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Foreword

By Don Tapscott

Find Your Next by Andrea Kates offers a systematic approach to competing and prospering in today’s hyper-competitive world. She describes how a business’s core DNA, or six key genomic elements, are central to every business’s success. The advice is timely, not just because the metaphor is a fresh and helpful one, but because each of these “geonomic” components is being turned on its head as the industrial age finally comes to an end.

1. The Transformation of Innovation

The pace of innovation used to be glacial. Today it has become real-time. This is being caused by a confluence of factors that center on the digital revolution.

A decade ago I likened the first iteration of the World Wide Web to a traditional newspaper. You could open its pages and read its information, but you couldn’t modify or interact with it. And rarely could you communicate meaningfully with its authors, apart from sending a letter to the editor. The Web was seen as a tool to publish information that users could then browse. Today’s Web is fundamentally different in both its architecture and applications. Instead of a digital newspaper, think of a shared canvas where every splash of paint contributed by one artist provides a richer tapestry for the next artist to modify or build on. Whether people are creating, sharing, or socializing, the Web is now about participating.

This is leading to a profound change in the architecture of the corporation and how we orchestrate capability to innovate. During the twentieth century, large, secretive, vertically-integrated corporate fortresses ruled the marketplace. At the time, this was the most efficient and effective business model available. In 1937 the Nobel laureate economist Ronald Coase asked: “Why do corporations exist?” After all, the marketplace was theoretically the best means to allocate scarce resources, balance supply against demand, and determine price points. So why weren’t all individuals acting as separate buyers and sellers, instead of what they were doing—gathering in companies with tens of thousands of other co-workers and effectively suffocating competition within corporate boundaries?

Coase argued that the reason was transaction costs; i.e., searching the marketplace for the right product and negotiating its purchase. Companies found that it was more cost-effective to perform as many functions as possible in-house. But suddenly, this is no longer the case. Many behemoths are losing market share to more lithe competitors. Digital technologies slash transaction and collaboration costs. Smart companies are making their boundaries more porous, using the Internet to harness knowledge, resources, and capabilities outside those boundaries. They set a context for innovation and then invite their customers, partners, and other third parties to co-create their products and services. In most industries, companies innovate and perform better by creating networks or what I call “business webs.”

The mantra “focus on what you do best and partner to do the rest” is serving most leaders of the global economy well. In the past a company would outsource functions and ask for weekly or monthly status reports. Today the status reports are 24/7 as companies integrate their networks. Rather than offloading a process, companies now collaborate.

2. The Transformation of Marketing into a World Where Customers Can Be Inside

Just as it makes sense to think of talent being inside and outside your organization, it makes sense to view customers in the same way. Customers are no longer external entities that your company pushed products and services to. They have become part of your business network. Rather than just focusing on them you can engage them. Rather than creating goods for them, you can co-innovate with them. Rather than having customer centricity, you can build customer communities or, as Kates calls it, “customership through dynamic conversation.”

Customers also have unprecedented knowledge and an ability to scrutinize companies, share information with others, and organize collective responses. This gives them great power, turning most of what we know about marketing on its head.

With the Internet becoming ubiquitous, the Four P’s—product, price, place and promotion—no longer work. The paradigm was one of control, simple, and unidirectional: firms market to customers. We create products and define their features and benefits; set prices; select places to sell products and services; and promote aggressively through advertising, public relations, direct mail and other in-your-face programs. We control the message.

The Internet transforms all that. Products are now mass customized, service intensive and infused with the knowledge and the individual tastes of customers. Because companies must constantly innovate, product life cycles collapse. Enabled by online marketplaces, dynamic markets and dynamic pricing increasingly challenge vendor-fixed pricing. Online communities upend control. The brand is also becoming more complex construct—one owned by the customer.

3. The Transformation of Talent, Culture, and Leadership

Too many businesses are still stuck in the old unproductive command and control hierarchy, which divides the world into governors and the governed. The middle managers in between acted, as business thinker Peter Drucker put it, as “relays—human boosters for the faint, unfocused signals that pass for information in the traditional, pre-information organization.” This was a hierarchy and your job was to move up, and fulfill the goals determined by your boss—or his boss, or his boss’s boss. Innovation, creativity, giving customers better service, or creating products were typically not part of the picture. You hung in with the company until you retired or were fired. You were the “Organization Man.” This model obviously fails in an economy driven by innovation, knowledge, immediacy, and working via the Internet.

Probably the biggest factor challenging conventional management is the massive generation of young people entering the workforce. I call them the Net Generation, and they outnumber their baby boomer parents. Younger workers bring with them a new ethic of openness, participation, and interactivity, and cannot imagine a life without Google or Facebook always within reach.

Unlike their parents who watched 24 hours of television per week when they were young, today’s youth are grew up interacting. They go online to scrutinize, authenticate, collaborate, and organize. They can’t imagine a life without the tools to constantly think critically, exchange, challenge, authenticate, verify, or debunk other people’s views.

As employees, they are motivated by non-traditional factors. They are willing to work hard but also insist on work-life balance. They yearn for constant feedback rather than an annual performance review. They don’t respond well to traditional forms of supervision or even hierarchies, preferring to work in collaborative teams. And my research suggests that companies that embrace them and their culture tend to perform better.

Leadership is changing, too, as the old command and control models are being replaced by models that harness collective intelligence. Peter Senge was right 20 years ago when he admonished that the person at the top can’t learn for the organization as a whole any more. But his ideas for creating organizations that can learn have come of age.

4. The Transformation of Process by Collaboration

The rise of unstructured work, collaboration, a new generation of knowledge workers, and new suites of collaborative tools are also changing the business process. Today, many business processes are hangovers from the industrial age of mass production. My colleague Tammy Erickson explains what they were focused on: products—how to develop, manufacture and sell goods; scale—how to produce “enough” to meet expanding consumer demand; scope—how to distribute for a mass consulter market; and quality and cost—how to standard and maximize efficiency. Organizations that mastered these capabilities dominated the twentieth-century economy. They benefited from bureaucratic systems that optimized core processes and a clear division of responsibility that needed only top leaders to worry about the overall goals.

Today the challenge is to orchestrate intelligence. Companies must use one’s particular knowledge and capacities in ways that contribute to the success of the whole. They must combine different types of knowledge and expertise to come up with something better, harnessing the smallest units of knowledge and continually improving processes and routines. And they must customize relationships with customers, suppliers and others, detecting and responding to market and environmental shifts.

We are shifting from closed and hierarchical workplaces with rigid employment relationships to self-organized, distributed and collaborative human capital networks that draw knowledge and resources from inside and outside the firm. We have seen swift adoption of new tools, such as wikis, blogs, tags, collaborative filtering, digital brainstorms, telepresence, RSS feeds, and more. I call it the wiki-workplace. Work has become more complex and team-based. Effective employees have more social skills, are smarter at using technology, and are more mobile. The result is much faster innovation, with the added benefits of greater agility, reduced costs and improved responsiveness to customers.

