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what can people give you?
New business models started first on the internet will ultimately affect all industries. The older and the 

more established the industry, the bigger the change will be.

Tools for Giving
The Strategy of Giving may seem a little naïve and unlikely to result in any real business benefits. But the 
concepts are anything but naïve. What it is meant to provide is food for thought companies can use to form 
logical business models that help them achieve strategic goals.   

The Strategy of Giving is a new way for companies to look at the world around them; it is not magician’s 
tricks.

Difficulty of Giving
The greatest challenge in the Strategy of Giving lies in harnessing the motion generated within people 
towards a certain business activity. Giving always creates motion, and the giver receives a gift in return, but 
it often comes in a form that is not automatically convertible into cash, such as goodwill. Besides knowing 
how to create and direct motion, the gift giver also needs to know how to receive a gift coming in return, 
regardless of its shape and form.

Giving can be difficult. For businesses that are relying on old strategies, a leap into the Strategy of Giving 
is probably extremely difficult. Emotional barriers are understandably high.

So, What is This SoG?
Is it marketing, R&D, management, advertising, crowdsourcing, brand building or what? In fact, it is all these 
things. The Strategy of Giving is a new way of thinking that encourages companies to interact with the 
outside world by giving.

everything you need!

Strategy of Giving in a Nutshell:

“You reap what you sow.” This phrase is found in nearly every culture and language. Basically, it says that 
the fruits of your labor will come back to you. Depending on your views, this can be called a law of nature, 
a pattern of social behavior or just plain karma. Many companies, unfortunately, have not seen the full 
potential of this law.

The Strategy of Giving involves finding ways to harness the power of customers, competitors, employees, 
potential customers and owners to work for the benefit of a company. In order to get people activated, a 
company must reward people before they have done anything for the company. 

Giving initiates a movement in the recipient. A company that has generated movement in the recipients 
can then direct this energy towards benefiting the company’s strategy and vision. A company that gives can 
quite literally get the world’s resources to work for its benefit.

Why would we give away something valuable? Rephrasing the question: what is the cost of getting people 
to voluntarily come to us and develop our business for us?

Internet Leads the Way
Businesses that have assimilated this new way of thinking give people as much as possible without charging 
them and, consequently, get them to do things for the company. 

It is easy to categorize businesses that have adopted the Strategy of Giving as web companies with their 
own rules of engagement. In the early days the web was based on sharing and giving. Companies saw the 
potential and wanted in on the action. Charging for products and services was almost impossible. So, the 
model of giving was formed. Many web companies adobted this model as the foundation for their strategy 
and are some of today’s leading success stories.

so, what are you going to give them?

what have you given today?
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Tom is yawning. when he founded the company 
a long time ago, he swore to himself that he 
would stop working as soon as the job got 
boring. and now it has.
Somewhere deep inside he still recognizes the young kid who loved the industry. But in recent years the 
competition has gotten fiercer, margins slimmer and many competitors have called it quits. 

The entire industry is producing identical products with similar processes and selling them with the same 
old sales pitches. Even when someone manages to create a new innovation, its competitive advantage is 
lost in a few months. Tom is now shopping for a way out of the predicament. Long seminars and even 
longer memos ensue, but their effectiveness are short-lived. The enthusiasm of employees evaporates in 
a matter of weeks.

Tom knows that his business will wither away if he doesn’t find a way to transform his deadlocked 
situation. In a board meeting, he says that if margins keep decreasing, they will have no choice but to 
give the products away free of charge.

Suddenly, Tom is wide awake. He knows exactly how to make his job interesting again.

1
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John just had a great idea! He runs around the 
office, sharing it with anyone who will listen.
John’s idea fills him with enthusiasm. But he also knows that there is a 99 percent chance it will never 
come to life. Maybe the execution will demand too many resources; management may deem it low in 
demand or say that it simply does not fit the company’s portfolio. New ideas always have to pass complex 
and time-consuming evaluations.

In six months, John’s enthusiasm has worn off. He realizes his idea will never see the light of day. He was 
hoping that the company would let outsiders play with the company’s idea surplus. Surely, there were 
treasures in his debris pile that could generate value for others.

John concludes that donating the ideas out would lead to three significant things. First, the company’s 
product development would get faster and more effective because it would be forced to compete with 
outsiders on the same ideas. Secondly, product development would also have the vision and expertise of 
the surrounding world to improve on the basic premise. And last, but certainly not least, John could see 
his ideas go somewhere. Even if they end up in the hands of another company, it would increase his belief 
in the quality of his own ideas, which would make him open to generating even more ideas.

2
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Linda walks out of a limousine. a mob of 
paparazzi gather around the car. Cameras are 
flashing, and the crowd calls out her name over 
and over again.
Moments like these still frightened Linda. She bravely gets off the car, looking around for a refuge. Finally, 
a familiar face catches her eye, and she starts navigating towards the front entrance. Linda runs to the 
door, held open for her by a friendly doorman.

Linda may be a celebrity, but she is also the CEO of a corporation. Getting out of the car, she realized 
what is wrong with her company. She had always seen the company as a service provider, someone its 
customers can trust. But at the same time, the company’s marketing is harassing people with flashing 
lights and extensive noise out on the streets. In a tightened competitive situation, the marketing methods 
had become so obtrusive that they were working against the values and goals of the company.

Linda decided then and there that their marketing needed to change. It would have to reinvent itself as 
a service provider. The predominant push marketing would have to change into pull marketing, with a 
mission to serve people and make them come to the company, smiling and excited. The company would 
have to develop its marketing towards giving and away from taking. Marketing would have to rediscover 
its role as a genuine part of strategy.

