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Introduction  

It used to be that business people were starved for information about the latest thinking on issues like the economy, business and the future. In 

this digital age, there is no lack of access to information on what other people think. What is missing is a way to filter the vast amount of available 

information to assess what is relevant to you the reader, how to prioritize it, sequence it and finally take action.  

  

No relevance, No action, No change.  

 

The reason that it is so difficult to comple te this action sequence is because the new economy has elevated the playing field for business from a 

local, stable and relatively simple environment to one that is now global, unstable and complex.  

 

To paraphrase Einstein, àÖÜɯÊÈÕɀÛɯÚÖÓÝÌɯÈɯ×ÙÖÉÓÌÔɯÈÛɯÛÏe same level that it was created, you must learn to elevate your thinking to see the world 

anew. Elevating our thinking is a challenge because our habitual way of thinking creates hidden barriers for us, which makes it ver y difficult to 

change unless someone points out the hidden barriers. Understanding that we all have our own unique hidden barriers is the first step in 

considering whether or not personally it is worth the risk for you to collaborate, to innovate or to try anything new. After all, popular literature 

has been saying for at least 30 years that we need to be more collaborative, innovative, creative and productive ɬ but knowing what is needed and 

taking action on it are two different things.  

 

The entrepreneur is most likely to rise in prominen ce as a result of the unique need that is emerging within the new economy, an ability to 

navigate uncertainty and volatility. There is a sweeping shift going on where the critical success factor for successful business is shifting from 

optimization  to transformation. For individuals, this will  require developing the capacity to jump from being a functionally efficient performer to 

an effective intuitive adaptor and back again, as circumstances dictate. In the old economy you could thrive by optimizi ng one or the other; the 

new reality will require us to do both. For businesses, associations, educational institutions and governments whose structure has been designed 

to thwart this kind of change so as to maintain the status quo and  ensure the preservation of the core, the implications will be massive and mostly 

hidden.   

 

To move ourselves, our businesses and even our country to the next level, there are three hidden challenges that we as business people must 

master:  

Our thinking  

The hidden influence of structure on our thinking/doing  

The marriage of entrepreneurial thinking/doing with professional management  

 

The magic in revealing what has previously  been hidden , is that it frees up huge resources in the form of energy, enthusiasm and drive to 

accomplish what  was previously impossible.  This eBook is an invitation to explore ways to think, do and accomplish what might previously have 

been impossible, according to your own unique needs and goals.   
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How to use this eBook to greatest advantage 

The biggest opportunities  to emerge out of the new economy are the rewards to be gained by shifting focus, and eventually shifting an ent ire 

culture to be more customer-centric. The paradox with creating a more customer-centric culture is that the place to start is not with your customer, 

but with yourself. Your customers do not have answers for you, they are looking to you for answers to their problems ɬ some of which they 

cannot even articulate.  

 

By first gaining a deeper and broader understanding of the implicat ions of the economic transformation as it relates to you personally and 

secondly as it relates to your business, you accumulate new resources, new insight, new approaches and new options, all of which add up to new 

ways of thinking. Part One of this eBook dealÚɯÞÐÛÏɯÏÖÞɯÛÖɯÛÏÐÕÒɯËÐÍÍÌÙÌÕÛÓàȭɯ!àɯÜÚÐÕÎɯÛÏÌɯÚÐÔ×ÓÌɯÍÖÙÔÜÓÈɀÚɯÈÕËɯÙÖÜÛÐÕÌÚɯ×ÙÌÚÌÕÛÌËȮɯÐÛɯÐÚɯ×ÖÚÚÐÉÓÌɯ

to shift the way you think. We encourage you to practice with this new orientation.   

 

Having gained insight as to how to think differen tly, you can use this new orientation to reassess what options and resources might exist for you, 

your customers and your business. The people who define the culture of the business, who allocate resources, make decisions, work with 

ÛÌÊÏÕÖÓÖÎàȮɯÈÕËɯÞÏÖɯȿËÖɀɯÛÏÌɯÞÖÙÒɯȭȭȭ will also need to think and act differently. The right kind of structure and processes can enable this need to 

change and the wrong kind of structure can greatly hinder change. Part Two of this eBook provides a new structure to help you  filter strategic 

priorities, sequence potential action items and shift your thinking to be proactive and even pre -emptive in helping your customers navigate the 

current uncertainty and volatility.  

 

The evolution of a business is contingent on 3 interdependent influences; thÌɯÌÕÝÐÙÖÕÔÌÕÛȮɯÐÛɀÚɯÊÜÚÛÖÔÌÙɀÚɯÞÈÕÛÚɯÈÕËɯËÌÚires and the businesses 

ability  to deliver on those needs within that  environment. It is typical of these interdependent influences to change incrementally . When they 

change in transformational ways, rather than incremental ways, it dramatically changes the playing field in ways that are often hidden. Part Three 

of this eBook provides you with insight as to how others have realized the hidden potential amidst transformational change by adapting their 

strategic context, structure and orientation so that their businesses ability to deliver  is always in sync with  the new environment and emerging 

customer needs.  

 

We have included two Appendices  that are contextual based narratives, frameworks and assessments that address the rare set of circumstances 

and opportunities created by transformational change. These frameworks can be used over and over again when you are in need of a filter to help 

you assess priorities, sequences and actionable options 
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Part One: Thinking  differently  

 
Not being able to see the forest for the trees 

For decades, the Big Three automakers of Detroit enjoyed unprecedented and unchallenged growth in their market. They had a magic formula for 

success that focused on style, rather than quality and reliability; and the more success that they enjoyed, the greater their belief in their formula. 

On the basis of their indisputa ble success as leaders and managers and on the strength of their research, they forecast into the future with absolute 

certainty that their future success would be as significant, if not gr eater, than their past. But as we now know, consumer buying preferences 

changed over time as German and Japanese automakers slowly educated American consumers in the benefits of quality AND style. By 1986, 

Japanese and German automakers share of the U.S. market had grown from zero to 38% and if you fast -forward to present day, the Big Three 

market share is over shadowed by the dominance of Japanese auto makers in combination with the influence of those from emerging markets.  

 

'ÖÞɯÐÚɯÐÛɯÛÏÈÛɯÛÏÌɯÞÖÙÓËɀÚɯÉÌÚt and brightest managers and leaders, with all of their sophistication and experience, failed to anticipate what in 

hindsight appeared to be such an obvious shift? 

 

6ÏÌÕɯàÖÜɯËÐÎɯÐÕÛÖɯÛÏÌɯÐÚÚÜÌɯÖÍɯɁÕÖÛɯÉÌÐÕÎɯÈÉÓÌɯÛÖɯÚÌÌɯÛÏÌɯÍÖÙÌÚÛɯÍÖÙɯÛÏÌɯÛÙÌÌÚɂȮɯàÖÜɯÙÌÈÓÐáe that the Big ThreeɀÚɯÌß×ÌÙÐÌÕÊÌɯÐÚɯÕÖÛɯÈÕɯÐÚÖÓÈÛÌËɯ

occurrence. Over the last 50 years it has happened in industries as diverse as the steel industry, music industry, manufacturing, entertainment, 

technology, telecommunications, distribution and most rece ÕÛÓàɯÛÏÌɯÞÖÙÓËɀÚɯÍÐÕÈÕÊÐÈÓɯÚÌÊÛÖÙȭ1. What is even more alarming is that the frequency 

and speed of this type of phenomena is accelerating at unprecedented rates due to the influence of technology.  

 

Research is split between a focus on doing vs. thinking  

The research tÖɯËÈÛÌɯÖÕɯɁÏÖÞɯÛÏÐÚɯÏÈ××ÌÕÚɂɯÏÈÚɯÉÌÌÕɯËÐÝÐËÌËɯÐÕÛÖɯÛÞÖɯÉÈÚÐÊɯÊÈÔ×Úȭɯ3ÏÌɯÍÐÙÚÛɯÊÈÔ×ɯÍÖÊÜÚÌÚɯÖÕɯwhat to do differently  and is based 

on observations of what successful leaders and managers have done in the past to navigate dramatically changing times. 2.  

 

The second camp, which is a more recent development, focuses on how to think differently , which includes insight on how to change your 

thinking so that you can be both proactive and even pre-emptive in your thinking AND doing - when dealing wit h big change. 3.  

 

In this eBook we will provide you with insight, activities and suggestions to help you start to think differently. The world is changing at  an 

unprecedented rate of speed and complexity, which is forcing everyone in business to reconsider what they think are the basis for commerce and 

ÊÖÔ×ÌÛÐÛÐÖÕȭɯ6ÏÐÓÌɯÛÏÌÙÌɯÞÐÓÓɯÉÌɯ×ÓÌÕÛàɯÖÍɯÚÜÎÎÌÚÛÐÖÕÚɯÈÕËɯÈÊÛÐÖÕɯÐÛÌÔÚɯÈËËÙÌÚÚÐÕÎɯÞÏÈÛɯÛÖɯɁËÖɂȰɯÞÌɯÞÈÕÛɯÛÏÐÚɯËÖÊÜÔÌÕÛɯÛÖɯÈÊÛ as an invitation to 

explore ways to think and do differently, according to your own unique needs and goals.  
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Structure informs behaviour  

Behavioural based researchers and practitioners have long understood that structure informs behaviour. We have all experienced how 

disorienting it  can be to dramatically change the structural layout of our work space or when we move to a new home. When our physical 

structure has been dramatically altered, we are no longer able to operate on auto-pilot because nothing is in the same place as it used to be. In 

response to such an obvious example of a transformational change, we are forced to think in new ways to be able to successfully navigate our new 

environment. A big change in our tangible structure forces us to change the intangible structure whic h informs how we think , and ultimately what 

we do.  

 

 

By contrast, when the physical change is incremental, as is the case when all you have changed is the placement of your notebook or tools within 

your work space, the incremental change is not significant enough to force us to think dramatically differently.   

 

In the case of the Big 3 auto-makers, the structure of the change that they experienced appeared to them (incorrectly) to be incremental. For 

professional leaders and managers who were in positions ÖÍɯ×ÖÞÌÙɯÐÕɯÛÏÌɯƛƔɀÚɯÈÕËɯƜƔɀÚȮɯÛÏÌàɯÏÈËɯÒÕÖÞÕɯÕÖÛÏÐÕÎɯÉÜÛɯÐÕÊÙÌÔÌÕÛÈÓȮɯÚÛÌÈËàɯÈÕËɯ

methodical change during their entire business life.  Their experience and professional education informed their thinking. Ov er a life-time, they 

learned to lead, manage, make decisions, communicate, problem solve and ÐÕÛÌÙÈÊÛɯÐÕɯÞÈàÚɯÛÏÈÛɯÛÏÌàɯÊÈÔÌɯÛÖɯÈÚÚÖÊÐÈÛÌɯÞÐÛÏɯɁÉÌÚÛɯ×ÙÈÊÛÐÊÌÚɂɯÛÏÈÛɯ

ËÙÖÝÌɯÛÏÌɯÙÌÚÜÓÛÚɯÛÏÌàɯÈÊÏÐÌÝÌËȭɯ3ÖɯØÜÖÛÌɯÈɯÔÈÕÈÎÌÔÌÕÛɯÊÖÕÚÜÓÛÈÕÛɯÞÏÖɯÞÖÙÒÌËɯÞÐÛÏɯ&,ɯÈÛɯÛÏÌɯÛÐÔÌȮɯɁÛÏÌÚÌɯÉÌÓÐÌÍÚɯÈÉÖÜÛɯÚÛàÓÐÕg were part of a 

pervasive set of assumptions for success at General Motors. For example, they had come to believe that: 

 GM was in the business of making money, not cars.  

 The American car market is isolated from the rest of the world  

 Everyone connected with the system has no need for more than a fragmented, compartmentalized understanding of the business.  

The auto industry tr eated these assumptions as a magic formula for success for all time, when all it had found was a particular set of conditions... 

that were good foÙɯÈɯÓÐÔÐÛÌËɯÛÐÔÌȭɂ4.   

