyrequiresbothan awareness of, anda dedication
to, the interrelationship among partnering, platforms,
processes, and planning. And, ofcourse, AT&T must
partnerwith various telecommunications authorities and
other entities to achieve the major upgrades in telecom­
munications infrastructures that will be required to
satisfy the growing global needsofcustomers.

(Manuscript received May 20, 1992)
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