5. The Transformation—and Spread—of the Secret Sauce

In the past, companies sought traditional sources of competitive advantage—and rightly so. As Michael Porter explained years ago, competitive differentiation was the foundation of growth, shareholder value, and long-term success. Some writers like Michael Tracey lecture managers that they must focus on one competence, be it product superiority, customer intimacy, or operational excellence.

But the demand pull of the fast competitive global business world and the push from the digital revolution is requiring companies to find that special recombination of their corporate genome to achieve any kind of success not simply ephemeral. Kates comes at this from the customer perspective and rightly so, for that’s where differentiation and competitive advantage is tested, evidenced, and realized. In these pages you’ll learn how to “Find Your Secret Sauce.”

She’s also right to emphasize today’s hyper-transparent world when cooking up your sauce. Today customers can use the Internet to help evaluate the true worth of products and services. Employees share formerly held secret information about corporate strategy and management. To collaborate effectively, companies share intimate knowledge with one another. And, in a world of instant communications, whistle-blowers, inquisitive media, and Google, citizens and communities routinely put firms under the microscope. So, if a corporation is going to be naked—and it really has no choice in the matter—it had better be buff.

Smart companies that embrace transparency will prosper. They recognize that proactive transparency increases corporate success and will be an increasingly important source of differentiation in the future. But which corporate functions need to be involved in managing transparency to ensure success, and what are the unique leadership responsibilities of chief experience officers? What are the key classes of information, and what should be open or closed? Which stakeholders should get access to information, and how often? What social media networks should companies monitor, and how can they engage? And what is that special combination that can make a brand stand out and really pop in the relationship marketplace?

6. The Emergence of Trendability

I’ve never liked being called a “futurist” because I’m of the school that “the future is not something to be predicted, it’s something to be achieved.” My view is not just a philosophical one—it’s increasingly a matter of practicality. Let’s face the facts: it’s getting tough to predict just about anything.

Kates agrees, encouraging readers to stay ahead of the unpredictable. With sophisticated business analytics, early warning systems, and real-time response, it is getting easier to identify trends and to not only respond to them but to achieve and shape them. As Kates points out, early sighting of trends can lead to market dominance. Abandon the notion that you can predict what comes next, and focus instead on being able to “adapt, refocus, and thrive in the new competitive landscape.” She explains why responsiveness to change is the “new killer application in the corporate arsenal.”

Too many companies see only what is in plain view, with initiatives that are often based on stale plans and projections that are no longer realistic. The result is that companies can head in the wrong direction. But as Kates notes, “Technological innovation can threaten the touch of personal service. But it can also create opportunity.” A great example: how the iPad is changing retail. Hairstylists can offer clients previews of different cuts, while fast food restaurants can show customers exactly what they are getting when building their perfect burger.

To see the trends that may shape your industry tomorrow, look at what is shaping other industries today. Step back from the day-to-day and reflect on early signs of change. Kates focuses on three core categories: 1) technology, 2) societal shifts and economic change, and 3) customer experience. The goal is to create an informal dashboard to map trends that could translate into competitive threats.

Find Your Next

When you add all this up, ours is indeed a time of great change and arguably much of what we know about management today is becoming obviated. That is why Find Your Next is such a powerful weapon needed in every manager’s arsenal. It embraces the shift from industrial models to models for the twenty-first century. And it’s a great read—packed with insightful stories and tons of practical advice.

Read, enjoy, and prosper.

Don Tapscott is the author of fourteen books, including Grown Up Digital: How the Net Generation is Changing Your World and, most recently (with Anthony D. Williams), Macrowikinomics: Rebooting Business and the World. He is an Adjunct Professor at the Rotman School of Management, University of Toronto. Twitter: @dtapscott
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Follow That Hunch

From the age of 11, Tim McEnery worked his way up the food chain of food, first washing dishes in a local café, then waiting on every kind of diner in a variety of restaurants, and eventually managing an eating establishment owned by Aramark. He had never done anything else, and he didn’t want to. Food was in his blood. He’d invested the thousands of hours it took to know every perspective of the restaurant business intimately, from the back-of-the-house—washing and drying—to front and center—waiting on tables and understanding customers—to, now, the bird’s eye view—management.

McEnery’s head was no longer so focused on serving a plate of food, or cleaning one that had just been cleared. Instead, his mind had become full of ratios of food costs and facts about failure rates, and his heart swept up in a dream-come-true inspired by a first date with his soon-to-be wife. They had just enjoyed a wine tasting at a very unique spot just outside Chicago—where McEnery ended up working a couple of years later. He was still working at an Aramark-run restaurant as his main job, and from time to time had fleeting thoughts of running his own place one day. Sitting across from the woman of his dreams on what would become a historic night, his daydreams came into full focus. He wanted winery experience, and suggested to the winery—as a way of getting in the door—a “wine maker dinner” that his restaurant would pay for. All the winery’s people had to do was show up with the wines. And so, they did.

It was really nothing more than a crazy hunch. And began as a way of getting the experience he needed to later start something of his own. He knew that running a restaurant was one of the toughest ways to make a living and that starting one could be a fast path to losing your shirt if you weren’t careful. But McEnery couldn’t get the idea out of his mind; he kept wondering if he could possibly recreate the magic of that special dinner event with an entirely new format. It was risky and challenging, and revolutionary. Besides, he’d never run, or started, his own business before. Still, he was ready.

But, could he do it?

What McEnery had in mind was a wine-infused eatery, and he would have to pave the path from chain restaurants and boutique cafés to something completely different. And, eventually, he would have to build a community of wine enthusiasts who would become cult fans of his concept. He found himself at a crossroads. What McEnery saw in his mind didn’t exist, not yet. Because he wasn’t just imagining a restaurant that made its own wine. McEnery’s vision was larger than that. What he envisioned wasn’t just another eating establishment that would add to the already growing and segmented genre, but something that would dramatically shift the dining-out model, and he wondered if the new dynamics of community building through wine clubs couldn’t also be added to the mix. And by pursuing this new concept, he was proposing to write an entirely new chapter in restaurateuring, in the flavor of date-night restaurants like P.F. Chang’s and the Cheesecake Factory. It would mean transitioning away from candlelight and white linen, and it might also require new rules, new venues, new décor, new expertise, new technologies, and new job descriptions. Perhaps he wasn’t just proposing to add pages to the treatise on dining, but in fact penning a brand new book.