 

 

How to Think Differently: a simple formula  

Thinking happens automatically and unconsciously and it sequentially follows a structured formula that happens in a blink of an eye. Thinking 

differently requires us to be receptive to new  ɁËÈÛÈɂȮɯÔÈÒÌɯÕÌÞɯɁÈÚÚÜÔ×ÛÐÖÕÚɂȮɯÊÙÌÈÛÌɯÕÌÞɯɁÉÌÓÐÌÍÚɂɯÛÏÈÛɯÓÌÈËɯÛÖɯÕÌÞɯɁÊÏÖÐÊÌÚɂȮɯÈÓÓɯÖÍɯÞÏÐÊÏȮɯÞÏÌÕɯ

acted upon, contribute to new results. 5.  
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A simplified version of the structure of our thinking is the PCA formula,  

 

Performance = Choice + Assumptions.  

 

Performance results are driven by the Choices we make regarding the actions we take which are driven by our Assumptions and b eliefs. If the 

/ÌÙÍÖÙÔÈÕÊÌɯÙÌÚÜÓÛÚɯÈÙÌɯÕÖÛɯËÌÚÐÙÈÉÓÌȮɯÞÌɯÕÌÌËɯÛÖɯÔÈÒÌɯÊÏÈÕÎÌÚɯÛÖɯÖÜÙɯɁÐÕÛÌÙÕÈÓɯÔÌÕÛÈÓɯÚÛÙÜÊÛÜÙÌɂɯÜÕÛÐÓɯÞÌɯÎÌÛɯÈɯÕÌÞ winning formula. Using 

PCA, we will highlight how to change the structure of your thinking to be more aligned with the structure of the change you a re experiencing.  

 

The place to start when using the PCA formula is Performance results. When you are getting the results you desire, there is no need to alter your 

thinking. When you are not getting the Performance results you seek, then you should consider the underlying Choices and Assu mptions that 

have driven that Performance and experiment by changing  them in methodical ways until you get the new Performance results you desire.  

 

 

Applying PCA To the Big Three situation  

In the case of the Big Three auto-ÔÈÒÌÙÚɯÓÌÈËÐÕÎɯÜ×ɯÛÖɯÛÏÌɯÌÈÙÓàɯƜƔɀÚȮɯÛÏÌÐÙɯÏÐÚÛÖÙÐÊɯ/ÌÙÍÖÙÔÈÕÊÌɯɁÙÌÚÜÓÛÚɂɯÞÌÙÌɯËÌÚÐÙÈÉÓÌȮɯÚÖɯÛÏÌÙÌɯÈ××ÌÈÙed to be 

no reason to change the structure (choice and assumptions) of their thinking. All of their work experience involved navigatin g incremental change 

and so they assumed that results would never change significantly ȭɯ6ÏÌÕɯÛÏÌÐÙɯ×ÌÙÍÖÙÔÈÕÊÌɯɁÙÌÚÜÓÛÚɂɯËid change they assumed the change was 

temporary. When the results changed dramatically, they could not process the information because it conflicted so dramaticall y with their 

historical way of thinking. They assumed the change in results to be temporary and looked to incrementally tweak their existing formula, until 

stable results returned. They did this, not because they had weak intention or even poor judgement but, because they had no other choices given 

that they were not aware of their underlying assu mptions.  

 

Ɂ6ÏàɯÐÚɯÛÏe structure of our thinking , so powerful in affecting what we do? In part, it affects what we see. Two people with different assumptions 

informing t heir mental models ÊÈÕɯÖÉÚÌÙÝÌɯÛÏÌɯÚÈÔÌɯÌÝÌÕÛɯÈÕËɯËÌÚÊÙÐÉÌɯÐÛɯËÐÍÍÌÙÌÕÛÓàȮɯÉÌÊÈÜÚÌɯÛÏÌàɀÝÌɯÓÖÖÒÌËɯÈÛɯËÐÍÍÌÙÌÕÛɯËÌÛÈÐÓÚɂȭɯ6. They make 

assumptions regarding their choice on which details are critical and which are irrelevant and then make choices based on those facts. Ɂ-ÌÞɯ

insights fail to get put into practice because they conflict with deepl y held internal images of how the world works, images (and feelings) that 

ÓÐÔÐÛɯÜÚɯÛÖɯÍÈÔÐÓÐÈÙɯÞÈàÚɯÖÍɯÛÏÐÕÒÐÕÎɯÈÕËɯÈÊÛÐÕÎȭɂ  6.  

 

The problem is not with our mental models. PCA provides a structural compass, which is really a model or over -simplification of how we think. 

The problem is that most people are not aware that their assumptions exist below their level of awareness and they are impacting every aspect of 

ÛÏÌÐÙɯÓÐÍÌȭɯ3ÏÌɯÝÈÚÛɯÔÈÑÖÙÐÛàɯÖÍɯÓÌÈËÌÙÚɯÈÕËɯÔÈÕÈÎÌÙÚɯÈÙÌɯÈÞÈÙÌɯÖÍɯÞÏÈÛɯÛÖɯɁËÖɂȮɯbut they lack ÛÏÌɯÈÉÐÓÐÛàɯÛÖɯÈËÈ×ÛɯÈÕËɯÐÕÕÖÝÈÛÌɯÛÏÌÐÙɯɁÛÏÐÕÒÐÕÎɂɯÛÖɯ

accomplish the doing. This lack of awareness is cited as one of the most significant barrier s to future success in manufacturing. 7.  
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It is important to remember that t he fundamentals of how to navigate uncertainty  have not changed. Entrepreneurs have proven that they know 

ÛÏÌɯɁËÖÐÕÎɯpart of howɂ to navigate uncertainty , they have just forgotten ÛÏÌɯɁÛÏÐÕÒÐÕÎɯpart of howɂ. For most entrepreneurs in leadership 

positions, it has been so long since they needed to consciously rely on their internal  compass to navigate such significant volatility that most have 

forgotten that they even have a compass. If they have forgotten they have an internal  compass, there is a high probability they have forgotten how 

to use it effectively and/or explain to others how to use it . If the business is small, there is less need to share the specifics around that compass 

because the leader can just direct people and resources based on his/her internal compass.  When the business grows, it becomes mission critical 

that others learn how to navigate using that same compass. Struct ure, process, metrics and rewards are meant to translate that compass from the 

intangible to the tangible. If the assumptions that inform the thinki ng around structure etc are misaligned with the economic reality, the results 

will suffer and it will not appear at all obvious how to go about fixing it until you dig below the surface.  

 

 ɯÉÈÚÐÊɯÍÈÊÛɯÖÍɯÓÐÍÌɯÐÚɯɁÞÌɯËÖÕɀÛɯÒÕÖÞɯÞÏÈÛɯÞÌɯËÖÕɀÛɯÒÕÖÞɂȭɯɯ!àɯÉÌÊoming aware of  how we think and then making a habit of reverse engineering 

our thinki ng when results are undesirable, it is possible to accelerate performance results in all aspects of life. We encourage you to apply the PCA 

formula to information presented in this document and elsewhere to help you consciously adapt your thinking  when it is appropriate .  

 

In many ways, the experience of the professional leaders and managers at the Big Three auto-ÔÈÒÌÙÚɯÓÌÈËÐÕÎɯÜ×ɯÛÖɯÛÏÌɯÌÈÙÓàɯƜƔɀÚɯÐÚɯÝÌÙàɯÚÐÔÐÓÈÙɯÛÖɯ

the current experience of small to medium size manufacturers throughout North America and specifically in the Burlington area.  

 

Same environment, same assumptions, same results 

In Canada, we have just experienced 60 years of slow, incremental and methodical growth. In the period from 1961 to 1981 Canada experienced 

only 11 months of recession. 8. From 1996 to 2009 we experienced two full economic cycles, 7 + 7, years of unprecedented growth 9. marked by 

aggressive bull markets.  

 

Performance results during this time ranged from outstanding to acceptable. In the last 20 ɬ 30 years, despite warnings from stakeholders on the 

side-lines suggesting that the times were changing dramatically, performance results did not change radically enough to suggest that anything 

more than tweaking was needed to existing success formulas. When results declined, the perception was that they were declining incrementally 

and so, the response was to tweak the formula and do more of the same only faster and harder.10  This was based on the assumption that things 

ÞÖÜÓËɯÙÌÛÜÙÕɯÛÖɯɁÕÖÙÔÈÓɂɯÌÝÌÕÛÜÈÓÓàȭɯ 

 

Prior to the economic meltdown of 2009, the assumption that the economy was always going to be incremental, predictable and linear was never 

challenged. The typical structural pattern was for the economy to heat up and then correct itself in cycles that we referred to as boom, bust and 

recovery.   

 

Economists, political leaders and business leaders are all experiencing the disorientation that accompanies a dramatic alteration to the structure of 

their working world. They may disagree on the drivers of the recent economic meltdown, but none of them anticipated it and none of them are 
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suggesting that things will return to normal. As we have described in Appendix 1, this recent economic meltdown has triggered a structural break 

in the economy. In a structural break, old patterns of economic behaviour such as cyclical boom and bust cycles can no longer be relied upon to 

predict the fu ture. Stated more simply, historical trends and patterns offer no insight as to the future. This is a most profound example o f 

transformational change. The silver lining is that it clearly highlights the need for a new way of thinking/doing ; (see Appendix I for details  as to what, why, how of 

incremental verse transformational change).   
 

So, the message is clear; now is the time to change our thinking and doing to be more creative, adaptive and innovative ɬ all of which play to an 

entrepreneurs natural strengths.  
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Part Two: The Hidden Influence of Structure on Performance 

 
The Structure of Business Evolution in the Old E conomy 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Most small to medium sized manufacturing businesses that operate at a Level 1 or 2 are run by entrepreneurs.  

 

Entrepreneurs are a unique bunch. As a collective group, they have a very strong respect for enduring relationships, working with scarce 

resources and leveraging surprises 10.They are usually not business schooled, rather, they are street savvy opportunists with a unique set of skills, 

insight and motivation. Their ability to sense opportunities and successfully act on them represents a style of th inking and doing that best lends 

itself to the Level 1 and 2 environments which tend to be high risk, chaotic, unpredictable, unreliable and relatively unstab le. The structure that is 

best suited to an entrepreneurial bias is loose, flexible and customer facing which is completely aligned wit h the task at hand - get the business off 

the ground and grow it. This is the type of structure that is usually associated with Level 1 and Level 2.  

 

Once a business is off the ground and growing, there is an opportunit y to take it to Level 3 by professionalizing the business. The most common 

reasons to move the business from Level 2 to Level 3 is because the business has outgrown in size and/or scope and/or need the ability of the 

Stranger Supplier Desired 

Supplier

Trusted

Advisor

Strategic 

Ally

Price/Utility

Transactions

Quality/Price

Reliable

Transactions

Trust

Critical

Relationship

Advocate/Ally

Authentic

Relationship

Level 1

Culture of 

Experimenting

Experimental

Level 2

Culture of ñDoingò

Performing

Level 3

Culture of Competence

Systematic

Level 4

Culture of Engagement

Adaptive 

Level 5

Culture of Innovation

Pre-emptive

Start-up Growth Profit Profit & 

Growth

Profit,

Growth & 

Innovation

Relationship 
LifecyleÊ

Basis of 
Relationship

Collective 
Skill Level

Results 
Focus

Old Economy 

3 Levels of Business Evolution

 

When we look back over the last 60 years 

at the historic pattern of evolution of a 

business, from start -up right through to 

maturity, it is possible to identify 3 

distinct phases that we have 

characterized as levels in Figure 1.1.  

   

 Level 1: Culture of Experimenting , start-

up focus  

   

 Level 2: Culture of Doing , growth focus  

 

 Level 3: Culture of Competence, profit 

focus of a mature company 

 
Figure 1.1 
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entrepreneur to efficiently run it and/ or there is a desire to realize greater profits. Professionalizing the business is all about reducing risk and 

volatility by controlling inputs through processes and ways of thinking that ensure reliable, predictable results, ultimately  in the form of prof it.  

 

It is during this jump from Level 2 to 3 that experts, who are often professionally educated, are called upon to optimize pro fit through process.  

 

Professionally educated individuals are unique, but in a different way. As a collective group, they ar e generally more risk averse, linear in their 

thinking and their objective is to control outcomes. They often seek educati onal opportunities that provide  them with the tools and insight that 

will allow them to effectively manage risk to achieve reliable pr edictable results for themselves and others.    

