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BEYOND THE API ECONOMY

Preface

While writing API Economy 101 in 2018 (English edition 2019, see
Moilanen & al, 2019), I argued that APIs were more than a
technical concern. An application programming interface could
change a business model, reshape a customer experience and
make resources available to an ecosystem. You do not need to have
read that book to use this one. The essential starting point is
simple: an API can influence what an organization is able to offer,
combine and scale. That argument remains valid. What has
changed is the scale of the problem.

Organizations no longer need to decide only how to create and
manage APIs. They must decide which digital capabilities should
exist, who should own them, how they should be made reusable
and whether they should be implemented through an API, an
event, an integration, a workflow, an agent, a user-interface
automation or some combination of these. Artificial intelligence
has made the issue more urgent, but it has not removed the
need for architecture, product thinking or governance. It has
multiplied the number of possible implementation choices.

This book connects two bodies of my work that evolved from the
same practical problem. The first is APIOps Cycles, an open
method for bringing business and technology stakeholders
together around reusable digital capabilities. The second is a
capability ownership framework first developed through Master's-
level research into hybrid professional services. The practical
question is deceptively simple: when should an organization build,
buy or partner? The answer is that the question is usually framed
at the wrong level. Organizations buy systems, but value is created
through layered capabilities. Different layers may justifiably
require different ownership and governance models.

The result is a practical guide for moving from a business need
to an evidence-based capability decision and then through

7



design, delivery, publishing and improvement. It contains four
related productization cycles: capability, AP, integration and
automation. They share a common logic, but they are not
interchangeable. Each helps a different group make a different
class of decisions without losing sight of the whole.

How to use this book

No reader needs to perform every role described here. Use the
chapters according to the decisions you are responsible for.

. Business and capability owners can use Chapters 1-5 to
frame value, scope and ownership, Chapter 9 to establish
decision rights, and Chapter 10 to begin with a bounded
case.

. Product managers can use Chapters 1 and 3-6 to connect
consumer value to a product boundary, then Chapters 9
and 10 to connect lifecycle decisions to the wider
operating model.

. Enterprise architects and IT leaders can use Chapters 2-
4 to examine capability configuration and ownership,
Chapters 7 and 9 to govern dependencies and change, and
Chapter 10 to turn decisions into a repeatable practice.

. Developers, integration engineers and platform teams
can use Chapters 4 and 6-9 to connect contracts,
workflows and technical controls to consumer and
business evidence.

The chapters are designed to create a shared language across these
roles. A reader may enter through the most relevant cycle, but the
strongest decisions are made when business, product, architecture,
delivery and operations can follow the same evidence.

The section How this book uses key terms in Chapter 4
distinguishes roles that are often collapsed in practice. A concise
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glossary near the end of the book provides the canonical English
terminology used in the method and its canvases.

What this book does not attempt to cover

This is a field guide to productization decisions, not a complete
catalogue of APIOps Cycles canvases, a substitute for enterprise
architecture or product-management practice, or a technical
implementation manual. It does not require every team to
complete every canvas. Detailed method resources, editable
canvases and current guidance are maintained separately at
https://www.apiopscycles.com/. The book concentrates on the
reasoning that should survive changes in tools, templates and
technology.

This book is intended to be used, questioned and improved
through practice. APIOps Cycles does not require perfect
information before work begins; it requires teams to make
assumptions visible, test them and improve the result through
evidence and feedback. Read the chapters in that spirit: apply the
ideas to a real decision, observe what changes and carry the
learning into the next cycle.



1 Beyond the API Economy

In the first chapter of API Economy 101, I suggested that a visiting
API consultant should carry a warning label: "May change your
business model." The warning was about consequences far beyond
software: interface decisions can alter products, partners, channels
and revenue. That argument still applies, but today it reaches a
much wider range of decisions. A new customer portal can change
how a service is sold. A shared data product can alter which
business unit controls a customer relationship. An event stream
can enable an ecosystem that was impossible when information
moved in scheduled files. An Al assistant can change the division of
work between professionals, customers and software.

The API economy, proven by Al

When I was writing API Economy 101, many developers and other
technical specialists told me there was no API economy. APIs, they
argued, were technical plumbing; connecting them to business
models was nonsense. Fast-forward to 2026. OECD analysis found
that Al firms accounted for 61 percent of global venture-capital
investment in 2025 (OECD, 2026). The market has made the
economic importance of reusable digital capabilities difficult to
dismiss.

OpenAl is a direct example. Its platform makes a catalogue of
model capabilities available through documented API endpoints,
and consumption is metered by tokens and other workload-
specific units (OpenAl, 2026a; OpenAl, 2026b). A product company
can add generation, reasoning, speech or image capabilities
without developing the foundation models itself. OpenAl owns and
operates the underlying capability; the API consumer combines it
with its own data, workflow, interface and customer relationship.



The interface is only the visible part.
The real product is the capability behind it.

APIs changed how organizations expose functions and data. Al,
automation, SaaS and ecosystems have multiplied the choices
and made the consequences harder to govern.

Beyond the API Economy offers a practical way to decide what
capability is actually needed, who should own it, and how to
productize it across APIs, integrations, automation and Al.

USE THIS BOOK TO
® frame business needs before choosing technology
® make build, buy and partner decisions by capability layer
® connect product, architecture, delivery and governance
® design interfaces and integrations around consumer outcomes
@ allocate responsibility between people, workflow and Al

@ turn governance into a continuous evidence loop

For product managers, enterprise architects, IT leaders, developers
and capability owners working across organizational and technical
boundaries.
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