Danae Ringelmann was sitting on Wall Street as an analyst, and she was comfortable there. But she didn’t spend all her days and nights crunching numbers. In her spare time, she volunteered in the world of theatre, linking playwrights with producers and money. That’s when she began to notice a financial disconnect between artistic creation and artistic funding: theatre arts were paid for either by the bureaucracy of government support or the unpredictable donations of wealthy individuals. In other words, politicians and rich people ultimately decided which plays ran and which plays never got off the ground. No other groups were represented in the backstage of money. The theatre-goers were a different story. The audience for independently-produced plays and films—passionate people who really cared—consisted of a much more diverse group with a much more varied strata of income. Their dedication would have them waiting hours to meet the playwrights and screenwriters, spending precious time they didn’t have learning about the process of invention, and following the project from inception to staging to blocking to opening night. They were more than just fans of the plays, films, and productions they entrenched themselves in and as a result, they did so much more than simply buy tickets and show up to fill seats. They were actual zealots when it came to supporting the voices of the inventors of the oeuvres, and they could prove it.

This disparity meant Ringelmann was smack dab in a second, real-life version of “the long tail,” a phenomenon conceived by Chris Anderson in 2006 (Anderson, 2006) that originated when independently produced music began getting support directly from its listeners. No longer was it a requirement for a major producer to cut a CD; independent music groups could now fund the production of new songs solely from their fan base. And that same thing could happen for performing arts. Ringelmann had a hunch that she could turn theatre upside down by changing the way it fed itself. In pursuit of that idea, she enrolled in business school to find out if she could enact such a world-altering shift in the way things had always been done.

Nick Pudar had been with GM’s OnStar division—a department that created a factory-installed safety, security, and navigation system in GM cars and trucks—off and on since its inception. Through his tenure there, Pudar watched as the customer’s relationship with technology changed over time, seeing much greater possibility for OnStar than simple auto-directional advice. People were beginning to relate to personal mobile devices and technology in new and interesting ways, and OnStar subscribers were no exception. They were no longer just “using” the service, but depending on it, trusting it, connecting with it, and committing to the human voice that led them through dark roads at night, “held their hands” in the aftermath of a car accident or vehicular emergency, and could help them in case they locked themselves out. OnStar became the driver’s access to information and resources in every situation. And Pudar, a master strategist (and a deadly serious amateur magician), had an epiphany. What would it take to bring the solace of OnStar to everyone who needed connectivity in any capacity? Not just drivers of a GM car? Pudar saw his product—24/7/365 service—and the brand as having much farther-reaching potential. Because it wasn’t just the community of GM that needed OnStar’s connectivity, but anyone who got into a car and maybe even outside of it. Still, in a company the size of GM, it would take more than a cool idea to grab the attention of management, and a lot more than a hunch to capture the loyalty of the public. Pudar was inspired. But where would Pudar construct the path that would get him from inspiration to execution?

What McEnery, Ringelmann, and Pudar had in common was passion, inspiration, and desire. And a hunch that things could go beyond where things had always been. Theirs was a feeling everyone in business could identify with: that experience, industry knowledge, and observations of emerging trends could intersect to create a business opportunity that transcended today’s boundaries. And they faced a challenge everyone in business could identify with, too: that the tools and skills they’d learned and used weren’t sufficient for moving them toward what had never been done before. Their toolkit was tailored to what was, not what could be.

McEnery, Ringelmann, and Pudar first tried all of the old methods—like the traditional SWOT analyses, forecasts, benchmarks, and predictive models—on their new ideas but found each method fell short. Simply improving on those past processes and traditional financial analysis measures couldn’t create future opportunities, either. Innovation tools informed their creative concepts, but they weren’t enough to flesh out the chart of sustainable business growth. They needed something to enable them to see ahead to the future sooner and something that would translate their ideas into new models that could gain traction and thrive.

More specifically, McEnery couldn’t take the spreadsheets from existing restaurants and merge them with other potential “non-food” revenue sources to create a financial pro forma of what might come next. How could he anticipate the future potential for his concept by looking at financial projections that applied to dining-only establishments?

And likewise, Ringelmann couldn’t apply her Wall Street analyst skills to a world of commerce that had only recently become a possibility. It was a new, more democratic platform, one in which funding for artistic works could marry the freshly-minted dynamic of social media to allow for input and participation from the supporter of creative works.

Pudar, too, couldn’t adhere strictly to an analysis of current strengths, weaknesses, opportunities, and threats to fully capture the power of what he and his team envisioned. So instead, Pudar and his colleagues would have to develop their own process to take OnStar from its longstanding version—a manufacturer-installed, in-car safety and security system—to something much broader in impact and potential—a universal device that could be purchased at any electronics store and installed in any vehicle. And so they did. At the 2011 Consumer Electronics Show in Las Vegas, Pudar and the OnStar team introduced OnStar FMV (For My Vehicle). A remote rear-view mirror unit—compatible with more than 90 million cars on U.S. roads, available at retail stores nationwide, and offering OnStar’s award-winning safety, security, and connectivity. This new OnStar product fulfills the promise of connecting drivers and their vehicles to a wide range of services. FMV is an example of the opportunity that can arise from a new way of thinking.

All this boils down to one thing for sure, that adding up the elements of the past doesn’t get you to the full impact you can have in the future. But what does? Something else, something different, something new, something flexible. McEnery, Pudar, and Ringelmann had to start over, they had to create new tools and processes, and they did, pioneering brand-new, tailored approaches that worked.

A New Playbook, a Fresh Look

The new way of doing business that all three came to find is what this book is about. Find Your Next illustrates the new principles today’s leading organizations must follow to survive in today’s competitive business environment. Their real stories, along with hundreds of experiences I’ve had and dozens of interviews I’ve held in my career as a business strategist and consultant, demonstrate a new way to respond to the emerging realities of business growth that all of us, as business leaders, now face. What each and every story or case study has in common is a set of simple truths—business breakthroughs that combine the instinctive hunches of what might be with revelatory insights into cross-industry trends in plain sight. With that new philosophy to guide them, companies can now thrive and teach the rest of us how. They’ve created a powerful new dynamic for growth that hasn’t been systemized. Until now and Find Your Next.

Find Your Next is a new playbook with new rules, based on the trade secrets that successful business leaders like McEnery, Ringelmann, and Pudar discovered to their great success. It’s a book for the millions of business leaders who want to turn their hunches about what might be into what can be and what is. It offers a new perspective that integrates today’s realities—a faster Web 2.0 Internet world, a transparent, global marketplace, and a post-Mad Men dynamic—and new tools to respond to them. In this see-through universe of commerce, customers, consumers, clients, colleagues, suppliers, and competitors have all turned up the volume on their voices and challenged us to listen.