 

/ÙÖÍÌÚÚÐÖÕÈÓÚɯÈÙÌɯÈÉÓÌɯÛÖɯɁËÖɂɯÛÏÈÛɯÉàɯ×ÜÛÛÐÕÎɯÚÛÙÜÊÛÜÙÌËɯÈ××ÙÖÈÊÏÌÚɯÛÖɯÚÛÙÈÛÌÎàȮɯ×ÓÈÕÕÐÕÎɯÈÕËɯÚÊÖÙÌ-carding in place in concert with process 

methodology like Lean and 6 Sigma to govern operations, sales processes enabled by integrated sales systems like Salesforce.com to govern sales 

etc. This top-down strategic systemizing is best matched with a hierarchical structure defined by roles and responsibilities that are funct ional in 

nature, task oriented and meant to contain and direct resources and effort. 

  

In a business context, the skills and insight of the professional are meant to be complementary to the entrepreneurial orientation. But, somewhere 

along the evolution from Level 2 to Level 3 the focus can shift from an externally oriented sensitivity to customers and effectiveness to an 

ÐÕÛÌÙÕÈÓÓàɯÍÖÊÜÚÌËɯÖ×ÛÐÔÐáÈÛÐÖÕɯÖÍɯ×ÙÖÊÌÚÚÌÚɯÛÖɯÚÌÊÜÙÌɯÌÍÍÐÊÐÌÕÊàȭɯ'ÐÚÛÖÙÐÊÈÓÓàȮɯÛÏÐÚɯÏÈÚɯÉÌÌÕɯÛÏÌɯ×ÖÐÕÛɯÐÕɯÈɯÉÜÚÐÕÌÚÚɀɯÌÝÖÓÜtion when the 

entrepreneurs in the business are either forced out or choose to leave to seek out another Level 1 and/or Level 2 opportunity.   

 

There does not need to be a trade-off between effectiveness and efficiency; but often there is. It is important to understand that while the trade -off 

can be triggered by differences in personality  and approaches, it is sustained by the hidden influence of the structure and processes that are put in 

place to contain and direct behaviour .  

 

 

Thinking in terms of the AND  

(ÕɯÛÏÌɯƕƝƜƔɀÚ, the Big Three auto-makers were operating at what we would identify as Level 3. During their long evolution to Level 3, rather than 

retain the entrepreneurial sensitivity to customers and markets that is so vital to success at Level 2, they replaced it with Level 3 thinking.  

 

In hind -sight, it is much more likely that had the Big Three  auto-makers retained a structure within their organ izations that sustained an 

ÌÕÛÙÌ×ÙÌÕÌÜÙɀÚɯÈËÈ×ÛÐÝÌ sensitivity to market shifts, customer buying habits and emerging (hidd en) opportunities, they would not have missed 

the game changing shift in their industry structure.  

 

A Level 2 structure is customer facing and relatively loose because it needs to be adaptive in keeping with the strategic focus of growth. This 

strategy and structure i s more naturally aligned to an ÌÕÛÙÌ×ÙÌÕÌÜÙɀÚɯÕÈÛÜÙÈÓɯÞÈàɯÖÍɯÛÏÐÕÒÐÕÎɯÈÕËɯËÖÐÕÎȭɯ 
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A Level 3 structure, historically, is more internally focused and relatively tight because it needs to contain and control be haviour and effort to 

realize profi Ûȭɯ3ÏÐÚɯÚÛÙÈÛÌÎàɯÈÕËɯÚÛÙÜÊÛÜÙÌɯÐÚɯÔÖÙÌɯÕÈÛÜÙÈÓÓàɯÈÓÐÎÕÌËɯÛÖɯÈɯ×ÙÖÍÌÚÚÐÖÕÈÓɯÔÈÕÈÎÌÙɀÚɯÕÈÛÜÙÈÓɯÞÈàɯÖÍɯÛÏÐÕÒÐÕÎɯÈÕËɯËÖÐÕÎȭɯ 

 

Up until the recent global economic meltdown, the need to blend these two ways of thinking has not been urgent enough to warr ant serious 

consideration except in isolated circumstances that were unique to particular indust ries that needed to transform. Businesses like IBM, 

AlliedSignal  and 3M are examples of big Level 3 organizations that have been able to adapt their thinking to successfully move their businesses 

beyond Level 3 by combining entrepreneurial thinking/doing AND professional management thinking/doing to consciously generate efficiency 

AND effectiveness.   

 

To explain how they and others have accomplished that, it is first necessary to contrast the motivations of customers in an environment that is 

predictable verse and environment that is not predictable .  

 

Old Way/New Way  

One of the biggest opportunities to emerge out of the economic meltdown is the change that the environmenÛɯÏÈÚɯÏÈËɯÖÕɯÊÜÚÛÖÔÌÙɀÚɯËÌÍÐÕÐÛÐÖÕÚɯÖÍɯ

value and their associated buying patterns.  

 

Prior to the current economic meltdown, customers and industries created value chains based on the conventional evolution of a business through 

the 3 Levels mentioned earlier. 

 

%ÙÖÔɯÈɯÊÜÚÛÖÔÌÙɀÚɯ×ÌÙÚ×ÌÊÛÐÝÌȮɯÛÏÌɯÖÉÑÌÊÛÐÝÌɯÍÖÙɯÈɯÔÈÛÜÙÌɯÊÖÔ×ÈÕàɯÞÈÚɯÛÖɯÍÐÕËɯÈɯÚÜ××ÓÐÌÙɯÞÏÖɯÊÖÜÓËɯ×ÙÖÝÐËÌɯÛÏÌÔɯÞÐÛÏɯÛÏÌɯØÜÈÓity and price that 

they needed to meet their needs. On this basis, the customer would be assured of achieving reliable, stable and predictable results. The longer that 

your customer interacted with you, the more likely that you could elevate your status from being just a Supplier to being a D esired Supplier if you 

reliably delivered quality at a price that met their needs . On the strength of the fundamental assumption that the world was stable, predictable 

and certain, the whole industry v alue chain was optimized by promoting ÛÏÐÚɯÛà×ÌɯÖÍɯɁÌÍÍÐÊÐÌÕÛɂɯÐÕÛÌÙÈÊÛÐÖÕȭɯ 

 

This industry structure informed a competitive (behavioural) stan ÊÌɯÞÐÛÏɯɁ×ÈÙÛÕÌÙÚɂɯÐÕɯÛÏÌɯÚÜ××ÓàɯÊÏÈÐÕɯÞÏÐÊÏɯÖÝÌÙɯÛÐÔÌɯÓÐÔÐÛÌËɯÛÏÌɯÚÛÙÈÛÌÎÐÊɯ

options available for year over year efficiency gains. Eventually, the quickest and most effective way for big players to rea lize efficiency was to 

force suppliers, who were usually smaller players, to reduce prices and/or they would move production o ffshore to a lower cost supplier . All of 

this behaviour was influenced through the structure and p rocesses put in place to optimize profit through an internal focus on efficiency.  

 

Fast forward to current day and it becomes obvious that everyone is trying to figure out the implications of the post economic meltdown 

economy, and that includes customers.  
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The common emotion in the current economy is one of fear. Fear can cause people to shut down. This can confound your sales efforts because 

àÖÜÙɯÊÜÚÛÖÔÌÙɀÚ purchase decisions get pushed further and further up the hierarchy to senior executives whose job it is to weigh their purchase 

decisions against an array of strategic options and influences that are very unique to them .  

 

If you , as the supplier, have been delivering consistent, reliable quality and price  in keeping with the standards and expectations that were 

historically associated with being a Supplier or even Desired Supplier, you can be caught flat-footed. Unless you and your sales team have a 

working knowledge of the strategic context that your client or prospect is using for current and future decision making , it is difficult to help them 

in troubled times . This makes it almost impossible to effectively engage with senior executives who are now tasked with decisions on behalf of  

your customer organization. If your customers purchase decisions have not been pushed up the hierarchy to executive, but still rest with buyers  

and/or distributors , the criteria for purchases are often transactional rather than strategic, and customers become even more price sensitive, which 

moves you down to a Level 2 or even Level 1 relationship with your customers.   

 

The Big Opportunity  ɬ The New Structure 

Entrepreneurs thrive in the type of unstable and unpredictable environments that we are now experienci ng, post meltdown. Customers, who 

themselves are often professional managers in mid to big businesses, often do not have the filter and skills of an entrepren eur. Historically 

speaking, professional managers were rewarded for optimizing performance rather than transforming their thinking and doing to achieve 

transformati onal results. They cannot see the forest for the trees because they have never needed to venture into this part of the forest before, and 

so, they need help navigating this new economy. As a result, right fit customers and their organization are now much more receptive to you and 

your business providing strategic insight, advice and suggestion. This is a dramatic change in the basis, form and potential scope of a relationship 

between supplier and customer.  

 

To lever this change, it is imperative that  you consider the world through your customer ɀs eyes. As we have stated throughout this eBook, 

knowing about the need to be more customer centric and taking action from that perspective are two different things. A colleague of ours, Adrian 

Davis, the President and CEO of Whetstone Inc., has developed a profoundly effective  way to enable a customer-centric focus. By providing an 

ÐËÌÈÓȮɯÐÕɯÛÏÌɯÍÖÙÔɯÖÍɯÛÏÌɯ1ÌÓÈÛÐÖÕÚÏÐ×ɯ+ÐÍÌÊàÊÓÌɯɚȮɯÐÛɯÐÚɯ×ÖÚÚÐÉÓÌɯÛÖɯÙÌÍÙÈÔÌɯàÖÜÙɯÛÏÐÕÒÐÕÎɯÈÉÖÜÛɯàÖÜÙ relationship from the customÌÙɀÚɯ×ÌÙÚ×ÌÊÛÐÝÌ 

as it evolves from Stranger to Supplier to Desired Supplier, to Trusted Advisor to Strategic  Ally. From that new orientation, Whetstone has had 

great success with helping an organization adopt enterprise-wide orientations such as buyer-focused selling, customer experience management 

and value innovation  to realize the previously hidden opportunities that accrue from a more customer centric orientation to the new economy.  
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Figure 2.1 

In the spirit of collaboration, we 

have integrated Whetstone (ÕÊȭɀÚɯ

orientation with ours to provide 

you with a strategic context that 

extrapolates beyond a Level 3 

evolution to include the 5 Levels of 

Business Evolution that are now 

available to businesses as a result 

of this transformation.  

 

Rather than move backwards in 

your relationship with your clients, 

from a Level 3 to Level 2 or even 

Level 1, it is possible to always 

move forward on this 5 Level 

continuum  depicted in Figure 2.1. 

All of the research that supports 

the thinking that contributed to the 

creation of the 5 levels context has 

been included as a reference 

source.12  
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If you, like so many others  in this new norm , are not exactly certain about the needs of your customers, we suggest that you conduct a quick 

exercise with your sales and marketing  team to uncover some of the hidden assumptions that are creating barriers to your success. Keeping in 

mind the logic of PCA, ask the following questions: 

 What do we know as a fact about our customers? 

 What do we sense is true, but cannot support with data? 

 6ÏÈÛɯËÖÕɀÛɯÞÌɯÒÕÖÞȳɯ6ÏÈÛ questions can we ask ourselves ÛÖɯÜÕÊÖÝÌÙɯÞÏÈÛɯÞÌɯËÖÕɀÛɯÒÕÖÞȳ 

 What must we accept will never be knowable? 

 What limite d experiments can we design to test our current assumptions about our customers? 

 

The Road Map visual in Figure 2.2 depicts the 5 causal 

business models most commonly associated with 

superior performance within each of the 5 levels of 

business evolution (in the new knowledge based 

economy). The arrows and attributes denote the causal 

prioritized sequence, starting with Leadership, that drive 

the achievement of the desired result above it within each 

of the 5 Levels. For example, at Level 3, if the 

Productivity result is not being achieved, it is likely that 

the associated cause is a combination of either irrelevant 

Productivity metrics and/or inefficient or ineffective 

Work Processes or lack of Team Engagement etc. Each of 

the causal attributes, in this case Productivity and Work 

Processes etc., would be further broken down into sub-

sets to assist with diagnosing and remedying 

performance gaps. Appendix II provides a self  diagnostic 

framework that is designed to help you start the strategic 

analysis that will inform how to best navigate the new 

economy 

Figure 2.2 
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It is helpful to remember that that part of you that is entrepreneurial and creative started out in  business navigating uncertainty, volatility and 

unpredictability. In fact, there is probably no one in business better suited to successfully navigate the new economy  than you ɬ you are the 

navigation expert .  