3
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How to read this book

I aim to make this book simple and brief and to sometimes overstate ideas in order to drive home the main 
point. I hope that the core idea of this book is absorbed in two hours: one hour is spent reading the book 
and another for taking it all in.

This book is not trying to depict reality, but to explain it. I had a long internal dialogue about the appropriate 
number of examples I should feature in this book. I decided to keep it mainly theoretical. The real world is far 
more complex. Although a strongly theoretical approach might make it harder for the reader to understand 
some of the aspects of this book, I hope that it also encourages the reader to think about giving in a broader 
context, without limiting it to only a few applications, models or industries. This book is not science. On the 
contrary. These are my own thoughts and the fruits of all of many conversations I have had with other 
people on this topic.

This book is not written only for online businesses, although some of the chapters do cover companies’ 
online opportunities to reach and serve their customers. I am sure the book is just as useful for a corner 
store, a business operating in the B2B field or a web start-up. I hope this book will offer new perspectives 
for those who are interested in marketing, communications, product development, brand building, employee 
motivation and the overall strategy of a company. 

I am interested in all of your thoughts on this book.
You can email them to me at leinonenmiikka@gmail.com



1� 1�

How this book came to life
 
It was January 2007, late at night.

Something peculiar crossed my mind, and it got me lost in thought for a while. I lay to rest next to my wife, 
but could not sleep. I knew I had realized something, but I did not know what it meant.

I wanted to call my friend Torfinn and ask him if he would be up for a cup of coffee. I quickly realized that 
a sane person would probably not invite someone over for coffee in the middle of the night. Besides, the 
thought itself was still so fragile that it would have easily been crumbled by a single logical question. So, I 
decided to wait until the next day.

The following morning, Torfinn and I met. I spoke to him like I had had an epiphany. What exactly had I realized, 
I was not completely sure.

And so this original thought has taken me forward, towards clearer answers and more interesting questions. 
In the beginning of this journey I realized that the end result needs to be free for all. A bit later, I realized 
that the creation process should also be accessible for everyone. The first draft of the Strategy of Giving 
was based on my blog www.sogiving.wordpress.com.

Little did I know that I would meet so many wonderful people on this journey. I have had the opportunity 
to discuss and debate. I have gotten surprised and sometimes even pitying looks from others. Many people 
have, however, supported me, helped me, and brainstormed with me. I would like to thank them for their 
contribution.

Perttu Tolvanen
Torfinn Slåen

Kati Jussila

Manne Salomaa

Toni Paloheimo
Lasse Larvanko

Mari Kontio

Henrik Rydberg 
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Antti Huttunen

Antti Hentinen

www.st rateg yofg iv ing.com



1� 1�

My Hidden Agenda

What is the hidden agenda of the writer and at what point is the reader expected to pay something?

Why did I write this book, and why am I distributing it online, completely free of charge?

There are three reasons for this:

1  By revealing my ideas, I encourage discussion with new, interesting people.

2  By giving things out for free, I leave room for imperfection. A printed book should be perfect. Now, I can 
put up the free version online and update it whenever I find it necessary.

3  With the tools I have created, I have formed a fairly complex Giving-Redemption formula, which will help 
me control the motion and the income streams created by this book. No, not really! As a matter of fact, 
I really do not have a clear vision on where this will lead. But I would like to believe that publishing this 
book for free will eventually pay off. At least in terms of the new ideas that have been provoked by the 
writing process: I am sure they will come in handy in my career.

The most important reason, however, can be found in my friend Torfinn Slåen’s words: “Sometimes you 
come across ideas that take control and suck you in. That’s when you ought to go with the flow and enjoy 
the ride.”

Follow the white rabbit.
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The internet has been a crucial accelerator in 
the development of the strategy of Giving, but 
there are several real reasons behind giving 
and providing things for free. Here are eight 
explanatory factors:

 Need for speed
Under fierce competition, businesses have to learn how to operate faster, smarter, and with lower cost. The 
need for speed has forced companies to outsource the less important functions, streamline their processes, 
but also to redefine their company vision and then continuously question its validity.

No matter how big the company, the majority of the world’s wisdom will always remain outside the 
company. In order to have all the possible resources available for its use, companies have to open up and 
invite customers – and even complete strangers – to develop its activities. The only way to get them involved 
is to give them something that will get them to participate.

 Shifting Focus
Many companies are moving away from a production centered mindset towards solutions and services. The 
strategies of many companies have traditionally had an inward focus with a strong emphasis on process 
development. Now that the focus is moving from the inside to the outside, it has been finally understood 
that external factors contribute greatly to strategy successes and failures. That is why it is recommended 
to harness outsiders as tools for strategy.

 Cutting Costs
In a highly competitive world the future of a company is easy to predict by using Excel sheets. Constant price 
reductions are a slow death. Some companies jump the wagon of spiraling economics by making their product 

free. In some industries product launches have become so expensive that it takes a long time before the sales 
proceeds cover all the marketing and production costs. Handing things out for free might be a viable option. 
A free product practically sells itself; it is possible to save a great deal of money in marketing alone.

 Finding the Blue Ocean
Creativity has been given more space in the creation of corporate strategies. Businesses are developing 
alternative strategies, many of which are not even meant to be executed. Many companies are dreaming 
of rewriting the rules in their industries. A majority of them have probably wondered what would happen 
in the industry if the main products are given to customers for free.