Find Your Next demystifies the magic behind blockbusters like McEnery’s Cooper’s Hawk, Restaurant News’ 2010 Hot Concept, Pudar’s OnStar, Edmunds.com top ten car technology trend last year, and Ringelmann’s IndieGoGo, recently marking her as one of Fast Company’s most influential women in technology, not to mention hundreds of other organizations like Jiffy Lube, P.F. Chang’s, ScoreBig, Vook, Allstate Financial, JP Morgan Chase, Victors & Spoils, CareFusion, Hyatt Hotels and Resorts, Sharp HealthCare, G.E.ecomagination, and EMC Corporation.

The Structure That Organizes the Chaos

This book taps into new patterns that have been proven to drive business growth, founded on the elements of the “genomic” approach. In genomics, scientists are able to identify, map, and learn from patterns of an organism’s DNA. In business, we can do the same thing by breaking down the core “DNA” of a company into several basic elements. With that insight, we can see how all our companies are the same, and what patterns they fall into, regardless of industry.

The core DNA, or six key genomic elements, are central to every business’s success. By focusing on them, and looking for connections from industry to industry, we can breathe a little life into our companies and our bottom line.


The Six Elements of the Business Genome

With the business genome classifications, companies can organize their “dashboards” around categories, or core DNA, that reveals new opportunities for growth:

1. Product and service innovation—the invention of offerings that resonate. [image: Images]

2. Customer impact—a sustainable community of support. [image: Images]

3. Process design—alignment of the “how” of a business with the evolving “what” that customers need. [image: Images]

4. Talent and leadership—the culture that will move a business forward. [image: Images]

5. Secret sauce—the recipe of differentiation and competitive advantage in a new world of unprecedented transparency. [image: Images]

6. Trendability—the foresight to see the future more quickly and adapt more rapidly to shifts in the landscape. [image: Images]



These six elements can function as a strategic lever to move a company from a stagnating today to a more dynamic future. By focusing on the basic elements of a company’s “genome” (a concept we’ll explain in greater detail later in the book), companies can get in touch with evolving customer preferences and opportunities on the horizon that they can learn to respond to more nimbly. And that means mapping your company’s genome against innovations of proven success, a process translated into four simple steps in this book.

The Find Your Next Steps: A Process That Will Catch You Up with the Speed of Change

[image: Images]

The Find Your Next approach is a process of four steps, based on a new perspective of a future that is foreseeable by scanning innovation across industries and adding them together to create inventive possibilities. The steps combine the art of instinct with the science of experience.

1. Sort through the options for your company and assess your hunches.

2. Match your genome to successful businesses that have already steered themselves in the direction you want to explore.

3. Hybridize your company by grafting the ideas that work in other companies onto your own. Don’t be afraid to venture into the unknown.

4. Adapt and thrive by breaking out of old habits and fostering new traditions in your business that will enable you to take advantage of a rapidly-evolving business environment.

Crossroads of a New Infrastructure

Crossroads are everywhere. Sometimes they result from a crisis, when the world changes overnight. (Like when Napster shocked the music industry, illustrating to record companies their vulnerability in the new age of online digital music distribution[Levy, 2000]. As a result of that revolutionary crisis, the term “Napster moment” has been added to our business vocabularies, and describes a phenomenon the publishing world is now in the center of.) Other crossroads can emerge outside of a calamitous event, when we find ourselves in a shifting industry. (Think, for a second, about food, and when grocery stores started offering more and better prepared foods, and customers made the gradual cross-fade from eating in restaurants to taking chef-made meals home.) And, still other times, crossroads simply appear as a gut feeling to a pioneer with a vision.

This book is for any business leaders who somehow ended up at a crossroads for whatever reason. Find Your Next is the parable of every fork in the road and the inherent lesson within. It’s the story of commerce and customers and leaders and culture. The characters are universal and local, the venues global and domestic, and the wares standard and high-tech.

What might seem like an abrupt urgency for a new view of business isn’t what it seems. It has actually been sneaking into boardrooms and break rooms in virtually every corporation, onto the whiteboards of every start-up, and into the dreams and imaginations of every aspiring entrepreneur for at least a decade. This set of realities isn’t new, per se, but it is the first time someone’s writing it down.

The point is this: The ability to see the future more quickly and respond more nimbly is the new “killer app,” the skill that will enable some companies to thrive and force others to go extinct.

Find Your Next doesn’t dwell on the path to extinction, through recent high-profile bankruptcies that have shaken the world. It doesn’t focus on the companies that couldn’t predict the future or the industries that were here yesterday and gone today.

Instead of focusing on those stories, it teaches from them. It sheds light on dinosaurs by telling the actualities that made them prehistoric. It explains how every past relic acts as a symbol of a powerful and universal lesson learned. It has woven such insights into new business fundamentals and tangible steps that we can all embrace to avoid uncertain death and catch up to the future today.

No Longer “Business as Usual”

The new realities of speed, transparency, global reach, and customer dynamics declare that business can never be “as usual” again. As you’ll see from the stories that follow, companies like Allstate, Cisco Systems, JP Morgan Chase, Jiffy Lube, and P.F. Chang’s have responded to a new climate that demands we move beyond our original business models. Relatively recent entrants to the business landscape like Score Big, Vook, IndieGoGo, Victors & Spoils, Cooper’s Hawk, and MINIMAL were able to launch as “greenfield” start-ups, using innovative growth strategies that capitalize on new competitive realities. In every case, the leaders who transformed what they saw as potential into actual success had to make up new rules and abandon traditional playbooks. The lessons learned by companies just like theirs have informed the Find Your Next process this book is based on.

Over the past decade, virtually every company in every industry has taken dramatic new tactics to move the ball forward. But, until now, the elements of their systems haven’t been documented and translated into a unified process that every business can follow. It is exactly in that spirit—of documenting what really works in today’s new world—that this book has been conceived.


Part
1
THE BUSINESS GENOME APPROACH
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Chapter
1
The Business Genome: The Key to Next
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Before anything else happens, an idea is born.

Democratize the automobile. Naturalize cleaning. Give shoes to the needy. Smooth out ticket pricing. Crowd source creativity. Communalize coupons. Shelve books on cell phones. Deliver the world overnight. Bring Napa Valley to wherever you are.

Then, a business emerges. Many do: Ford, Method, Toms Shoes, ScoreBig, IndieGoGo, Groupon, Coca Cola, Vook, FedEx, Cooper’s Hawk.

Sometimes an organization—a brand—develops organically, inspiring a group of people to naturally flock to it and engage with it with little persuasion necessary. Other companies show up ahead of the crowd that will eventually come to support it. In either case, as the idea evolves, so do the processes, systems, people, products, and modes of distribution that will sustain it. And the company carves out its niche in the competitive landscape.