 

A big chunk of what we all do and how we thi nk ... is unconscious. The objective in providing the 5 Levels of Business Evolution Framework and 

Road Map is to provide you with a visual context to become more conscious of the Assumptions and Choices that you made in the  past and that 

you can make in the future ɬ from your customers perspective.  
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Part Three: Realizing the Hidden Potential  

 
Recovering a customer-centric focus 

The current environment is  new because it is currently unstable, unpredictable when for years the old environment was relatively stable and 

predictable. 

 

The new, and more relevant assumption is that instability and volatility are going to be the ȿnormɀ going forward.  

 

If you can accept this assumption, then we need to review how effective  the current structure, pr ocess, metrics and rewards are in directing the 

new kind of behaviour needed within your business. While certain aspects of your business world are going to continue to remain steady and 

predictable, other aspects need to change to accommodate uncertainty and volatile change.  

 

Gaining insight as to what needs to change and what needs to stay the same starts with a review of the subtle nuances which  have contributed to 

your past success when dealing with customers. To accommodate this review, we will use the 5 Levels of Business Evolution as a strategic context. 

This will nudge your memory to help you become more conscious of your own internal compass and bring forward to your consciousness those 

things that wil l become vital to success in the future. We will do this review  from the customerɀs perspective so that the overriding objective of 

being more relevant to and for your customers is maintained. Some of the things to consider when reviewing the evolution of your relationship , 

from the customers perspective, are the following:  

 customers are people, so a sensitivity to people skills will become more mission critical 

 customer interaction include s all touch points in an interaction with a customer starting with t he look, feel, tone, information and  

context of packaging, invoices, email communication, face-to-face interaction, collaboration, complaint resolution , receptionist scripts 

including product/service features and benefit s 

 customer facing interactions must be adapted to accommodate your customers current need for safety, relevance, utility as it relates to 

current  and future needs 

 The efforts, attitudes and resources of your entire team, ie your culture,  need to be aligned to support this effort, rather than  hinder it  

 The structure and culture will need to shift to accommodate these changes.   

 The first place to start in identifying what should be altered and what should stay the same is the entrepreneur ɀs internal compass 

 

As we briefly review what the evolution of the relationship between you/your business and your customer might look like in the future, we 

suggest that you take notes for yourself as ideas pop up. Writing ideas down dramatically increases the chances that you will  remember them.  By 

doing so, these ideas have a chance of being shared with others and integrated into future strategies within your business.  
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As you will recall from the introduction , when something has relevance to you, you are more likely to take action and if you take act ion it is more 

likely that you will realize the much needed change that you seek.  

 

 

From a customerɀs perspective....  

 

At  Level 1, the customer does not ÏÈÝÌɯÈÕàɯÙÌÓÈÛÐÖÕÚÏÐ×ɯÞÐÛÏɯàÖÜÙɯÉÜÚÐÕÌÚÚɯÈÕËɯÚÖɯÍÙÖÔɯÛÏÌɯÊÜÚÛÖÔÌÙɀÚɯ×ÌÙÚ×ÌÊÛÐÝÌɯàÖÜɯÈÕËɯàÖÜÙɯbusiness are a 

Stranger.  

 

At Level 2, the customer decides to buy from you and at this point, the customer considers you a Supplier. Their assumption i s that you are 

supplying a product/service that meets their needs and their needs dictate that the price is right and the product/s ervice does what you say it 

does. If you satisfy this for the customer, then you have successfully completed a transaction. At this stage of the relationship, there is not enough 

familiarity or trust ÛÖɯÚÜÎÎÌÚÛɯÙÌ×ÌÈÛɯÉÜÚÐÕÌÚÚɯÚÖɯàÖÜɯÕÌÌËɯÛÖɯɁ×ÜÚÏɂɯàÖÜÙɯÔÈrketing message, your benefit, your logic in an effort to educate the 

customer so that you might secure the next transaction and grow the relationship, if that is what you desire .  

 

At Level 3, the customer is interested in having you and your company ente r into a relationship with a future ; as one of their Desired Suppliers. 

Their fundamental assumption is that the future relationship is secure if you continue to satisfy their needs on the basis of  what you have 

delivered in the past. In this case, that means that the product/service will continue to perform the wa y it has in the past, this confirms ÐÛɀs utility. 

It is understood that the quality will hit or exceed previous standards because any upgrades that are realized will be passed  along. It is also 

presumed that you will be able to reduce the price over time because they have committed to a longer term relationship which allows you to 

invest in process that ensures functional efficiency, which reduces costs in operations and on the sales/marketing fron t. Having secured a long-

term relationship, the assumption is that you can shift your sales/marketing effort from a push to a pull strategy, because s ufficient volume has 

now been achieved. Even if sufficient volume has not yet been achieved, the assumption is that through efficiency based sales and marketing 

process, margins can be improved. A  continuous and disciplined focus on reducing waste on the sales/marketing front as well as the operations 

front will ensure that sufficient savings are realized to ensure lower costs are passed along to customers and a modest profit is realized for  you, 

the supplier.  

 

At Level 4, the game changes dramatically. Differentiation between service and product is no longer necessary, ideas and insight are the currency 

and creative and operational collaboration is both the means of distribution and dissemination.  The customer views you as a Trusted Advisor. To 

be able to view you as a Trusted Advisor , the customer, as an individual and/or as a company , must have the mindset of win/win/win or no deal, 

which is fundamental to trust and the dispensing of value -add advice. 3ÏÌɯƗɯÈÚ×ÌÊÛÚɯÖÍɯÛÏÌɯÞÐÕɤÞÐÕɤÞÐÕɯÈÙÌɯÈɯÞÐÕɯÍÙÖÔɯÛÏÌɯÊÜÚÛÖÔÌÙɀÚɯ×ÌÙÚ×ÌÊÛÐÝÌɯ

as an individual, a win from the customer ɀs perspective as a ÊÖÔ×ÈÕàɯÈÕËɯÈɯÞÐÕɯÍÙÖÔɯÛÏÌɯÚÜ××ÓÐÌÙɀÚɯ×ÌÙÚ×ÌÊÛÐÝÌɯÈÚɯÌÐÛÏÌÙɯÈÕɯÐÕËÐÝÐËÜÈÓɯÈÕËɤÖÙɯÈɯ

company depending on the breadth and depth of the relationship.   
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At Level 4, the customer has accepted that you and/or a few key members of your team, understand them on a people to people level and 

secondly that you can provide insight that is strategically relevant to them. This level of engagement is possible because the customer as an 

individual and as a company is receptive to input and insight and that is possible bec ause of your effectiveness in providing that input and 

insight. At this level, c onsideration needs to be given to 3 fronts;  

1st, on ÞÏÌÙÌɯÛÏÌɯÊÜÚÛÖÔÌÙɯÖÙÎÈÕÐáÈÛÐÖÕɯÐÚɯÐÕɯÐÛɀÚɯƙɯÓÌÝÌÓɯbusiness evolution,  

2nd, where the individual  person-to-person relationship is at with your customer relative to the 5 levels, and  

3rd how aligned internally , you, the supplier organization is , which provides evidence of your  ability to consistently and reliably deliver  

Level 4 product/service in keeping with the foundation of trust and capacity for advice that defines the relationship at this level  

 

The paradox with this type of relationship is that it is very difficult to provide (give) a deep and meaningful level of inte raction that is also 

strategically relevant if you yo urself have not experienced (received) that level of engagement and are not conscious of the strategic context as it 

relates to your own business.  Similarly, for a customer to be receptive to this level of relationship, they would have had to have receive d or be 

receptive to learning about and receiving this level of engagement. The good news is that changes in the world are influencing buying 

expectations to such a degree that expectations around trust, engagement and collaboration are paving the way for this type of relationship.   

 

Statistically speaking, a customer who trusts you will pay a significant premium for your services, refer you more frequently  and even help you 

with recruiting new team members when compared to a customer who does not have that  level of relationship. 13 This level of engagement is a 

function of behavioural effectiveness and functional efficiency in combination with right fit customers. The assumption at Le vel 4 that some 

customers are more profitable than others contrasts with the strategy deployed at Level 3, where the assumption is that every customer is a 

profitable customer because profit is realized through functional efficiency. At Level 4 there is a blurring of lines between the value placed on 

employees relative to the value placed on customers, as they are both assumed to be of significantly high value. A more relevant mental model 

might be to treat customers as employees, and employees as customers to help eliminate the old PCA assumptions that are contrary to this level  of 

engagement. 

 

David Maister, a noted statistician and expert author of numerous books on this area has highlighted in his book, The Trusted  Advisor, that the 

Territory of the Trusted Advisor is defined by their ability to  

1st Earn Trust,  

2nd Build Relationship and  

3rd Give Advice Effectively.   

 

Delivering on each of these aspects is possible through a combination of authentic sincerity and technique. Authentic sincerity is a by -prod uct of 

authentic engagement and to be effective, it needs to be embedded into the processes and systems used at all touch points with the customer. 

Technique needs to deliver value on the person-to-person front and the business-to-business front and so it is likely that an integrated push /pull  

strategy that provid es synergy between marketing/sales/operations will provide sufficient depth and breadth to connect w ith the needs of the 
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customer. One of the most significant benefits to emerge from this type of relationship is the potential for the spin -off of new increm ental ideas, 

products, services and business models. The Level 4 relationship mirrors in scope and motivation the type of  relationship that is commonly 

associated with early adopters and some early majority customers. The use of the term early adopters and early majority is  a term that has been 

used to identify those in the technology adoption life cycle who are willing to entertain, contribute to and participate in t he innovative process. 

They are not necessarily into technology, but they find it easy to i magine, extrapolate and appreciate the benefits to be gained through mutual 

alignment. 14  

 

At Level 5, the relationship has evolved beyond a person-to-person relationship to an entire business-to-business relationship grounded and 

defined by the principle s of behavioural based loyalty economics, which inform an orientation to value, from the customer and employee and 

stakeholders perspectives, that drive the achievement of profit, growth and innovation, simultaneously . Interdependent t rust, engagement and 

strategically relevant creative capability define the Level 5 culture.  

 

 ÛɯÛÏÐÚɯÓÌÝÌÓȮɯàÖÜÙɯÊÜÚÛÖÔÌÙɀÚɯÖÙÎÈÕÐáÈÛÐÖÕɯpulls  your entire business into the relationship as a Strategic Ally. This is made possible by the 

customer organization having evolved itself to a level where they need and value an ally to provide them with strategically relevant creative 

capacity to co-extrapolate potential futures, co -create and co-innovate potential solution s that are highly customized. This type of relationship is 

the function of a pervasive mind -set that is baked into the culture and informed by a well chosen mix of performance areas, skills, rewards 

supported by relevant structure and processes. 15. The resulting working relationship is highly interdependent and collaborative between 

customer, your business, suppliers and other invested stakeholders. 

 

The Level 5 relationship mirrors the relationship that is commonly associated with innovators and early adopters of new transformational ideas, 

products, services and business models. 16. The high level of integration and emotional engagement in combination with the very high degree of 

strategic alignment create synergy that serves as the springboard for new in novative development that has the potential to be transformational.  

 

While each of the Levels 1 through 5 in the visual appears to be discrete and separate, they actually blend together in real life because the culture  

of a business is a reflection of its people. People are not discrete, linear or even predictable in times of great stress. They are complex, non-linear 

and possess an innate ability to adapt, innovate and create that when directed through processes specifically designed to optimize behaviour al 

effectiveness and creativity, create a very unique competitive advantage.  

 

 

Businesses ËÖÕɀÛɯÊÏÈÕÎÌȮɯ×ÌÖ×ÓÌɯËÖȭ 

 

A business is an entity made up of people interacting with people through process, guided by structure.  
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For a business to change, people need to change. Innovation, creativity and the ability to adapt are not about products, service or even structure 

and processes. These are the outcome of innovative thinking and doing . Innovation is about change, change is about people and the mechanics of 

change start with thinking, either unconsciously, but hopefully more consciously.  