 Marketing in Crisis
In the old days, advertising provided new information about products and services that were otherwise 
unknown to the potential buyer. Customers used the information provided in order to discover new products 
and services that improved their lives.  Today, although our needs are met with abundance, products in the 
same category have become barely distinguishable from one another. 

Customers do not find the traditional advertising useful in the same way as previous generations did. 
This means that companies have a harder time offering customers real differentiated benefits, which is also 
why abstract features, such as brands and brand images, are now sold as benefits. Marketing has become a 
competition over who is the loudest. Unfortunately, none of the individual voices stand out from the noise, 
and customers are tuning out to escape the cacophony. 

It seems like marketing has forgotten its most relevant question: what does marketing give to the 
customer?

 Web Changed the Rules
Long before there was money, there was trade. People met and goods changed hands. After money was 
invented, several other variables came in to the equation, although in principle, everything got easier. More 
or less the same rules have applied over centuries up until recent years.

When the internet came, everything became a thousand times more difficult. No matter how hard they 
tried, it was extremely difficult to make money on the internet. Ultimately, internet companies understood 
that users needed to get everything for free. Although there was money to be made, it needed to be made 
in less obvious and more indirect ways.

The web has also brought completely new tools to everyone’s use. There is a vast array of new methods 
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COMPANY

COMPANY

In the old days, interaction between companies and 
customers was clear.

Today, earnings logics are not as simple. Especially online, free services are a necessity  
imposed by the medium, which allow easy access to the customer, but do not instigate  

business activity without a Strategy of Giving.

Business

Business?

of dealing with customers and interest groups at a much lower cost than ever before possible.
The web has also made it easier for people to give back to companies. Individuals can now participate 

in product development or marketing. Building an internet-based strategy on the concept of giving is fairly 
easy, but it is very different for traditional commerce. That is why making money has proven to be an 
insurmountable obstacle for many.

 Value of Information Has Changed
The web has changed the way information is valued. In the internet era, information owned by the few 
is not the only thing that is valuable anymore. Popular information is also valuable for its source and its 
distributor. 

In the past, it was recommendable to withhold information in order to sustain its value, whereas now, 
the very opposite is true. Now, it is optimal to push information around to every possible direction as fast 
as possible. The more people forward information and link to it, the greater its value. By giving information 
out for free – a commodity that used to have a high market value – it is now possible to generate kinetic 
energy, which can be directed into profit.

 Need for Extreme Transparency
So far, companies have tried to draw the line between public and private information. However, this type 
of selective transparency is difficult to control. Information is easily leaked, and it is impossible to foresee 
or control the consequences. People switch jobs, blabber during cocktail hour, employees on all levels are 
blogging. Rumors and the internet are hard to control. If a company has something to hide, it will come out 
sooner or later.

That is why some companies want to take it a step further. From their own initiative, they put up 
everything there is to know about the company for everyone to see. What they are aiming for is extreme 
transparency. These kinds of companies encourage their employees to blog and to participate in the general 
discussion about the company. This is a way for companies to keep conversations and rumors out in the 
open for everyone to see.

By revealing its failures, the organization has outside pressures as motivation to fix problems faster.
Through complete transparency, customers do not have to guess what the company’s motives are, or 

if they have skeletons in the closet. They already know. And, the more the customers, partners and owners 
know about the company, the more committed they are. And the more transparent the company, the more 
trusted it becomes.



�� ��

wHaT is
GivinG?



�� ��

Y

X
Z

        Areas controlled by the giver.

  Areas controlled by the receiver.

The fact that companies have not used giving 
as an integral part of their strategy before is 
not because they are selfish or that it would 
somehow be against their nature. The reason 
for the underutilization of giving is simply that 
it is incredibly difficult to control the giving in 
all its complexity.
What is giving? The question itself seems deceptively simple. The act of giving is such a basic part of our 
daily lives that it is hard to enclose into a small package. But in order to use giving as a strategic tool, it is 
necessary to define it and try to understand it on a deeper level.

To get to the bottom of giving, it should be broken down to smaller pieces. Giving is divided in two 
consecutive processes: the Giving Process and the Redemption Process, both of which can be further divided 
into two parts. Each part has an important role in the entity, and thus strategic giving cannot function 
without the careful planning of all of the above mentioned phases.

The Components of Strategic Giving
Giving Process: Giving Away (X). The first part in giving is the most distinct and the most visible. At the 
same time, it is the hardest, as it requires risk taking and faith that the recipient will accept the gift. 

Giving Process: Accepting (Z). Giving process is only actualized when the receiver accepts it. 
For example, you may run into a young woman handing out typed leaflets with testimonies of her faith. 

The woman warmly looks you in the eyes and hands you the leaflet. You take it out of politeness and throw 
it away later. In her mind, she is giving you something incredibly valuable. But you think she is annoying and 
perhaps even a little strange. 
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Building a Strategy of Giving in its simplest form:

Y  How are we hoping to change the thinking or behavior of the receiver?
Z  What does the receiver want?

X  What do we need to give to get the results we are looking for?

Although the giver might find her gift valuable, the receiver might find it worthless. Similarly, a company 
can approach its customers in a way that it finds valuable, but which the customer perceives as worthless.

Therefore, it is only the receiver’s act of receiving that makes the giving process complete. It is then left 
to the receiver to decide whether giving took place. It is here that the perceived value of the gift becomes 
its actual value. As you would expect, the receiver’s willingness to accept the gift and his or her perceived 
value of the gift are dependent on how accurately the gift meets the recipient’s needs (X=Z).