Corporate growth continues down a path, creating silos of expertise in finance, accounting, product development, research, marketing, and talent, until the organization defines its point of difference in a mushrooming world of customers.

Then, one day, someone in the organization will have an idea, a hunch.

• “I wonder if we could take this concept national.”

• “I think we could expand our product line.”

• “What if we could solve a bigger problem for our customers?”

• “I bet we could tap into the economic trends much more powerfully.”

• “We’re missing a big opportunity.”

There the process begins: writing the company’s next chapter, uncovering its next set of opportunities, realizing its next competitive edge, developing its next area for reinvention, locating its next group of customers. Or, for an entrepreneur, planting the seed of a brand new company altogether.

And, until now, that journey would have started with dissection. The company would measure its current strengths, weigh its component parts, evaluate its past results, and scrutinize its industry peers in search of its “next.” The silos of capability that grew and developed to support complex business requirements now come to define the options for analysis. The range of potential places of where to go next may look a lot like what a company has already done, but instead is actually bigger, better, or different.


Analyzing humor is said to be a little like dissecting a frog: why bother when it only ends up killing the frog. In other words, humor loses its power when pulled apart. Likewise, a company can’t be understood by simply looking at each of its components in a vacuum. The problem with dissection and analysis of parts of a whole is what it doesn’t reveal. It can only show the obvious in any one of the individual component parts. But there is more to be seen in the bigger picture.

[image: Images]



The strength of the most powerful opportunities is born from the cohesion of disparate elements from multiple strategies, and an incorporation of trends that can drive business in the future. The best way to write the next chapter for your organization is not to tweak each structural element individually but to create something bigger and all-inclusive—and then a game plan for how to get there.


ScoreBig: An Industry-wide Solution

[image: Images]

Adam Kanner had an idea. He envisioned a world in which fans could save substantial money on tickets to sporting events, concerts, and shows, and entertainment and sports venues could solve the problem of 40 percent of tickets going unsold. But he needed to ensure that these tickets could be priced at a discount without damaging the brand of the seller, or cannibalizing those tickets sold at full-price. To get there, he abandoned the SWOT analysis lessons from his MBA courses and didn’t just create incremental enhancements to ticket pricing. He had worked for the NBA; he knew all about that. Everyone did. But he also knew that reengineering existing ticket pricing wouldn’t go far enough. The gap between what the public needed—an entirely new rulebook for sports and entertainment ticketing—and what the sports franchises and entertainment promoters were offering at the time—a tiered pricing structure—was too large to address with piecemeal solutions. Instead, Adam envisioned the new solution and set out to get there, constructing a powerful way to achieve it that cobbled together elements from e-commerce, social commerce, dynamic ticket pricing, direct marketing, sports, and entertainment—and gave birth to ScoreBig.



1 + 1 + 1 = 5: The Value of a Systems Approach to Change

Matt Winter, CEO and President of Allstate Financial, believes in the value of what he describes as the systems approach to the sale of financial services: a multifaceted, interdisciplinary process with which the contribution of any individual component—product, for example—is enhanced by the impact of the other parts of the overall capacity—price and people, for example. As Matt Winter sought to reinvent his company, he realized it was time to recalculate the entire equation of consumer satisfaction. He thought it through, eliminating the obvious: simplification of the policy issue process, offering the same products being sold online, or updating slogans and branding. That approach would mitigate the true power of the change he envisioned. Winter knew that simply changing individual components wouldn’t get Allstate Financial to its next level. The power of the company’s reinvention, Winter believed, one that led to the development of an entirely new product set, customer experience, and distribution model and economic framework, had to come from the power of the combined, synergistic effect of multiple components, and not the individual effect of alterations to any single element.


Good For Life: Thinking Like a System

[image: Images]

Good For Life represents more than a new product for Allstate Financial’s company, customers, and distribution ecosystem. It combines simultaneous change in process, product, distribution, compensation, and brand, and establishes the capability for all of those forces to feed off one another. Winter decided to depart from the way the organization had been approaching change prior to Good For Life—isolated product, system, and brand changes—and move toward a more system-wide approach. He likened the dynamic to the world of drug interaction, in which one drug’s efficacy is greatly enhanced by the presence of other drugs administered at the same time. “To generate massive change in a system like Allstate Financial’s, which is what we were trying to do, you have to think like a system and attack multiple components simultaneously. We fall out of the habit because it’s easy to revert to a new-product mindset or a productivity-initiative mindset. But the reality is that you have to go up a level for 99 percent of these ideas to work. If you liken this to the genome concept, you’re motivated to look at the interconnectedness of things: you don’t get the true power of anything until you attack using all elements in concert with one another.”

Winter calls it a systems approach; we call it the business genome approach, a concept founded on the fact that, like humans, all businesses are made up of the same components. It’s not the individual gene itself that makes the difference, but the combination of the genes in a particular pattern. That permutation is what will drive a company toward a new opportunity for growth or reinvention and an entrepreneur toward an entirely new playing field where he or she can land, hit the ground running, attract loyal customers, and grow.



Genomic Patterns Offer a Fresh Lens for Business

Learn from leaders of companies whose strategies reflect the Business Genome approach:

• Groupon, dedicated to bundling discounts online, took the idea of newspaper coupons and mixed it with the power of community to create a business that made $500 million in revenue in its first two years.

• OnStar matched the phone call home with GPS and the 911 emergency phone system to invent a way to exit the dashboard and enter Best Buy, morphing from a GM factory-installed service to an electronic device that can work on any vehicle.

• Cooper’s Hawk infused great food and a relaxing atmosphere with Napa Valley vibe and added Facebook’s viral sense of connection, community, and the power of recommendation to create a restaurant/winery that boasts the fastest-growing community of club members of any restaurant “cult” in the country.

• G.E. applied its desire of incorporating the new world of energy use and sustainability to its manufacturing powerhouse and invented its ecomagination generation of manufacturing products and facilities.

• Toms Shoes jumped on a growing philosophy to make a difference and defined a new space for shoes, in which the sense of community and social contribution could be married with every purchase.

The Business Genome approach is designed to allow everyone in business to follow their hunches, look at the world in a new way, and craft ideas for growth in just the ways that Groupon, OnStar, G.E., Toms Shoes, Cooper’s Hawk, and Allstate Financial did. These ideas that became profitable organizations were conceived not by comparing an existing industry to the restaurants, insurance companies, shoe companies, or manufacturers of the company’s competition, but by following a genomic process and finding patterns.

The Genomic Approach to Business

Businesses consist of components of great ideas that can be melded together to create and launch new business opportunities. When the higher-ups at Jiffy Lube started to suspect the value of selling oil had diminished in favor of a more holistic approach to the oil change experience, they used a genomic process to borrow ideas from other industries. Who had a great waiting room experience that could be built into a new model for Jiffy Lube? How could that experience be grafted onto the existing interior of Jiffy Lube’s stores to create a killer app?