 

The visuals at each of the Levels 1 through 5 are presented in a linear column to visually demonstrate the need for alignment, which is achieved 

when every person is singing from the same song-sheet based on the goals and aspirations of the business. Before you can move your business 

from one Level to the next, you need to solidify your foundation ɬ which is your current level. It is entirely typical for the leader to opera te at a 

level that is higher than others within the organization and pull the organization forward. The degree to which there is alig nment defines the 

degree or probability with which goals are achieved as a function of the effort of the whole , rather than the effort of the leader. This does not mean 

you will need to have everyone at the same level. In fact, if your strategy is to evolve your business to Level 4 or 5 and you are currently at Level 2 

or 3, it is helpful to have individuals who ar e Level 4 and/or Level 5 thinkers (preferably including yourself) ɬ if you set them up within the right 

structure and process. If you have forward thinkers on your team and they do not have the structure, processes and support to  leverage their 

strengths, this will hinder and perhaps even stall your efforts.  

 

3ÏÌɯșƕɯÙÌÈÚÖÕɯÞÏàɯàÖÜÙɯÌÔ×ÓÖàÌÌÚɯÞÖÕɀt innovate is not because they ËÖÕɀÛɯÏÈÝÌɯÎÙÌÈÛɯÐËÌÈÚȮɯÐÛɯÐÚɯÉÌÊÈÜÚÌɯÛÏÌàɯÈÙÌɯÕÖÛɯ×ÙÖÝÐËÌËɯÞÐÛÏɯÈɯÚÛÙÜÊÛÜÙÌȮɯ

process or culture that nurtures great ideas. Research conducted in 2009  by Feirong Yuan of the University of Kansas and Richard W. Woodman 

ÖÍɯ3ÌßÈÚɯ ȫ,ɯÍÖÜÕËɯÛÏÈÛɯÞÖÙÙÐÌÚɯÈÉÖÜÛɯɁÐÔÈÎÌɯÙÐÚÒɂɯȹÜÕÍÈÝÖÜÙÈÉÓÌɯÚÖÊÐÈÓɯÐÔ×ÙÌÚÚÐÖÕÚȺɯÚÐÎÕÐÍÐÊÈÕÛÓàɯËÐÔÐÕÐÚÏɯÞÖÙÒÌÙÚɀɯÐÕÕÖÝÈÛÐveness.  

Employees are worried about co-worke rs thinking negatively of them if their suggestions are adopted and/or if their suggestions result in co -

workers needing to change their behaviour. 17. 

 

At the root of these insights are the not so obvious parallels to be drawn from research done over the last 50 years on why change efforts fail. The  

# 1 reason that 75% of change efforts fail is because the change effort does not adequately consider the subjective nature of how people deal with 

their emotions, expectations and attitudes relative to change. 18.  

 

The inability or unwillingness to deal with emotions, ex pectations and attitudes stems from a foundational assumption which  flourished during 

the industrial revolution , when people were treated as cogs in the production wheel. The factory mentality made North America the richest nation 

in the world. This led to the convenient , although un-defendable assumption that people, like machines, could be consistently directed through 

structure and process to provide consistent, reliable results. The objective of the hierarchical structure and associated work processes was to direct 

and reward  effort relative to the completion of sequentially ordered tasks. Strategically, the best way to correct a shortfall in result s was to 

intervene with some form of technic al training that consisted of telling individuals when, what, where and how to do the task at hand. If that 

ËÐËÕɀÛɯÞÖÙÒȮɯÚÏÖÜÛÐÕÎɯÈÛɯÛÏÌÔɯÞÈÚɯÛÏÌɯÚÌÊÖÕËɯÖ×ÛÐÖÕȭ 
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Enabling small l l eadership 

The introduction into the work force of Generation X and the Millenials  ÖÙɯ8ɀÚ has confounded this industrial orientation completely. Generation X 

includes those individuals born after the baby boomers between 1961 and 1981, and the Millenials were born after that time. They have grown up 

in a digital world that is global and Gen X is moving into leadership positions, with Millenials on their heels. Guided by their experience 

interacting within the structure and processes which govern the internet, they have a very different set of experiences and therefore, assumptions 

about the way that the world works. Their life experience has not been influenced by the factory mentality, so they do not ha ve to unlearn in order  

to accommodate the new ways of thinking required in th is  new economy.  Their ability to influence and make decisions has not been isolated to 

their physical space or their station in life , as has been the experience of boomers. Their expectations around communication have not been 

informed by one way radio or TV  which was exclusively one-way communication,  their world is informed by  two -way interactive media .  Their 

ability to accommodate galloping change and multi -tasking has had such a profound influence on the way that they think, that it has literally 

changed the way that their brains are wired. 19.  

 

In an unstable and unpredictable world, these employees, and their ability to create, emote, adapt, collaborate and engage will make it possible to 

achieve competitive agility and therefore competitive advantage.  

 

The speed of change is accelerating at unprecedented rates. Old economy leadership models, along with the ir  approaches to strategy, planning, 

tactical execution and power sharing that they informed, now need to change. Even if the formal leadership had enough relevant information to 

accurately predict the future, things  now change so quickly that the content related to the strategy is often irrelevant by the time it is rolled out.  

 

All of this adds up to a need to push down  small l leadership  responsibility for decision making, problem solving,  communicating and navigating 

aspects of the business to the team. When you educate the team on the strategic context of the business, which you must do to be a Trusted 

Advisor and/or a Strategic Ally to your customer, the business is able to be more adaptive to your customers changing needs and/or the customers 

shifting environment . Gen X and Y in particular have the genetic make-up to accommodate more change than the boomers who are now in 

positions of leadership. What these next generation leaders lack is the experience, skills and insight ɬ which can be transferred, taught and 

learned. 

 

Levering PCA, it is possible to reverse engineer some of your strategic options. If you assume that people are just interchangeable cogs in the 

productio n wheel, then your choices governing how to achieve strategic advantage in the new economy are limited to the use of technology and 

science. If you assume that people are resourceful, creative and adaptive then your choices fall along a different line of t hinking.  

 

The role of people, team and culture  in business is going to expand exponentially in large part due to the complex nature of the new economy  and 

the growing need in North America to compete on the basis of value -add. No two people are exactly the same and every human being has the 

potential to improve th eir applied everyday cr eativity, both of these attributes  inform  a basis of competition that is almost impossible to duplicate.   
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Advantage that sustains itself   

One of the hidden benefits that ÙÌÚÜÓÛÚɯÍÙÖÔɯÐÕÝÌÚÛÐÕÎɯÐÕɯËÌÝÌÓÖ×ÐÕÎɯ×ÌÖ×ÓÌɀÚɯÌÍÍÌÊÛÐÝÌÕÌÚÚɯÈÕËɯÊÙÌÈÛÐÝÐÛàɯÐÚɯÛÏÌɯÌß×ÖÕÌÕÛÐÈÓɯÙÌÛÜÙÕɯÛÏÈÛɯÊÈÕɯÉÌɯ

realized by the self-sustaining nature of a culture that promotes this type of development. The need for creativity and innovation has never been 

more acute. Globalization has eliminated North America ÕɯÊÖÔ×ÈÕàɀÚɯÈÉÐÓÐÛàɯÛÖɯÊÖÔ×ÌÛÌɯÖÕɯÛÏÌɯÉÈÚÐÚɯÖÍɯÓÖÞɯÊÖÚÛɯ×ÙÖËÜÊÛÐÖÕȭɯ4ÕÓÌÚÚɯÊÖÔÔÖËÐÛàɯ

prices dramatically decline ɬ which is not likely in light of speculation and growing protectionism, pursuing a va lue-add strategy is the best 

option. If the value -add phenomena is not enough to convince you of the need to adapt and innovate, unprecedented levels of uncertainty and 

volatility have  heightened the demand for creativity and innovation  along with a client s willingness to pay for value -add.  On the supply side, 

people in general demonstrate an enormous capacity for resilience, creativity and flexibility when they are in an environment  that demands it.   

 

This new supply and demand scenario p resents a new mix of drivers  that give rise to the potential for a return on investment that has never 

existed up until this point in history. When you invest in technology, the return on investment is premised on the assumption that the causal logic 

that informed the creation of that technology will only change incrementally, for which there will always be system upgrades. When the change i s 

transformational  the incremental technology upgrades are not as effective unless you augment that with  people skill upgrades.  

 

When you invest in training people, the return on investment is premised on the assumption that people can adapt to change which is both 

incremental and/or transformational  and that they can adapt to change faster than any technology. Upgrades ÛÖɯ×ÌÖ×ÓÌɀÚɯÉehavioural and creative 

skill set are cumulative . If the orientation for continuous behavioural and creative skill upgrades is nurtured, promoted and rewarded within the 

business, community and network , then it has the potential to become self-sustaining, self-organizing and self -correcting. (ÕɯÛÏÐÚɯÚÊÌÕÈÙÐÖȮɯ×ÌÖ×ÓÌɀÚɯ

loyalty to their business community grows exponentially and acts to improve the retention of right fit employees, suppliers a nd customers. 

Current examples of this phenomena include social media, crowd sourcing, open-source software development and innovation clusters. 20 

 

When an orientation to creativity and innovation  through people and technology becomes self-sustaining and self-organizing, the investment 

required to sustain this momentum g oes down dramatically . The responsibility for sustainability rests within the network, community, 

organization and/or team . The creative and innovative output goes up dramatically  while the relative costs to accelerate this go down. This 

phenomenon is being fuelled by &ÌÕɯ7ɯÈÕËɯ8ɀÚɯunique orientation to collaboration  and their drive to self -actualize. These changes exponentially 

alter the math which governs potential return on investment . It is the new thinking behind the realization of massive financial ga ins in the new 

economy. 

 

The spark that ignites innovative advantage is behavioural effectiveness and creative insight. The practical application of that effectiveness and 

insight is customization.  

 

A  jump from one level to the next level is accomplished by shifting the service/product delivery at your current Level of operations from a 

standard production to a customized production.  21 Those customers whom you are servicing with a standard product/service w ould still be 
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considered current Level customers in this example and receive a level of service consistent with that. Those who were interested in receiving 

customized produc tion would be considered next Level  customers. This is achieved by segmenting your business and altering the structure  and 

process to accommodate both as discussed in more detail later in this eBook.  

 

The shift from  a standard offering to custom offering  marks a change in strategy, which require a different type of  structure and associated 

processes to accommodate the change. Generically speaking, custom work emphasizes behavioural effectiveness because there is a higher level of 

behavioural application required such as applied specialized knowledge, intuition, creativity, innovative  insight  applied to the unique 

applicat ion, utility, quality and relevance of the product and/or service  from that particular customers perspective. This level of behavioural 

capacity is not necessary when the product/service is based on a long-established standard which is achieved through a f ocus on routine 

functional efficiency.  

 

Functional efficiency is concerned with hitting tolerances, within tight metrics through a reliance on strong work proces ses and accountability 

methods designed to produce to the same exacting product/service standard every time . Greater efficiency is achieved through experience and the 

application of continuous improvement methodology and proces s designed to eliminate waste. Over time this focus translates to ever greater 

productivity and prof it. With functional efficiency, the  basis of competition is much less complicated and therefore much easier for a competitor to 

replicate than a competitive stance based on behavioural effectiveness.  

 

Behavioural Effectiveness 

Behavioural effectiveness is concerned with ensuring people are engaged at an intrinsic and ex trinsic  level. Right fit becomes much more 

important here because the match up of people with customers and suppliers defines the basis of competitive advantage. Intrinsic drivers of 

engagement include the ability, capacity and opportunity to receive praise, process complex emotions  and energy, realize meaningful purpose, 

use and expand imagination and creative capacity. Extrinsic drivers of engagement include clarity around expectations, access to the right 

materials and equipment, an ability to d o what they do best every day, meaningful work, to re ceive recognition, opportunity to contribute and 

grow, that support s a meaningful purpose, mission and provides them with a best friend and a sense of belonging. 22. 

 

The underlying PCA assumption governing the evolution of the custom er relationship is that your businesses ability to customize product/service 

solutions for your customers will evolve in direct proportion to the level, type and quality of engagement of your entire org anization.  

Engagement is the outcome of collaboratively working to create culturally specific structure which enables individuals  and the business to execute 

like a professional manager and an entrepreneur, simultaneously. For that reason, the various levels of engagement are explained in a little more 

detail  here.  

 

At Level 3, the objective is to provide and sustain  the extrinsic drivers of engagement to a standard level that is sufficient to achieving functional 

efficiency as previously outlined. At Level 3 the focus is Profit and the business relationship with customers is that of a D esired Supplier, so the 
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structu re and processes that support that strategy are meant to contain and direct effort in keeping with the strategy, which does n ot call for a 

high level of creative and/or innovative insight.  