Redemption: Giving Back (Y). Receiving a gift always triggers a motion in the receiver that ignites the 
redemption process. The generated movement is the consequence of receiving any kind of gift. The motion 
can translate into a change in the receiver’s behavior, emotional state, attitude or values.

Redemption: Receiving. The motion generated by the act of receiving a gift does not always come directly 
back to the gift-giver. The gift can, for example, lead to a recommendation. That is why it can be difficult to 
detect the motion created by the act of receiving. Improved customer loyalty is a good example of this. The 
gift-giver can never be completely certain on the kind of motion the gift will generate in the receiver. That 
is why the gift-giver needs to be ready to receive and utilize the surfaced motion, whatever its form.

Building your SoG
The planning of strategic giving needs to start with the generated motion. First of all, it is good to start 
by thinking about the nature of the motion you are interested in generating. Next, you need to determine 
what the receiver’s needs. Then, it is crucial to look at both of these aspects to determine what might be 
an appropriate gift. 

By being familiar with the different roles of the various parts in the giving and the redemption process, 
it is possible to plan the act of giving in a way that motion coming from the receiver can be directed, and 
the gift given, in return, can be influenced. The given item should not only meet the receiver’s needs, but it 
should also include a wish for the desired direction for the motion coming in return (X=Z+Y).

The application of this theory can sometimes be very simple. Let’s say your aunt has promised to take 
you on a trip to Barcelona, but for whatever reason it has not happened. You know your aunt (Z) loves good 
food. If you give her a gift certificate to a fancy restaurant in Barcelona (X), she would probably take you on 
a trip there (Y).

For many companies the Strategy of Giving is no trickery, but is simply an indication that the company 
listens to people, aims to fulfill their needs, and gives them an opportunity to give back.

Z

The given 
object

The needs of  
the receiver

The motion generated  
in the receiver

X Y
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Giving Creates Action

When a company gives people things that they need, they will come to the company. By giving the receiver 
something that he or she finds useful, the company can generate motion more effectively than in any other 
way. A company needs to have the courage to give something valuable. And the generated motion needs 
to be directed somewhere where it can produce something even more valuable.

In its essence, the Strategy of Giving is about generating motion and then directing that motion. Directing 
motion can mean changing the way people do things or influencing thoughts and opinions.

Company strategy can be built entirely on the motion generated by giving. The main difference between 
other strategies and the Strategy of Giving is that in the latter, interest groups, not the company itself, are 
center stage. Strategy of Giving offers customers and other interest groups something so valuable that 
they will conduct the transformation process for the company.

 When accepting the gift, the receiver is thrust into motion and the gift-giver has a short window of 
opportunity to affect the direction of that motion. Giving only turns into strategic giving when the company 
has a clear idea as to the means it plans to use to direct motion and the goals it is hopes to achieve by 
doing so.

Creating motion and harnessing it for use by the company does not mean manipulating or exploiting 
people, but it does mean recognizing their needs, fulfilling those needs and then offering people an opportunity 
to give back. Strategy of Giving also does not exempt a company from having to further develop their products, 
processes and services. On the contrary! If the customer needs simplicity and ease of use, the company 
should particularly focus on delivering better processes and more flexible service.

1
Giving generates motion in the receiver.

The motion generated by giving needs to be channeled forward. Giving gets strategic  
when motion is directed into directions that are useful for the company.

A

B

PRINCIPLE
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aLways
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Can you think of an example of giving that does not in any form benefit the giver?
If you cannot, it means that giving is always beneficial to the giver.

2
PRINCIPLE

* The recipient also knows this. That is why it is important for the company to be open about its own 
motives so that others do not have to ponder what they might be.
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3
PRINCIPLE

Don’t discriminate

A company should not limit giving only to its customers. Strategic giving works better with a broader view. In 
many cases, the best results can be achieved by giving to a group of people who might even seem irrelevant. 
For example, if you give to those who cannot afford the company’s main product, you can still get valuable 
help in the marketing and product development side. By thinking broadly and giving generously, companies 
can get access to all kinds of new resources and even discover new customer bases in other industries.

A company should get everyone to help. Its own personnel, the employees of competitors, owners, 
the spouses of everyone mentioned above; the customers of competitors, those who are too small to be 
customers, those who are too big to be customers, unions, organizations; the company’s biggest fans and its 
loudest critics. All of them can help the company to achieve its vision. While selecting target groups, certain 
braveness is required; sometimes the most surprising people generate the most surprising motion.

For example, a B2B business could build its own customer base in the small business sector by creating 
a lite-service as a way of testing new features and services. As an added bonus, the service would turn all 
of its users into marketers for the company. Or, the company could start its own industry news service 
and provide a discussion forum for their employees as well as their competitors. The company can turn its 
shareholders into marketers by giving them something to be proud of, providing them with company trivia, 
and ready-made marketing material.

The company probably has a surplus of information and other material that is left over from its basic 
processes. With small adjustments, that excess material could be modified into a product, which could be 
valuable for the target group.

Or, put in another way:

1  For our vision to come to life, how would 
people’s thinking and behavior need to change?

2  What would we need to give them in order to 
achieve this change?

A series of questions to help companies 
harness the potential that surrounds them:

1  Is there something created in current 
processes that we could easily give away?

2  Who might be interested in these  
kinds of products?

3  How would their thinking and behavior 
change thanks to a free product?
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LeT THe Joy

The things you give, whether it is a product, service or information, are only means to an end. The purpose 
of giving should always be to bring happiness for the giver as well as the receiver. Hate fuels hate, passion 
fuels passion. People reciprocate with the same emotion that is directed towards them. A person who brings 
happiness to others, will get his or her equal share in return. A joyous act of giving sends a clear message to 

4
PRINCIPLE

the receiver: this company genuinely wants to give me something useful. The joy of giving also reminds the 
receiver that what he or she has received is, in fact, a gift and that he or she should not take it for granted.