From Viscosity to Customer Experience: Pennzoil to Jiffy Lube

[image: Images]

Jiffy Lube’s road to customerization over the past decade highlights the shift in what matters now. Clyde Beahm, former president of Jiffy Lube during its early days of expansion, explains the complexities of driving customer loyalty by transforming the entire experience of an oil change. “Before, our options were limited and undesirable. We could either leave our car at a dealership waiting all day, or take it to the local ‘grease monkey,’ and sit in an atmosphere designed for dirty rags and tools, but not for customer comfort.” Under Beahm’s leadership, Jiffy Lube focused on the ambiance of the waiting environment, the speed of service, and the organization of the recordkeeping, driving customer loyalty for more than a decade based on those customer-facing priorities (Beahm, 2011). To keep up with the speed of change, Jiffy Lube realized it was competing with customer experiences well beyond the waiting area and billing procedures: its customer process for an oil change incorporated the proactive reminder systems of a computerized hair salon or dentist, the loyalty benefits of an airlines frequent flier program, plus the engagement of social media outlets where talking about top-of-mind topics like travel tips and fuel efficiency, gleaned from Internet feedback, involved customers in-between visits. Jiffy Lube went beyond differentiating itself as a comfortable place to wait for auto maintenance to a watering hole for chats with and between customers about owning, driving, and maintaining a car. It wasn’t just oil changes anymore.

Beahm explains how the genomic approach became a catalyst for change. “Pennzoil could not have grown organically from discussions about viscosity to a vision for Jiffy Lube. No amount of benchmarking against industry peers would have gotten them there. It had to take a certain leap of faith that once it shifted to focus more on its distribution channel, it wouldn’t be long before it was up against a new customer requirement: a pleasant oil change experience. No conversations about viscosity or formulations would have led naturally to that arena.”

Pennzoil had to borrow customer experience insights from the likes of Starbucks to really create its next incarnation—Jiffy Lube.



The genome mindset sparks new insights for translating the DNA of one business to the growth challenges of another. It allows us to see through a new lens. Now we can read the facts and figures in a different way, and shift our focus toward response and away from prediction. What we’ll need are ideas—novel ideas—influenced by strategies that have worked successfully in other arenas. The Find Your Next process can help us get there by offering a systematic way of sorting through those ideas to land on opportunities for building up any company, whether a large, global enterprise or a local start-up.

The heritage for the genomic approach truly began in 1991, when the Human Genome Project defined a new playing field for genetic scientists interested in the next step of DNA analysis, thereby enabling people to trace their individual biological inheritance. It was a huge project that started with gene mapping and led to new medical innovations, because, for the first time, scientists could actually look at patterns of biological information and visualize connections.

But genomics had much further reach. Along came Pandora, an online music service based on the Music Genome Project and sparked by the imagination of Tim Westergren, who, in 1999, decided that the time had come to organize music into new genres that freed us from the notion of old music industry categories like “rock,” “classical,” “heavy metal,” “rap,” “country,” and “rhythm and blues.”

The Pandora model started with a lot of trained musical listeners writing more than 600 descriptors of music. From there, Pandora.com launched as an Internet music service that combined the elements of music’s DNA with a thumbs-up thumbs-down user voting that trains the station to refine its next selection for you. A personal profile develops and two things happen: one, you find yourself exposed to new songs and new musicians because the Pandora engine helps you match the taste of what you know you like (the Beatles) with music that has a similar “genomic” pattern (rock beat, good lyrics, lead guitar style), and two, you discover that your taste can’t be categorized as simply “rock.” You, and your preferences, are a little more complicated. The net result of listening to music with Pandora’s music genome engine is that your musical taste expands to new genres, new styles, and new possibilities.

The Find Your Next approach builds on that same genomic concept. It is based on the idea that the possibilities for what a business leader can do next must come from somewhere other than what they did last. The Business Genome model isn’t designed to help business leaders predict what comes next but to arm them when it happens. As was the case with Pandora’s analysis of the world of music, all genomes are intrinsically human. What can a cereal company learn about a clothing designer’s experiences with teen purchasing trends? How can a manufacturer benefit from a defense contractor’s insights into applications of hydraulics? What can a medical equipment distributor learn from FedEx about global logistics innovations? Businesses are all about their customers, and that means they’re all about people.


Vook: Plug and Play and Read
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Brad Inman doesn’t think of Vook as just another book reader, or what a customer views on Vooks as simple books with moving pictures. He considers the difference he brings to the world of traditional publishing to be genomic, in which his company’s combination of talent plugs and plays into the new world of ubiquitous display and connectivity. Vooks, unlike traditional books, can tell their stories with movie-like engagement, a dose of mobile device speed, a bit of radio magic, the feel of a magazine serial, elements from the interactive world of Wii, and the sense of viral community popularized by Twitter.




A Personal View from Tom Stat: Learning to See Things through the Lens of Both Hemispheres
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In my final year at Boston University, I expanded my electives beyond my degree path in psychology and discovered architecture. In architecture, I found what I believed to be the ultimate integration of art, science, engineering, and human behavior—a marriage between my two brain hemispheres.

This journey of integration and synthesis has remained a central theme in my life and in my work. After many fulfilling years immersed in the world of architecture, I joined IDEO, one of the world’s most respected innovation consultancies. As a part of its laborious interview process, a good friend and mentor wrote a note to an IDEO partner. It said simply, “Tom was genetically engineered to work at IDEO.” I had found a home where my genetic predisposition toward seeing analogies, leveraging unusual connections, extracting value from parallels, and creating something from what appeared to be next to nothing, were celebrated. Thus began some of the most rewarding, challenging, and fulfilling years of my professional life.

In almost 12 years at IDEO, beyond all the expertise, deep domain knowledge, design genius, and engineering prowess resident there, I believe that two true competencies of innovation were the primary forces behind our work and our success. Simply put, they were the ability of diverse disciplines to work collaboratively and the ability to synthesize across dissimilar domains. Crucial to both is the ability to integrate, recognize patterns, fuse, and combine disparate elements into entirely new entities. It is about leveraging a playful state of curiosity and harnessing the outcomes of discovery. It is the transmutation of lesser, more common elements into something of far greater value. It is alchemy in its purest form. It is nothing short of genetically engineering what’s next, not merely near or new.