 

At Level 4 the focus is Profit and Growth, the business relationship with customers is that of Trusted Advisor, the structure and processes that 

support that strategy have a dual focus. They are meant to contain and direct effort for that aspect of the business and for those customers who are 

still only interested in  a Level 3 relationship  and for those interested in a premium product/service r ight fit people, structure and processes are 

matched to right fit Level 4 clients.  Not all customers are profitable or desirable. Individuals and suppliers who possess the aptitude  for a high 

level of emotional engagement are assigned to this horizon. They need to develop a capacity in both the intrinsic and extrinsic aspects of 

engagement so that they can self engage, engage the team, suppliers and ultimately engage the customer. Employee-Customer engagement is 

achieved through a strong emotional attachment that prompts confidence, a sense of integrity and pride that eÕÎÈÎÌÚɯÈɯÊÜÚÛÖÔÌÙɀÚɯ×ÈÚÚÐÖÕ. The 

successful achievement of employee-customer engagement results in a 23% greater share of wallet, 3.4 X more profit on a customer by customer 

basis and is one of the strongest indicators of financial health in the new economy. 23. 

 

At Level 5, the focus is Profit and Growth and Innovation, the business relationship with customers is that of Strategic Ally, the structure and 

processes that support that strategy have a triple focus; to contain, adapt and to innovate. At Level 5, the majority of the team, client base and 

supplier base are interacting in highly collaborative ways that are enab led by a deep capacity to engage and innovate in strategically relevant 

ways with customers who are interested in 1:1, niche and volume offerings that are custom, collaborative and even co-created.  

 

An important distinction between  Level 4/5 organizations and those in Level 1 - 3 is that Level 1-3 are singular in focus. The focus at Level 1 is 

start-up, Level 2 is growth and Level 3 is profit. Using this evolutionary cycle forces thinking that is OR related because the struc ture leads us to 

believe that trade-offs between this or that is the only choice.  

 

At Level 4, the focus is the achievement of Profit AND Growth, at Level 5 the focus is Profit AND Growth AND Innovation. The ability to execute 

on multiple levels is informed through structure specificall y designed to accommodate the need for behavioural thinking/doing that informs the 

realization of results that are both reliable and adaptive, simultaneously.   

 

How RIM sustains advantage   

From the outset, Michael Lazaridis, the founder  and co-CEO of RIM, was interested in growing a company that had the breadth and depth that 

would allow him to stay focused on his sweet spot, which was research and development. Fundamental to his desire to sustain a focus on research 

was his decision to keep his prÖËÜÊÛɯÈÕËɯÚÌÙÝÐÊÌɯÍÙÌÚÏɯÈÕËɯÙÌÓÌÝÈÕÛȮɯÍÙÖÔɯÛÏÌɯÊÜÚÛÖÔÌÙɀÚɯ×ÌÙÚ×ÌÊÛÐÝÌȭɯ'ÐÚɯËÌÊÐÚÐÖÕɯÛÖɯÉÙÐÕÎɯÐÕɯ)ÐÔɯBasillie to 

professionalize the organization was a strategic decision based on the assumption that a complementary skill set and orientation was required to  

achieve this broad goal.  
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#ÜÙÐÕÎɯ1(,ɀÚɯÙÈ×ÐËɯÎÙÖÞÛÏɯÛÏÙÖÜÎÏɯ+ÌÝÌÓɯƖɯÈÕËɯ+ÌÝÌÓɯƗȮɯÊÖÙ×ÖÙÈÛÌɯ(3ɯwas ÉÜàÐÕÎɯ!ÓÈÊÒÉÌÙÙàɀÚɯÉàɯÛÏÌɯÉÜÚÏÌÓɯÍÖÙɯÊÖÔ×ÈÕàɯÌßÌÊÜÛÐÝÌÚȭɯ1(,ɯÒÕÌÞɯ

exactly how to position their product and sell it because they had always been clear on their focus of being a Strategic Ally with their customers, 

ÙÈÛÏÌÙɯÛÏÈÕɯÛÖ××ÐÕÎɯÖÜÛɯÈÚɯÈɯ#ÌÚÐÙÌËɯ2Ü××ÓÐÌÙȭɯɁ1ÈÛÏÌÙɯÛÏÈÕɯÙÌÚÛɯÖÕɯÏÐÚɯÓÈÜÙÌÓÚȮɯ+ÈáÈÙÐËÐÚɯÓÖÖÒÌËȭȭȭɯÛÖɯÛÏÌɯÕÌßÛɯÔàÚÛÌÙàɯÈÕËɯcaught a glimpse of 

what might come next: a handheld device that merged voice and data. More recently, Lazaridis has extended the product to a rich new market: 

ÊÖÕÚÜÔÌÙÚȭɂɯ24.  

 

3ÖɯÌßÌÊÜÛÌɯ1(,ɀÚ strategy, it was necessary to design an approach to structure and process that allowed the 100% optimization of new ideas, 

experimentation, testing, failing and adapting required to constantly grow AND the 100% optimization of process to achieve stable, reliable 

results on purpose and on strategy. To achieve this strategic imperative, RIM designed the co-CEO structure that informs the t ype of behaviour 

within RIM that best serves the overall long-term strategy.  

 

From an outsiderɀs perspective, it would appear that the structure that RIM uses splits the focus of the business between the 2 co-CEO leaders 

along functional lines where La zaridis, an engineer with a bent for quantum physics , is given responsibility for R&D, Product Development, 

Manufacturing etc. and Basillie, a CA and Harvard MBA  is responsible for Strategy, Finance, Marketing, Sales, Admin. and HR.  

 

Upon closer inspection it becomes more obvious that the two collaborate in a 100%/100% relationship 25.  where both fully bring their individual 

strengths to bear on issues that are never defined in terms of being functional, they  are always assumed to be business oriented. They constantly 

stray across functional lines and although there is structure and process, it is there to direct and engage behaviour rather than constrain and 

contain it.  

 

1(,ɀÚɯÚÛÙÜÊÛÜÙÌɯÐÚɯÐÕɯÍÈÊÛɯÈɯÉÌÏÈÝÐÖÜÙÈÓɯÉÈÚÌËɯÚÛÙÜÊÛÜÙÌȮɯÙÈÛÏÌÙɯÛÏÈÕɯÍÜÕÊÛÐÖÕÈÓÓàɯÉÈÚed ɬ as are all of the structures of those organizations who 

have successfully transited from being singularly focused to being multi -focused and adaptive, in keeping with the new economic reality.  

 

A couple of years ago, I participate d in a small strategy forum where Jim Basill ie was sharing his views on the future and how RIM navigates 

galloping change. Malcolm Gladwell ( author of Tipping Point, Blink, Outliers) was leading the discussion.  It became obvious very quickly in the 

session that Malcolm was working to validate his own personal assumptions regarding how Jim must think, plan, strategize and structure RIM 

ÉÈÚÌËɯÖÕɯ)ÐÔɀÚɯÚÊÏÖÖÓÐÕÎɯÈÚɯÈɯ" ɯand a Harvard  MBA . Malcolm framed the questions from the perspective that Jim and Mike must do alot of 

discipli ned planning and strategizing, breaking the issues down into functional areas, chunking th em into small bite size pieces to be able to 

navigate as successfully as they have. (Õɯ,ÈÓÊÖÓÔɀÚɯÞÈàɯÖÍɯÛÏÐÕÒÐÕÎȮɯÐÛɯÞÈÚɯÈɯÍÖÙÎÖÕÌɯÊÖÕÊÓÜÚÐÖÕɯÛÏÈÛɯÛÏÌàɯÔÜÚÛɯËÖɯÞÏÈÛɯÌveryone else did, only 

faster, harder and perhaps smarter.  

 

#ÌÚ×ÐÛÌɯ,ÈÓÊÖÓÔɀÚ considerable effort, Jim disagreed, reframed and restated almost every assumption that Malcolm led with; to such an extent 

that Jim became apologetic for not being more like a typical corporate executive. In fact, the two  danced at cross-purposes for a good half hour 
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ÈÕËɯ)ÐÔɯÍÐÕÈÓÓàɯÈ×ÖÓÖÎÐáÌËɯÍÖÙɯɁÉÌÐÕÎɯÚÖɯÞÌÐÙËɂɯȹÏÐÚɯÞÖÙËÚȺȭɯ ÛɯÛÏÈÛɯ×ÖÐÕÛȮɯÙÈÛÏÌÙɯÛÏÈÕɯÙÌÚ×ÖÕËɯÛÖɯ,ÈÓÊÖÓÔɀÚɯØÜÌÚÛÐÖÕÚȮɯ)ÐÔ just started sharing his 

philosophy a nd operating style.  

 

These are some of the things that Jim stated (that I have paraphrased from notes taken at that time): 

 There is no such thing as a functional issue, they are all business issues 

 Things are happening way too fast for us to lay a solid strategy down because it constantly changes, morphs and emerges in response to 

constantly changing circumstances 

 Mike and I do not think of the company in terms of functional areas or neat little bo xes because it is all messy, at RIM we think in terms of 

the whole business  

 I just run as fast as I can and make sure that I take care of my physical and emotional needs so that I can bring my full self to the game 

 I cannot tell you what the future holds, (ɀÝÌɯÎÖÛɯÕÖɯÐËÌÈȭɯI can only set ourselves up in a way wh ich ensures that we are best positioned to 

respond to what presents itself, and then we need to respond as fast as we can in a way that is aligned with our bigger game plan  

 He also acknowledged that there were those within RIM that did prepare strategy, pl ÈÕÚȮɯÉÜËÎÌÛÚɯÌÛÊȭɯÉÜÛɯÏÌɯÊÖÜÓËÕɀÛɯÛÌÓÓɯàÖÜɯÞÏÈÛɯÛÏÖÚÌɯ

were  

 

Now, where the discussion did align  ÞÐÛÏɯ,ÈÓÊÖÓÔɀÚɯÈÚÚÜÔ×ÛÐÖÕÚɯwas when Jim acknowledged that at one point in his career he did think that it 

was possible to control all of the moving parts with disciplined analysis and process. He stated that in the intervening years his experience had 

proven to him that a strong philosophical foundation and an accommodating infrastructure and culture were more important than the ability to 

analyze and forecast. No one can predict the future. Having entirely thrown the session off, he started talking about  how vitally important trust 

was to the process, he even had suggestions on how to prepare yourself to be able to compensate for blind-spots and catch those insights and act 

on them.   

 

That session and subsequent interaction with other thought leaders dramatically influenced our way of thinking about business,  strategy, 

structure, process and the hidden infl uence of structure on behaviour. Most important ly it has highlighted the need for  people effectiveness and 

creativity. For purposes of emphasizing some of the more foundational assumptions that I ÎÓÌÈÕÌËɯÍÙÖÔɯ1(,ɀÚɯÌß×Ìrience in general and Jim 

Basillie's philosophy specifically , I include the followin g: 

 Strategy is emergent, in response to the constantly changing environment, it is changing all of the time  

 To accommodate an emergent strategy, you need an adaptive structure ɬ one that is specifically designed to accommodate both functional 

efficiency, growth  and adaptive, creative innovation  

 You need to rely on people within the business to pick up a greater share of responsibility for keeping an eye on emerging tr ends, 

changing environments and shifting customer buying habits  

 You need to trust yourself  

 You need to trust other people to be able to execute with the level of speed necessary to move faster than the current rate of change 

 There is a way to keep all of the balls in the air and sometimes that way is not so obvious to others 
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The marriage of entrepreneurial thinking/doing with professional management  

RIM is a great example of a very small business that grew to be a very big business. Lazaridis started out making circuit boards and initially grew 

his business to $1 million in sales. Basillie, whÖɯÞÈÚɯÈɯÊÜÚÛÖÔÌÙȮɯÚÈÞɯÛÏÌɯ×ÖÛÌÕÛÐÈÓɯÐÕɯ+ÈáÈÙÐËÐÚɀɯÐËÌÈÚɯÈÕËɯÖÍÍÌÙÌËɯÛÖɯÏÌÓ×ɯÎÙÖÞɯÈɯÔÜÊÏɯÉÐÎÎÌÙɯ

business around that potential. This uniquely successful partnership between two very different men with very different style s, approaches, needs 

and motivations  provides us with a working model of how to combine the strengths of an entrepreneur with a professional manager to achieve 

transformational results.    