If you do not enjoy giving, then don’t do it.

*
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Find Balance

Do not be naïve. Do not give things out without expecting something back. But also, try not to push something 
on people that they are not interested in. 

The given object (X) needs to meet the receiver’s need (Z). Receiving a gift creates motion, whose 
direction is often a mystery to the gift-giver. That is why the gift also has to contain elements that direct 
motion in the receiver (Y).

The giving process needs to balance between these two tasks. Finding a balance is not always easy.
For example, even though several web services have met the needs of the recipient, they have lacked a 

systematic approach in directing the receiver to the desired direction and, consequently, the whole revenue 
generation strategy has been flawed. High website traffic has been believed to translate to instant earnings. 
In many cases, the revenue generation strategy of these kinds of services has been left on the shoulders of 
a new owner who, during the buyout, has been temporarily blinded by the high traffic numbers.

Traditional advertising tends to emphasize the change that happens in the receiver’s thinking and 
behavior without always trying to fulfill his or her needs. That is why it has become vital for advertising to 
create conditions in which the receiver simply cannot avoid the message. This is why advertisers can now 
focus on promoting change and give the receiver even less. As a result, people have become indifferent and 
even hostile towards advertising, which is why this kind of activity cannot be categorized as giving.

There is no simple rule for finding balance. A lot of times, trial and error is the best way to learn.
It is not, however, necessary to make things too complex, just to hide that the goal is to influence the 

receiver. The receiver knows there is no free lunch. Often, there is no reason for the giver not to reveal his 
or her motives and in fact, he or she can even be fairly frank about what he or she is expecting in return.

Giving meets the needs of the receiver, but is not guiding the generated motion, which is why Y=0.

Giving aims to strongly influence the receiver, but does not give him/her anything, which is why Z=0.

Giving is balanced.
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Gaseous State
(Spiritual Value)

Solid State
(Ownership Value)

Liquid State
(Functional Value)

Be Prepared to Receive

A giver is always rewarded. But, whatever he or she receives in return might come in an abstract form. A 
giver’s greatest challenge in getting something back is to notice it. Man’s comprehension is primitive when it 
comes to evaluating the value of things. It is difficult for us to understand the monetary value of immaterial 
goods like opinions, ideas or social interactions. In fact, it is very likely that the recipient will give us something 
back that does not have a price tag.

It is possible to divide things into three categories in terms of how their monetary value is generally 
perceived. Under this categorization, things can have ownership value, functional value and spiritual value. 
Or, to put it in other words: solid, liquid, and gaseous.

It is easy to understand the monetary value of things that are solid. Solid objects can be anything from 
a paper clip to a skyscraper. All kinds of actions can be called liquid, such as services, labor and favors. It is 
much more difficult to understand the value of liquid things in monetary terms. Gaseous things, on the other 
hand, are such things as ideas, brands and relationships. Estimating their value is also extremely difficult.

Whenever possible, we will pick the solid objects over the liquid objects, and liquid objects over gaseous 
objects. That is why people should only be given things that have solid or liquid value. The gift given should 
also direct motion towards action that would result in getting things back that are preferably more liquid 
than gaseous.

The receiver of the gift often gives things back in a form that has a liquid or a gaseous value. And since 
people are terrible at detecting these things, the receiver does not even always realize that he or she has 
given something in return. Similarly, it is difficult for the gift giver to realize that he or she got something 
back. Maybe the giver got to hear the receiver’s opinions, form relationships, change her image . . . or she 
might have even gotten positive word of mouth and admiration. The company needs to realize what it got 
back from the act of giving and then transform the liquid or gas into something solid.

6
PRINCIPLE
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Giving as a Tool of General Strategy

Giving functions as an execution tool for the company’s overall strategy. By giving, the company can have at 
its service, not just its existing resources, but all the resources around it. 

Whether the management likes it or not, it is necessary to accept the observation that factors external 
to the company affect whether the implementation of its strategy will be successful.

The most important of management’s responsibilities is to define a vision for a company and then develop 
a strategy for how to get there. But when has the company accomplished its vision? What if the management 
thinks the vision has been actualized, but the company’s customers, competitors, employees, owners and 
potential customers disagree? Whose truth is the most relevant?

Management should accept that in most cases, external interest groups’ viewpoints are the only one that 
counts. Management can define a vision, but they can never be the judge of whether it has been actualized. 
Because the final word is left to external entities, the vision can be achieved the fastest with their help.

Any particular group of people within the company’s sphere of influence can help it accomplish its vision. 
If an advertising agency wants to have a desirable image as an employer, it should give out as many tools 
and ideas as possible to the employees of its competitors. If an industrial enterprise wants to establish itself 
as the most customer-oriented business in its industry, it should give its customers a seat on its board. 
If a clothing manufacturer wants to become the most creative and versatile in the field, it should give its 
customers an opportunity to design its clothing lines. 

If management wants owners to become more committed, it should tell them compelling stories that 
help build an emotional bond with the company. If a company wants to become the market leader in a short 
period of time, it should give its products to the customers for free.

It is very simple to plan giving that supports the overall strategy. How differently would different target 
groups have to think and act for the vision to come to life? What should the company give them in order for 
them to behave according to the strategy?

The best agents of change are often external to the company. Why would the company not make the 
most of them?