Which combination of product innovation, talent deployment, process design, customer impact, secret sauce, and trendability can bring your company to a new level of opportunity? In that Business Genome vein, business leaders can diagnose where their businesses are in a way that goes beyond the traditional strength, weakness, opportunity, and threat (SWOT) tools. They can create a map of their company’s current genomic pattern. They can look across industries for examples of companies that have tackled the same concern successfully. IDEO, a firm known for its innovation, especially in the area of product design, is one example. A few years ago, it was assigned the task of redesigning a hospital emergency room. Rather than simply benchmarking its client’s ER against other hospitals, its management team studied another process that mirrored several components of a hospital’s genome, one characterized by the need for precision movements when time was critical and the pressure of a potential dying patient loomed large. The answer for them was NASCAR pit crews, and IDEO grafted best practices onto the hospital’s process redesign.


How to Open Your Organization to New Thinking

I once worked with a large manufacturing company that was trying to develop new chemical formulations, but its team was stuck in old ways. The company had a hiring policy it called the “nine-dot system,” based on its recruiting policy for hiring the exact right fit from a competitor that had a nearly identical chemical development process. When it needed a new engineer to do job A at their company, it had the headhunters scan the competition for someone who did exactly that job. It didn’t think to look for someone who could do job A and maybe job B.

Through what began as an experiment, the company’s management changed that approach for one hire and brought in an industrial designer to fit into their team, thereby transforming the company’s development process into a much more consumer-friendly approach.

To quote the client who was responsible for that change and the resulting double-digit growth that came from the new solvents, “If you can’t change the people, sometimes you have to change the people.”

A similar lesson came to an energy company that was a client of mine that was experiencing the early impact of deregulation in the 1990s. It tried to devise breakthrough thinking about how government regulations might change their industry and inserted a fresh perspective into its planning—by way of a new employee who came from telecommunications and had expertise in that industry’s shifts. This new recruit brought some lessons about the FCC’s telecommunications regulations into discussions about FERC’s energy regulations and accelerated the company’s adaptation to the change in their competitive environment.



Taking a systems approach to business innovation requires some new skills. But that’s the secret to discovery, to be able to shuffle elements to make a break through. We all have the capacity to think this way once we tune into business patterns and think about our futures in a new way.

Every company is capable of injecting the new perspective of another industry into its own DNA. The trick is to begin with a fresh mindset, founded on the belief that the future should get at least equal billing with the past as a catalyst for our organization’s growth path. The beauty of applying genomics to business is that the business opportunities that emerge are part “art” or instinct (what-if thinking and a sense of what could be), and part science (analyzing other processes in unrelated industries and looking for patterns of opportunity). Only then, with a little of both, can companies get to a next with success that will stick.


Chapter
2
A New Outlook for Business
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Recognize Patterns and Learn from Those Patterns by Adapting Faster to the Change You See Ahead

Pattern recognition is the first required fundamental or skill in the genome transformation process. Business leaders must learn how to spot them within the business universe, look beyond their company’s own industries for insights into their company’s future, and interpret what they see.

G.E.’s recent innovations in transforming the corporate culture offer powerful illustrations of exactly that: how a company can go from recognizing genomic patterns that could drive its strategic priorities to making an actual corporate shift. The process began a few years ago when Jeffrey Immelt, G.E.’s chairman and chief executive, started exploring ways to retool for the future, looking primarily at companies in other industries for some inspiration. These companies had much to teach him in the two components—innovation and discipline—that could best feed G.E.’s hunger for rapid improvement. Immelt found those essentials in Google’s internal entrepreneurism and West Point’s leadership culture of adaptability, and then he grafted them on to G.E., which led to dramatic shifts in its corporate culture toward a more team-based, innovative structure.

Whether large or small, the take-home message is the same—looking at today’s patterns of success in multiple industries fuels tomorrow’s ideas for what could be.

The Art and Science of Figuring Things Out

There is an art, and a science, to figuring out our next.

How do companies interpret the same facts that everyone sees but in different ways?

Before we can begin the process of sorting through our options, we must first know where we are and where we’re going. It isn’t just a matter of looking, but interpreting. After all, we see what everyone else sees. And once we understand our observations, we can’t stop there; we need to also teach ourselves to think differently about the data we analyze, the questions we ask ourselves, and the conclusions we draw as we imagine new future directions.

There is no science to prediction. You can sit down in a laboratory with rats for a month and track what you see. Even armed with data on how biological change has occurred in the past for each rat, you wouldn’t be able to figure out what changes will happen next. And why not? Because you have not been trained to see the world of rats through the subtle clues and environmental shifts that would allow you to see ahead to the next phase. In other words, there’s no way to know for sure.

Business is not much different. Sit down with a mountain of forecasting data and you would face the same problem. Because you’re not trained in evaluating the potential opportunities lurking behind new trends, it would be tough for you, as a person running a company or even a division of a company, to imagine which move would give you an edge in a changing competitive environment. You can’t know all that lies in the periphery that puts things in motion, and places certain companies ahead while knocking others behind. Most business leaders haven’t focused on responsiveness or rapid adaptation; they’ve been wired to analyze what was and what is. But companies that thrive today have developed a new skill: a talent for interpreting facts more insightfully and tapping into the non-obvious. FedEx did exactly that when it transformed “speed” into a point of difference in package delivery. Lululemon, too, did it when it saw a nation of decentralized yoga enthusiasts and gave them a brand to embrace.


Teaching Our Businesses about the Wetsuit Moment: When It’s Time to Respond with Insight

The skill that scientists use to interpret the chaos is the same skill that drives success for FedEx, Lululemon, and most other companies that stake new claims in the competitive arena. The leaders of those organizations have mastered the ability to not only navigate the same waters everyone else can, but to see early signs of change and adapt quickly. With greater peripheral vision, they have become proficient at seeing more than their fellow snorkelers. They see what lies ahead. In essence, they come equipped with a “corporate wetsuit” and put it on when the time calls.



If a snorkeler is swimming in warm waters, but, on the horizon, suddenly spots an igloo floating on a slab of ice, what should he do? Should he take it as an illusion, or put it out of his mind? Or interpret it as he should, as a sign of colder waters ahead?

[image: Images]

He can put on a wetsuit and move through it, or he can do nothing and freeze to death.

Could it be that your company is luxuriating in today’s warmer waters, and ignoring opportunities—or risks—presented by the igloos of trends just ahead? We all need a basic reality check.

Your business needs a wetsuit if:

1. You’re starting to see some disconnects between customer satisfaction scores and sales. (They say that they still love you, but they’ve stopped buying.)

2. You’re reading news about businesses that do something sort of like what you do but are branching out (i.e., Blockbuster and Netflix).

3. Your pricing has become a commodity—people aren’t willing to pay a premium for the same things they used to.

4. Your competition is innovating and you’re not.

5. You introduced a price increase that led to higher top line revenues at first, but now customers are disappearing.

6. There’s a new world order that could have a huge impact on your company (recession, globalization) and you haven’t been hit with a wake-up call yet.