 

Lazaridis loves to solve paradox. His philosophical approach to business is uniquely suited to the new  economy because an environment that is 

ËÌÍÐÕÌËɯÉàɯÜÕÊÌÙÛÈÐÕÛàȮɯÐÕÚÛÈÉÐÓÐÛàɯÈÕËɯÝÖÓÈÛÐÓÐÛàɯÌÕÊÖÜÕÛÌÙÚɯ×ÈÙÈËÖßɯÈÛɯÌÝÌÙàɯÛÜÙÕȭɯɁ(ÛɀÚɯÛÏÐÚɯÞÏÖÓÌɯÐËÌÈɯÖÍɯÚÖÓÝÐÕÎɯÛÏÌɯ×ÈÙÈËÖßȮɂɯÏÌɯÚÈàÚȮɯÛÏÈÛɯ

inform s his orientation to business. 26.  

 

Paradox is defined as a self-contradictory statement which, when investigated or explained may prove to be well-founded or true.  

 

One of the most helpful approaches to strategy, decision making and problem solving within environments that are unstable and  volatile is to 

reframe challenges as paradox. Lazaridis was convinced that he could change the wireless industry by combining what he had learned about 

digital signal processing at university with his expertise with circuit boards and surface -ÔÖÜÕÛɯÛÌÊÏÕÖÓÖÎàȭɯɁ ÕàɯÞÏÖɯËÐËÕɀÛɯÜÕderstand the 

ÍÜÛÜÙÌȮɯÈÕËɯÊÖÜÓËÕɀÛɯÚÌÌɯÞÏÌÙÌɯËÐÎÐÛÈÓɯÚÐÎÕÈÓɯ×ÙÖÊÌÚÚÐÕÎɯÞÈÚɯÎÖÐÕÎɯÛÖɯÛÈÒÌɯÜÚȮɯÛÏÖÜÎÏÛɯÛÏÐÚɯÞÈÚɯÙÐËÐÊÜÓÖÜÚȭɂ26. From an outsiders perspective, the 

likelihood that a start -up from places unknown would rival any of the giants like Motorola or Er icson at the time was audacious. The most 

obvious paradox was that while everything within technology was moving to smaller and smaller gadgets, his breakthrough produ ct started off 

being as big as a hamburger. It was awkward, clunky and energy inefficient ; but it was transformational. Lazaridis ɀ bias regarding business in 

ÎÌÕÌÙÈÓɯÈÕËɯ×ÙÖËÜÊÛɯËÌÚÐÎÕɯÚ×ÌÊÐÍÐÊÈÓÓàɯÐÚɯÛÏÈÛɯÐÛɯɁÏÈÚɯÛÖɯ×ÜÚÏɯÛÏÌɯÌÕÝÌÓÖ×ÌɯÛÖɯÛÏÌɯ×ÖÐÕÛɯÞÏÌÙÌɯÐÛɯÚÌÌÔÚɯÓÐÒÌɯàÖÜɀÙÌɯÔÈÒÐÕÎɯÈ ÔÐÚÛÈÒÌȭɂɯ35 

 

%ÙÖÔɯÛÏÌɯÖÜÛÚÌÛȮɯ1(,ɀÚɯÈ××ÙÖÈÊÏɯÛÖɯÉÜÚÐÕÌÚÚɯÏÈÚɯÉÌÌÕɯÈÉÖÜÛɯÙÌÚÖÓÝÐÕÎɯ×ÈÙÈËÖßȭɯ 

 The prevailing logic suggests that the fastest path between two points, in this case start-Ü×ɯÈÕËɯ×ÙÖÍÐÛȮɯÚÏÖÜÓËɯÉÌɯÈɯÚÛÙÈÐÎÏÛɯÓÐÕÌȭɯ1(,ɀÚɯ

approach is not a straight line, it is  circular, what we refer to as the Cycle of Sustained Innovative Advantage.  

 RIM has always stayed true to achieving three things simultaneously, profit, growth and innovation while most small to mid -size 

businesses struggle with achieving one of these things at a time.  

 The deeper paradox is that this is accomplished by creating an adaptive structure that never changes, and, this never changing adaptive 

structure informs an emergent strategy that always changes. 

 

+ÈáÈÙÐËÐÚɀɯÍÖÊÜÚ on projecting a constantly changing potential future, while maintaining a focus on satisfying the constantly changing needs of 

current customers, is typical of the natural talent of an entrepreneur. Having created products at Level 1 and brought them t o market at Level 2, 
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Lazaridis  hands off the responsibility to optimize returns on innovation to others. Part of the team then turn their attention back to identifying 

next generation products at Level 1 while others develop  markets at Level 2 and eventually gain tactical and operational efficiencies at Level 3. 

 

Basillie, the professional manager, ensures that the structure, resources and rewards are available to balance the needs associated with enabling 

current manufacturing AND long -term product development AND the commercialization  of new intermediate developments.  

 

1(,ɀÚɯÚÐÔÜÓÛÈÕÌÖÜÚɯÍÖÊÜÚɯÖÕɯƗɯÏÖÙÐáÖÕÚȮɯÛÏÌɯÊÜÙÙÌÕÛȮɯÐÕÛÌÙÔÌËÐÈÛÌɯÈÕËɯÓÖÕÎ-term is a common focus among business leaders. Where RIM 

differentiates itself from most other businesses is in its ability to maintain that 3 h orizon focus in an environment that can be very disorienting, 

chaotic and disruptive. It accomplishes that by combining the strengths of a 3 horizon structure with the organizing principl es inherent in the 

Cycle of Sustained Innovative Advantage with right  fit talent and skill.  

 

The new playing field: the 3 Horizons Strategic Context  

It is common, when the current environment is not performing to expectation, for individuals and businesses to pull all resou rces and expertise 

from the intermediate and long -term focus and redeploy them to optimize a singular ly current  focus, in this case survival. When the life cycle of 

products and services were considerably longer, it was possible to take your eye off of the horizon and redeploy all resources to resolve the 

current crisis because the environment did not change that much during the intervening time. Now with product and service lif e cycles shortening 

in some cases from years to months, taking an eye off of the horizon can be disastrous. The paradox with a singular focus, especially a focus on 

survival, is that it would appear that nothing else is more important. The reality is that unless it balanced, it can direct myopic thinking that results 

in the organization contracting and spiralling until it is dancing on the head of a pin with no latitude, scope nor energy to adapt and innovate.  

 

Structure can be equally as effective at keeping people from defaulting to a survival focus as it can be in stimulating creativity AND innovation 

AND a discipline d steady focus ɬ if you have the right structure.  

 

The 3 horizons strategic context directs ÈɯÉÜÚÐÕÌÚÚɀɯÖÙÐÌÕÛÈÛÐÖÕɯÛÖɯÛÏÌɯÐÕÛÌÙËÌ×ÌÕËÌÕÛɯÙÌÓÈÛÐÖÕÚÏÐ×ÚɯÉÌÛÞÌÌÕɯÒÌàɯÙÌÚÖÜÙÊÌÚȮɯÊÙÐÛÐÊÈÓɯ×ÙÖÊÌÚÚɯÈÕËɯ

strategic intent on a behavioural basis and/or functional basis. This mental model can be overlaid onto  an existing business structure and/or it can 

ÉÌɯÜÚÌËɯÛÖɯËÐÙÌÊÛɯÊÖÓÓÈÉÖÙÈÛÐÝÌɯÚÛÙÈÛÌÎÐÊɯËÐÈÓÖÎÜÌɯÖÕɯÈÕàɯÈÕËɯÈÓÓɯÈÚ×ÌÊÛÚɯÖÍɯÈɯÉÜÚÐÕÌÚÚɀɯ×ÌÙÍÖÙÔÈÕÊÌɯÛÖɯÛÈÒÌɯÈËÝÈÕÛÈÎÌɯÖÍɯÌÔÌrgent opportunities in 

real-time.   

 

Ɂ ÚɯÊÖÔ×ÈÕÐÌÚɯÔÈÛÜre, they often face declining growth as innovation gives way to inertia. In order to achieve consistent levels of growth 

throughout their corporate lifetimes, companies must attend to existing business while still considering areas they can grow in the fut ure. The 

immediacy of concerns around the current horizon can easily overwhelm other efforts import ÈÕÛɯÛÖɯÛÏÌɯÍÜÛÜÙÌɯÖÍɯÈɯÊÖÔ×ÈÕàɂ27 
 

To ensure a balance is maintained between the current and future needs, the business is managed on 3 horizons; current, in termediate and long-

term. Each of the 3 horizons is defined by  service/product lines that share a common behavioural trait. For example, the core of the business needs 
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to be the current focus, which should be defined by the behavioural trait of providing a  relatively Steady return for Steady effort. The intermediate 

horizon is defined by the behavioural trait of providing a relatively Variable return for Variable effort. The third horizon is the long-term horizon 

and that is defined by New potential return for New effort.  

 

 ÕÖÛÏÌÙɯ×ÈÙÈËÖßɯÍÖÙɯÛÏÖÚÌɯÓÖÖÒÐÕÎɯÛÖɯËÜ×ÓÐÊÈÛÌɯ1(,ɀÚɯÛÏÐÕÒÐÕÎȮɯÐÚɯÛÏÈÛɯàÖÜɯËÖɯÕÖÛɯÏÈÝÌɯÛÖɯÉÌɯÉÐÎɯÛÖɯÈËÖ×ÛɯÛÏÐÚɯÞÈàɯÖÍɯÛÏÐÕÒÐÕg. In fact, it is much 

easier for a small company to adopt this way of thinking than it is for a big company be cause there is not as much unlearning to do in a small 

company. It helps to think about the horizons as interdependent specialty businesses, each of which have their own unique behavioural trait and 

unique percentage share of key resources with their own unique critical processes, metrics and rewards. This orientation is both holistic  and 

chunked. Holistic because it encompasses the entire business and chunked, so that users can use it to create their own unique filter for prioritizing, 

sequencing and assessing the whole business and their unique area of responsibility, simultaneously.  

 

Before we explain how this orientation informs the Cycle of Sustained Innovative Advantage, let u s explain each of the 3 horizons and their 

associated focus, behavioural trait and basis of competition.  

 

The current horizon represents the core of your business and this is where profit is ultimately optimized.     This is usually the most mature aspect 

of your business and is initially identified by those services/products that currently  generate the greatest profit by product/service line and 

consequently the greatest cash-flow. From a strategic perspective, if some or all of this horizon  can be transformed into an annuity through the 

application of technology, process, discipline or creative financing ɬ it will provide the stable foundation from which the business can jump from 

one level to the next level in its evolution. On a Ɂreturn on effort ɂ basis, this horizon should be generating steady return for steady effort  because it 

relies on functionally efficient operational processes and a pull marketing/sales orientation . This Steady horizon levers the natural strengths of the 

×ÙÖÍÌÚÚÐÖÕÈÓɯÔÈÕÈÎÌÙɀÚɯÞÈàɯÖÍɯÛÏÐÕÒÐÕÎɤËÖÐÕÎ.  

 

The intermediate horizon is the Variable,  which represents emerging opportunities, including entrepreneurial ventures conceived as part of 

experimenting and thinking relative to the New horizon. The Variable horizon represents periodic project -based growth opportunities. These  

have not yet been deployed in any systematic way but they have the potential to generate substantial profits in the future. On a Ɂreturn on effort ɂ 

basis, this horizon represents that part of the business that provides variable return for variable effort  because the systems have not yet been 

refined and the orientation to marketing/sales is a push. This horizon ÉÙÐËÎÌÚɯÈÕɯÌÕÛÙÌ×ÙÌÕÌÜÙɀÚɯÞÈàɯÖÍɯÛÏÐÕÒÐÕÎɤËÖÐÕÎɯÐÕɯÛÏÌɯÍÖÙÔɯÖÍɯÛÏÌɯ-ÌÞɯÞÐÛÏɯ

Èɯ×ÙÖÍÌÚÚÐÖÕÈÓɯÔÈÕÈÎÌÙɀÚɯ2ÛÌÈËàȭɯ ÛɯÛÏÌɯÖÜÛÚÌÛ, when adopting this structure, the Variable horizon may represent the core of your business and/or 

it is the area where the most effort is being invested. As will be demonstrated with the Cycle of  Sustained Innovative Advantage , it is strategically 

effective to ensure that you eventually have business and opportunities in all three horizons. When you use these definitions to define horizon s 

for your business, the majority of your products and services generate variable/pr oject oriented revenue and your core is in Variable, rather than 

in Steady.  
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Adopting t he structure defined by the 3 horizons provides an optimal ordering of priorities an d implementation sequences, fuel ling  accelerated 

performance improvement. For example, i f your organization is currently at Level 2, adopting this context  trigger s a creative strategic tension that 

when resolved will free up huge resources in the form of energy, enthusiasm and drive to accomplish what was previously impos sible. Having 

adopted this holistic strategi c context, lessons learned within the Variable horizon  ÞÐÓÓɯÉÌɯÛÙÈÕÚÍÌÙÙÌËɯÈÕËɯÐÕÛÌÎÙÈÛÌËɯÐÕÛÖɯÛÏÌɯÖÙÎÈÕÐáÈÛÐÖÕɀÚɯÌÕÛÐÙÌɯ

culture so that over time, in an incremental way, the culture of the business evolves from competent to engaged to innovative .  