  Giving generates motion.    Motion needs to be channeled to support strategy.
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Giving as a Launch Tool

Giving is a great alternative in product launches, where marketing expenses can easily skyrocket, unit price 
of the product is low, and distribution is cost-effective – for example online. The web also offers a convenient 
outlet for receivers to become the marketers of products and services. 

For example, a new band should publish its music for free in the beginning. Given the competitiveness of 
the field, resources needed for marketing a new product might otherwise present an insuperable obstacle for 
new talent. Free music spreads faster and reaches a wider audience. Music encourages dialogue, feedback, 
fan generated products, mixes. A band needs all the attention it can get from an opportunity like this and 
turn every listener also into a marketer.

As a launch strategy, giving is challenging because it is impossible to predict the force and the direction 
of the motion that it generates. You need to have your catcher’s mitt ready. There are no guarantees on 
what type of action the free product will generate, but one thing is for sure: for every action there needs 
to be a reaction, so that the motion can be guided towards the desired direction.

Another difficulty in having giving as a part of the launch strategy arises when it is time to gather the fruits. 
It should be conducted in a way that the users’ benefit increases and does not decrease in the process. When 
you think of it this way, it means that a product that was launched as a free product cannot be charged for 
later on without losing the majority of users. The safest way for the company to make money is by extending 
the product portfolio, adding services and features, or through appropriate partnerships. 

The third difficulty in giving has already been experienced in industries, such as entertainment and music, 
where giving is commonly used in product launches. In these industries, giving has already experienced 
inflation and become standard practice. There is such a high degree of competitive giving that companies are 
left with little or no advantage over their competitors. As a result, an increasingly larger chunk of products 
and supplementary services need to be handed out for free, which makes it more and more difficult for 
anyone to earn money.

  Giving generates motion.

 Because the direction that motion will take is difficult to estimate 
in advance, the giver has to be able to react quickly.
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Creating a Revolution

What if you could offer your product to your customers completely free of charge? How would that change the 
structures and rules of your industry? Would it alter current market shares or make it easier for companies 
to exploit the network effect in marketing?

At least in theory, it would be good in all industries to test the functionality of free products. The exercise 
can shake the foundations of your industry, but it can also reveal completely new user groups, as well as 
opportunities in product and production process. In addition, the exercise forces you to think creatively about 
new earnings logic models and strategic partnerships.

The bigger the product or the service is, the more difficult it becomes to imagine how things would be if 
it would cost nothing to users. But it is in these kinds of products where the whole idea alone exposes the 
most new opportunities.

Here are the key questions on constructing a model that is not dependent on sales revenue: How would 
the production process need to change for us to produce a cost-free product? How would the product itself 
need to change for it to become free for the user? 

For the product to become free, it probably needs a lot of modification. What kind of customer group 
would be interested in the new free product? Would the customers of the free product be different from 
the ones of the non-free product? Would they still be willing to pay for some product extensions or support 
services? 

And how could the company utilize the movement generated by the free product? Could the users of 
the free product assist in testing and product development? What kind of a marketing force could the users 
become? Or, could the free product act as a drawing card for some other industry?

And, of course, how would the elimination of price as a factor shape the rules and the competitive setting 
of the industry? Someday, someone in your industry will offer a product resembling a lot like the one you 
have, for free. Would it not be better to do it yourself before others beat you to the punch?
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Web Service

The internet is based on free services and, therefore, giving is essential for online success. 
But the giver also needs to remember online that giving should be focused. The given object needs to have 

elements that will direct the motion giving generates in the receiver. The web offers diverse opportunities 
in terms of where that motion could be directed to.

The generated kinetic energy can be directed to four main directions useful to the service: 

1  User’s perception of the giver changes in a desired way. 
2  User takes part in production, development and marketing of services.
3  User wants to pay for additional services.
4  User comes across the offerings of partner companies.

These motions get mixed and tangled, making it only possible to separate them on a theoretical level. All of 
the motion can never be directed and the directing should never be too forceful. Getting even a small portion 
of the users to act in the desired manner can create a powerful force in services with high traffic.

There is a nicer way of looking at the concept of directing motion. The user should be given as many 
ways as possible to participate and to give something back to the service provider. Within the service, there 
should be a sufficient number of different directions for the generated motion to go to, but also there should 
be attractive exits leading to partners’ services.

CASe
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  Giving generates motion.  Motion can be directed in four different ways.

 Web Service
  Additional services for extra charge and meeting places for partner companies.

4

3

2
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A Giving Community

For web communities, giving is never a choice, but a must dictated by the industry. If a service is too exclusive 
or the price is too high, it can never reach the same kind of popularity as free and open services. Also, a 
closed service will never be fully able to benefit from the network effect, nor search engine traffic. It is vital 
for communities to attract a high number of users, and that is why it is necessary to offer the service free 
for all.

The foundation of an active community is maximizing internal giving. The community has to work in a way 
that people can keep on giving. It should also be made possible for individual users and companies to keep 
reinventing their strategies of giving. In a web community, everyone is implementing their own Strategy 
of Giving. Everyone gives to get something. The needs of the users are human. We all want attention and 
admiration from others, but we also want to relate to others and feel a sense of belongingness. And in a 
communal service, the best way to get is to give.

CASe
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TOOLS: GeNeRAL STRATeGY
How to use giving to support your strategy. Go through 
all the target groups affecting the company’s strategy 
and think of how they could be encouraged to contribute 
to the success of the company.

What kinds of 
needs does the 

target group have?

What different kinds of 
groups have influence 
on the success of the 

company?