7. Everyone in the company culture is more committed to “that’s how we’ve always done it” than “that’s how we’re keeping up.”

Moving from Seeing to Doing: Being Nimble

Recognizing change on the horizon isn’t the same as reacting to it—or even thinking ahead of it. To drive our organizations toward the opportunities that lie ahead, we need to take our existing businesses down a new path or tap into the potential we envision. But that requires mastery of entirely new skills. The killer skill for today is nimbleness—not necessarily having the perfect model on Day One or the perfect read of every fact at the outset, but the ability to change direction quickly when the path isn’t leading to success, or when new competition, economic factors, or other forceful conditions get in the way.

When P.F. Chang’s thought it wanted to expand a few years ago, the company first tiptoed into an extension by introducing a sister concept, Taneko Japanese Tavern. It didn’t work. What saved the company from suffering too dramatically from that decision was its corporate muscle for adaptation: it was nimble enough to shift gears and try two others that did work (frozen meals and global partnership) and it was better off. If it had clung too emphatically to SWOT analysis or forecasting models, it might have missed the boat while the other boat sunk. Instead, it read the future quickly, recast its net into new waters, and accelerated toward better concepts. (Read more about how P.F. Chang’s turned things around on page 145.)

Stories like P.F. Chang’s underscore what every business leader faces today—the new forces working against us as we try to grow. We are all facing new realities: the mountain of facts is huge, the speed of change is impossible to keep up with, the information that used to keep us ahead of our competition is now instantaneously available, our customers are talking about us to each other more than ever before, business dynamics have turned global, and the expectations for competitive advantage are rising at record speed.

Yet, just like P.F. Chang’s, we are expected to plan for the future, innovate, and predict what’s next, with yesterday’s tools. Like generals asked to fight a war in a new jungle using Napoleonic battle tactics, we’re equipped, not with bayonets and lines of troops, but with bows and arrows that used to work but don’t any longer. We need to arm ourselves for our new world. We need to form a new approach to seeing the future. We need to be less concerned with a desire for certainty and move our focus away from static dashboards. And, when all is said and done, we need to spot the needle in the haystack. We need to find a unique idea and run with it.

The One-Two-Three of Competitive Edge: Speed, Crowd, Globe

It can be overwhelming enough to bring an organization from its comfortable state of status quo to a vulnerable state of change. But to succeed, that’s what we must do. And that means always keeping a steady eye on the horizon. But what about what we can’t see until it’s too late? We’ve all been surprised when a trend in our rear view suddenly emerges and makes itself known. But, there are three factors that everyone should use as their preflight checklist before they explore the potential of a new direction:

1. Speed. Amplify your organization’s ability to keep up with instantaneous cycle times and the accelerated speed of commerce. FedEx based its whole enterprise on speed; JP Morgan Chase’s mobile check scanners added lagniappe to itstraditional financial services; Vook reduced the cycle time to produce a book by months with its multitasking multimedia platform. Every company should consider whether it can use speed as a marker of differentiation in some aspect of its vision for growth.

2. Crowd. Acknowledge the shift in dynamics from a past when companies could telegraph a one-way message to the masses to a present when commerce is being crowd-sourced. Customer conversations about our companies have gone public, instantly available and readily accessible in blog posts, forums, online groups, mobile messages, and shared links. That doesn’t mean every company has to choose to center its entire business strategy on the crowd. But, every company has to recognize the crowd as a new force and learn how to integrate the power of many into its next steps.

3. Globe. Some companies that have long been known as domestic-only brands have recently stepped onto the world stage to expand their reach. Other brands that center their entire enterprise on global connectivity have made that fact even clearer.

New Times Call for New Tools: Take Out Your Periscope

[image: Images]

It’s time to retool our companies. Strategies that overemphasize our past results—depending too heavily on the rearview mirror—can result in our having torearrange deck chairs on the Titanic while; missing the big icebergs ahead.

The microscope point of view is no better. If we rely too much on examining our current financial results and metrics as a way to discover our next opportunity, we run the risk of assuming that our future will be like the promise from the P.F. Flyers sneaker ad of the 1950s, a “run faster, jump higher” version of today. It could well be that a new trend is staring us in the face that will require a more disruptive or dramatic strategy. As Adam Kanner said, “ScoreBig had to be built by a third party in order to service the entire industry. Organizations like the NBA or the NFL could never have done it—they’re too big, too focused, and only represent a fraction of the sports and entertainment industry as a whole. There needed to be an agnostic, arms-length, industry-wide solution to this huge industry and consumer issue of ticketing, and that was the opportunity for ScoreBig.” But, that’s exactly what some companies need—that bigger strategy—to change course.

Sometimes the gravitas of a forecast model—the telescope—needs to be balanced with a new view to inspire a company to move nimbly in a new direction. A large energy company I once worked with invested heavily in scenario planning and forecast modeling, only to be too slow to react when the Gulf of Mexico oil spill happened. Large financial services companies that depend solely on forecast models still didn’t see the 2008 Wall Street meltdown coming, and they were slow to react when they did.

Forecasting is rarely enough. These traditional tools don’t adequately address the three significant trends that shape today’s competitive arena. What is needed is a new tool, the periscope, that allows companies to see the future today, in the successes of entrepreneurial companies entering our customer’s preference lists (like Flickr’s entry into the world of photos), the innovations of large companies shifting their logistical models and product offerings (like P&G’s Swash “pop up stores” on university campuses and their dry cleaning franchises), in global competition (like Johnson & Johnson’s insights on the potential of European waterways as a way to speed up logistics, borrowed from Nike’s warehousing and distribution models), and in the tea leaf patterns of game-changing trends that are in plain view (like personalized medicine). With a periscope, we can take the risk out of guessing what might come next and stop crossing our fingers hoping that our forecasts might come true. Take out yours and map your company’s genome to opportunities on the horizon today, graft innovative successes onto your business, and adapt quickly to the change you see.

Address the new realities and achieve cha-ching in the new era:

1. Read the future today. Start by interpreting the genomic patterns, look to industries other than yours, and build new awareness about what your organization’s information is saying to you today about tomorrow.

2. Keep up with insanely fast cycle times. Exercise your organization’s muscles to be nimble and to adapt to the change you see.

3. Enter the crowd dynamic wisely. Re-tune your company’s people skills. Listen to the themes, participate in the conversations, and engage with the community of people whose opinions can drive your company toward a new area.

4. See the world. Insert the global perspective into your localized thinking. Whether yours is a large, global company or a small, local business, challenge yourself to bring the world view onto your radar screen.

5. Transition from SWOT thinking (strength, weakness, opportunity, threat) to Find Your Next or Business Genome thinking (sort, match, hybridize, adapt).

The next chapter will introduce the tools to get started.
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