Which different parts of  
the vision can be fulfilled  

by outsiders?

What is their 
current perception 

of the company?

Are you sure you have 
taken all possible 

groups into account?
Think again.

S
Te

P

2

How should the target group 
think or act for the vision of the 

company to come to life?

S
Te

P

1

This chapter features questions designed to help in 
creating your own strategy of Giving. These are  
not perfect guidelines, but a series of questions  
that will hopefully be useful in the thought process.

What do people want in 
return for executing the 

company’s strategy?

S
Te

P

3
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What kinds of needs 
does the target 

group have?

TOOLS: LAuNCH
Giving a new product may cause unforeseen events and 
actions. The giver has to be prepared to react to this, and 
if necessary, adjust the given object in a way that will 
change the generated motion into the desired direction. 

What should be given?

What kind of 
motion will the 

given object most 
likely generate?

How will we 
react to it?

How should the given 
object be modified if the 
generated motion is not 

heading to a desired 
direction?

How will we react to 
unforeseen motion?

S
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P
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S
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P
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S
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P
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TOOLS: ReVOLuTiON
What if the company starts offering its products for free?
Then the product and the production process  
would need to change. Its users and the motion  
created through giving might change as well.

What kind of 
motion will the 

free product most 
likely generate?

How should the product 
and its production 

process be changed so 
that the company could 

offer it for free?

How will the free 
product complement 
the other non-free 

products?

How would offering 
things for free change 

the user base?

What kinds of needs 
does the new target 

group have?

How will the free 
product affect the 

market?

What should be given?

S
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P

3
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P
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S
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P
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TOOLS: WeB STRATeGY
The web offers countless opportunities for leading visitors to desired 
directions. A web service can provide its partner companies an 
opportunity to give to its users, but, on the other hand it can also 
provide an opportunity for users to give back to the partners.

How should the 
user’s perception 

change?

How would users 
get interested in 
additional, non-
free services?

How does the user 
come face to face 
with the partner 

company?

What kind of user needs 
should the website be able 

to address?

What does the 
partner company 
give to the user?

What does the 
service give to the 

company?

What will the user 
want to give to 
the company?

S
Te

P

2

S
Te

P

1

S
Te

P

1S
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P
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What does the 
website give to  

its users?

S
Te

P

3

How do the users take 
part in development and 

marketing?

in that case, how 
are resources 

saved?

S
Te

P

1

This is explained in 
more datail on page 70.
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This is explained in 
more datail on page 70.

TOOLS: COMMuNiTY
A person wants to feel admired, connected and identify 
with other people. A community based web service 
needs to ensure that the user gets these things from 
other users and companies involved.

What does the user of 
the service want from 

other people?

What does the 
web service give 

to its users?

S
Te

P

3

What can users 
give to the 
company?

S
Te

P

2 What does the 
partner company 

give to users? 

What would be the 
best way to assure 

that users can give as 
much as possible to 

other users?

S
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P

2

S
Te

P

1
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TOOLS:

COMPANY COMPANY

Three easy steps for giving on a web 
service to build a natural revenue 
generating model.

Web service promises 
to give company 

something useful.

COMPANY COMPANY

21 3

HOW TO iNTeGRATe PARTNeR 
COMPANY iNTO A WeB SeRViCe?

S
Te

P

1
Company gives 

individual service users 
something useful.

users give 
company 

something useful.

S
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P

3S
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P

2
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strategic giving is not easy. it takes analytical 
planning and a bit of courage. Giving can fail 
for several reasons. Here are some of them:
Giving without a redemption plan.
Especially in many web services and online launches, the revenue generation in giving remains a mystery 
and is often left in the hands of luck and faith. There is a general misconception that a high number of 
visitors automatically translate into high earnings. High traffic will attract the interest of companies, and 
then the advertising systems and partnerships will magically appear. Sure, this can happen, but why leave 
it to faith?

Mastering the Giving Process does not alone guarantee success. A well planned Strategy of Giving usually 
starts from realizing the effects: first by planning the Redemption Process and then the giving itself.

Giving too little.
Giving is especially difficult for companies that are operating in industries where secrecy is the norm and 
trade secrets are guarded for mere tradition. In this case, the company might only try to give away things 
that have no value to it. As a result, the giving does not come across as genuine and will probably fail to 
generate any real results. Giving is always about letting go. If the company is not ready for it, then it should 
focus on other strategic tools.

People are not given the opportunity to give back.
A company cannot always know how the form in which the receiver would like to give back. If the company 
makes giving back too difficult, it may miss out on redemption. If, for example, a customer would like to 
send material about the company to a friend, but the company has made it too complicated, it might lose a 
potential marketer. In a web service, the same thing can happen if the user is not given an opportunity to 
participate in the development of the service or in generating content. 

The value of the gift decreases.
The receiver is the only one in the giving process who can define the true value of what is given. And this 

perception of value is, of course, affected by price. Things that are free or cheap are always considered less 
valuable than expensive things.

The value of the gift might also be negatively affected by competitive giving. If there are many similar 
complimentary products or services in the market, their value will naturally decrease. This might lead to 
competitive giving where companies need to draw attention to their own giving efforts (X=Z+Y), by giving the 
receiver more and more, while having less control over directing the receiver to the right direction (Z>Y).

Giving without joy.
If your friend brings you a modest gift that she is excited to be giving, her infectious enthusiasm will probably 
make you value the gift more than you would have otherwise. If, on the other hand, you receive a valuable 
gift whose giver plays it down, it will most likely have the opposite effect. Faceless interaction and overly 
polished presentation might make giving seem too obvious and machine-like. Giving works the best when 
it is personified and clearly communicates the joy of giving.

Not revealing your motives.
There is no free lunch. Over the years, companies have convinced us to believe that all companies are 
selfish. That is why we are always sceptical when a company offers to give us something. And the bigger the 
company, the more reserved we are. That is why revealing your motives could be considered a prerequisite 
for giving.  

The bigger the given object, the more certain it is that the receiver will want to know the obligations 
that come with it. Motives do not necessarily have to be publicized when the monetary value of the gift 
or the motion it is expected to generate are fairly modest. In that case, the receiver is probably not even 
interested in the giver’s motives. For example, a search engine user does not need an explanation on the 
company’s operations model. More about the topic on the next page.

Thinking that giving equals free.
It is often thought that giving things out for free equals strategic giving. But that is not the case. It requires 
goals and tools to reach those goals. Not making people pay might be one of these tools, but it has no intrinsic 
value. A company can give much more than just complimentary things. A company can, for example, offer 
its customers the opportunity to take part in developing the company or let them have their say when it 
comes to developing new products.

The goal of SoG is to make the giver and the receiver happier, and not just to make everything free.
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Prisoner’s Dilemma

If the Strategy of Giving fails, the explanation may lie in the game theory’s  prisoner’s dilemma.
Prisoner’s dilemma in a nutshell: Two people are suspects in a crime where they could face jail time if 

convicted. The suspects have agreed that neither one will talk in the interrogations. The interrogators offer 
a deal to both of the suspects. If only one of them comes clean, he will be released, but his partner will then 
get a ten-year prison sentence. If both of them talk, both will be sentenced to five years in prison. If neither 
confesses, they will be both sentenced to just one year in prison. 

The prisoners are not able to communicate to each other, so there is no way for them to know what 
the other one has chosen. In the name of common interest, both of them should keep quiet. But, from an 
individual’s perspective, the best alternative is to talk.

Prisoner’s Dilemma and SoG: An example: a company creates a web service and makes it free for the 
user. The company hopes that the users will help develop and market the service in return. The user wants 
to receive a useful free service and have features that are important for him in the updated version.

If the parties do not know each other well, both of them may have doubts on the other’s motives. The 
company is afraid that the user will just use the service for free, but will not participate in development or 
marketing. The user is afraid that the company will exploit him by making money off his ideas and his efforts.

In the short term, both parties benefit from this selfish way of thinking, but in the long-term, both of 
them lose. According to game theory, the common interest does not prevail if the situation is unique. Trust 
is only built through repetition, and it is not until then that the parties really start to think about the overall 
benefit. This means that the company needs to convince the user of the sincerity of its motives and show 
that common interest beats selfishness. 

The company needs to be selfless first and learn how to give without immediate payback. After that the 
other side will make their choice. 

The prisoner’s dilemma teaches companies to strive towards revealing their motives and to think about 
the overall benefit. Without it, the strategy will fail.

B
Stays
silent

Betrays

Stays
silent Betrays

each serves 
one year

A goes free

each serves 
five years

A serves ten 
years

B goes free

B serves ten 
years

��

EXAMPLE #1: Prisoner A stays silent:  
If B chooses to keep silent, he will be sentenced to one year in prison, 
but if B talks, he will walk free and A will be sentenced to 10 years. 

EXAMPLE #2: Prisoner A does talk:  
If B chooses not to talk, he will be sentenced to 10 years in prison,  

but if B talks, both will be sentenced to 5 years in prison.

A selfish person chooses to betray and the person who thinks about common interest chooses not to.
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Accepting .........................................................The second phase in the giving process where the receiver 
accepts the given object. Accepting always generates motion.

Giver ....................................................................The original giver of the gift. 

Giving Away ....................................................The first phase in the giving process.

Giving Back .....................................................The first phase in the Redemption Process. When the receiver 
accepts the given object, motion is generated. It will eventually 
come back to the giver in the form of another gift. 

Giving Process ..............................................Strategic giving consists of two processes, first of which is the 
Giving Process. In it, the giver gives and the receiver accepts 
the gift. 

Internet ............................................................. Not just a medium or a social network or bytes. Internet is 
more like a place or a parallel universe.

Mission .............................................................. The company’s purpose for existing, guiding all of its actions.

Receiver ............................................................The receiver of the gift. The term is slightly misleading, as the 
receiver is also the person giving something in return. 

Redemption Process ................................The second process in strategic giving, which takes place after 
the giving process. In it, the receiver gives a gift in return and 
the original giver accepts it.

Receiving ..........................................................The last phase in strategic giving and the final phase in the 
Redemption Process where the original giver receives a gift in 
return.

SoG .......................................................................Strategy of Giving

Strategy ............................................................A selection of ways to help actualize the vision.

Tactics ................................................................A part of strategy, targeting smaller sub-goals. 

Vision.................................................................. A goal for a shorter time period (e.g., two, three or five years) 

Glossary
Some of the terms used have several meanings in different contexts.  
Here is a short explanation on what they mean in the context of this book:



M I I K K A  L E I N O N E N

THe sTraTeGy of GivinG is a brilliantly simple theory that explains why companies 
need to give more to get more. The theory is packed in an easy-to-read format with 

informative graphics. SoG takes only an hour to read and two hours to master.

Web brought us ”FREE”.

“Free” gives companies an easy  
connection with their audiences.

But to understand free we have to understand 
the essence of giving. 

And to make business out of giving takes an 
understanding of giving as a strategic tool.