 

The long-term horizon represents the New part of  your business. This New horizon  includes ideas for profitable growth which have a high 

probability of realizing a return down the road . Resources are currently being allocated to spark  new ways of thinking, experi menting, 

approaching and orienting to business. This horizon  may play host to product, service and business model ideas that represent incremental 

changes to the current focus of the business and/or they can include ideas that are very transformational.  The New horizon  levers the natural 

ÚÛÙÌÕÎÛÏÚɯÖÍɯÈÕɯÌÕÛÙÌ×ÙÌÕÌÜÙɀÚɯÞÈàɯÖÍɯÛÏÐÕÒÐÕÎɤËÖÐÕÎȭɯ 

 

 

The Cycle of Sustained Innovative Advantage 

In the adoption of this orientation, the biggest claims to fame have come in the form of strategically insightful  suggestions from receptionists, 

maintenance crew members, supervisors and junior sales people.  Those who are not educated in the implications of strategy, execution, finance 

and operations often are closest to both the problem and the solution. It has been our experience that when these people are treated as critical 

resources and presented with an opportunity to  interact with a context that makes sense to them, they assimilate the strategic significance of the 3 

horizons; Steady, Variable and New and provide breakthrough insight that are timely and  on-strategy.  

 

In most business only a handful of people understand the customer value proposition or financial statement logic and only a r are fraction are able 

to get their heads around the strategy for the entire business and how what they do on a day-to-day basis impacts that strategy. In the new 

economy, that ratio needs to flip to where the majority of people understand the behavioural implications of strategy in conc ert with the financial 

implications of performa nce metrics on both a holistic level and a day-to-day level. If people understand this, then they will be able to adapt and 

innovate on the fly ɬ which is the overriding intent in the new economy. This is not going to be accomplished by educating everyone around 

conventional orientation s to sales, strategy, financial performance and implementation because those orientations were developed when the world 

was stable and predictable. What is needed is a simple, clear and relevant basis for communication that encourages 2 way collaborative 

interaction.  

 

A  behavioural based logic is more relevant to more people within the business than is a financial or strategic or operational logic. Using visual 

based metaphors levels the playing field. It also provides the glue necessary to build a common language and orientation to the business that is 

strategic ɬ without anyone needing to fully understand conventional strategy.  
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The Cycle of Sustained Innovative Advantage is the same cycle that Lazaridis and Basillie have been using with great success through the entire 

evolution of RIM. It has also been used at Apple, IDEO, P&G, IBM and other organizations who have been forced to adapt and in novate to sustain 

their competitive advantage.  

 

Using the language available to us ÍÙÖÔɯÛÏÌɯƗɯÏÖÙÐáÖÕɯÊÖÕÛÌßÛȮɯÛÏÌɯÊÖÙÌɯÖÍɯ1(,ɀÚɯÉÜÚÐÕÌÚÚɯÐÚɯÛÏÌɯ2ÛÌÈËàɯÔÈÕÜÍÈÊÛÜÙÌɯÈÕËɯÈÚÚÌÔÉÓàɯÖÍɯ×ÙÖËÜÊÛÚɯÈÕËɯ

services that have incrementally been moved from New to Variable ultimately to become a Steady annuity. As Roger Martin explains in his latest 

book Design Thinking, as an organization moves prod uct/service through this continuum from New to V ariable to Steady, what he refers to as the 

ÒÕÖÞÓÌËÎÌɯÍÜÕÕÌÓȮɯÊÖÚÛÚɯÍÈÓÓȭɯ3ÏÌɯÔÈÎÐÊɯÐÕɯ1(,ɀÚɯÖÙÐÌÕÛÈÛÐÖÕɯÐÚɯÛÏÈÛɯÛÏÌàɯchoose the circular path and reinvest profits from the Steady into Variable 

to provide lift and momentum to existing AND New product adoption. Martin does a great job in identifying the game changing c hallenges that 

ÖÙÎÈÕÐáÈÛÐÖÕɀÚɯÍÈÊÌɯÞÏÌÕɯÛÏÌàɯÜÕÒÕÖÞÐÕÎÓàɯÊÏÖÖÚÌɯÛÏÌɯÓÐÕÌÈÙɯ×ÈÛÏɯÍÙÖÔɯÚÛÈÙÛ-up to profit that has defined Level 1 -> Level 3 thinking , rather than 

the circular path that sustains innovation through each of the Steady, Variable and New horizons which  define Level 4 and 5 thinking. Martin 

directly links RIMs  ability to sustain innovat ive advantage with their philosophical and practical commitment to a holistic, integrated and often 

contrary orientation to the market. They are able  to compete both on the basis of low cost and the speed of relevant innov ation propelled by the 

integrated link between emergent strategies with adaptive structure. For an alternative reference to this concept, Geoffrey A. Moore in his book 

titled Crossing the Chasm, Marketing and Selling Disruptive Products to Mainstream Customers provides a high -tech go-to-market approach that 

appeals to those with a natural marketing/sales bias. 28  

 

 

To review th e foci in each of the 3 horizons mentioned above,  

 Profit is optimized in Steady,  

 revenue Growth is achieved in the Variable  horizon    

 investment in Innovation is m ade in the New horizon to ensure that the business is constantly reinventing itself 

 

The Cycle of Sustained Innovative Advantage is achieved when Profit, Growth and Innovation are achieved simultaneously within the business. 

The specific mechanics are as follows:  

Steady: 

 Profit is optimized in the Steady horizon of the business by applying structure and process that ensures functional efficiency. Functional 

efficiency is achieved by the team, overseen by the managers and updated and tweaked by the leadership 

 a portion of profit realized is reinvested in New and Variable, a portion is kept in retained earnings and a portion is paid out in dividends  

Variable: 

 Growth is optimized in the Variable horizon of the business by levering culturally specific ( i.e. blended professional and entrepreneurial 

orientation) process, standards, metrics and resources 

 Resources, investment criteria, communication norms, expectations and rewards in this horizon  are different  than they are in Steady or 

New. This serves to accommodate the different behaviour s and orientation necessary to achieve the desired results in this horizon  
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 Managers, including those individual team members  who demonstrate the necessary aptitude and attitude regarding creative problem 

solving, overcoming barriers, systems thinking, pattern recognition and an ability to adapt structure, process and orientatio n are held 

accountable via  roles, responsibilities, rewards and accountability metrics in this area ɬ in addition to relevant technical skill , are assigned 

to this horizon  

 Depending on the size of the organization, this horizon  may have less than 100% of a ×ÌÙÚÖÕɀÚɯÍÖÊÜÚɯÈÚÚÐÎÕed to it, and that focus wil l be 

maintained through routines, process, accountability and reward that everyone in the organization is aware of and is rewarded  as a team 

for enabling  

New:  

 Innovation is transforming the New horizon  of the business by levering culturally specific  processes, standards, metrics and resources 

that are suited to the objective 

 Resources, investment criteria, communication norms, expectations and rewards in this horizon  are different than they are in Steady or 

Variable. This accommodates the different behavio urs and orientation necessary to achieve the desired results in this horizon  

 Leaders, manager and those individuals who demonstrate the necessary aptitude and attitude regarding all of thos e skills in the Variable 

horizon  including the ability to intuit op portunities, lever imagination, identify shifts in trends and buying habits ɬ in addition to relevant 

technical skill , are assigned to this horizon. This is accomplished through the linking of accountability  via roles, responsibilities, rewards 

and accountability metrics in this area .  

 The cycle is complete when a New idea is transformed into a Variable project/revenue stream that itself generates profit and which can 

eventually be transformed into a Steady profitable/revenue annuity stream. This strategic orientation assures that sustained profitable 

growth is achieved through innovation, which itself is self -sustaining if the source of sustained innovation is embedded in the culture.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

The circular logic in the visual depicts the Cycle of Sustained 

Innovative Advantage.  This logic represents a strategic way of 

thinking that informs the strategic implementation sequence for any 

and all actions being contemplated by the business at any point in 

time.   

 

The strategic implementation sequence has three steps: 

Step 1: Solidify your Foundation  

Step 2: Build Bridges from one horizon to the other 

Step 3: Transform the New 

 

As previously mentioned, your Foundation may start out as Variable 

and/or Steady and/or New depending on which horizon has been 

defined as the Foundation. This is more a function of where your 

ÉÜÚÐÕÌÚÚɯÐÚɯÐÕɯÐÛɀÚɯÌÝÖÓÜÛÐÖÕɯÍÙÖÔɯ+ÌÝÌÓɯƕɯ- 5. 



34 

 

Having established a solid Foundation, the ultimate diversified strategy is to have business in every horizon and this is acc omplished by  building 

Bridges and ultimately transforming the New.  

 

In times of uncertainty and volatility, things happen at very rapid rates. As a result, emotions get stirred and clarity can fade in and out depending 

on our capacity to accommodate big change and the big emotion that accompanies big change. A strong mental structure, in the form of a strategic 

context, is a blessing in difficult times because it provides a foundation, a structure, a default way of behaving that will not change despite the 

myriad of c ontent that is thrown at us.  

 

3ÖɯÊÈ×ÛÜÙÌɯÛÏÌɯÔÐÕËÚȮɯÏÌÈÙÛÚɯÈÕËɯÐÕÛÜÐÛÐÝÌɯÐÕÚÐÎÏÛɯÖÍɯàÖÜÙɯÌÕÛÐÙÌɯÛÌÈÔɯÐÛɯÐÚɯÔÜÊÏɯÔÖÙÌɯɁÌÍÍÌÊÛÐÝÌɂɯÛÖɯÜÚÌɯÝÐÚÜÈÓɯÔÌÛÈ×ÏÖÙÚɯÓÐke the 3 horizons and 

the Cycle of Sustained Innovative Advantage because the brain thinks and adapts in terms of metaphor and emotion, rather than in terms of 

numbers and logic.  

 

Summary: 
Behavioural effectiveness and creative capacity are built through a combination of applied knowledge, attitude, and an opportu nity to 

experiment, try new things and even fail from time to time. The 3 horizons Strategic Context and the Cycle of Sustained Innovative Advantage, 

can easily be superimposed over top of an existing infrastructure to provide  a common language for all people to think about the business in a 

common way. The fact is that people are always thinking about the business, the benefit from all of that thinking can be real ized when you 

provide everyone with a common context and common language so that they can consciously talk about things that have  always been 

unconscious in the past.  

 

The end game with functional efficiency is the same as the beginning game, control to ensure reliable results. The end game with behavioural 

effectiveness is to tap into an individual and/or groups innate and collect ive genius and to apply that genius to situations and circumstances that 

are always going to be changing. To accomplish this requires a level of flexibility as it relates to definitions around Steady , Variable and New to 

ensure that the definitions continu e to be uniquely relevant to your business, and that kind of change is a very good thing. Definitions and 

understandings regarding roles and responsibilities are also going to need to change, adapt and morph  and that is a very good thing. This is the 

creative process and the creative process requires trust and engagement that comes from trying new things, changing things up starting with the 

way people think.   

 

This new adaptive structure:  

 

 is powerful because it synchronizes the power of entrepreneurial thinking/doing relative to emergent goals on the current, intermediate 

and long-term time horizons by linking it with the professional managers orientation to business modelling, metrics and rewards.  

 is practical because it provides a simple and clear language that can be used by everyone within the organization to direct the allocation of 

resources, prioritizing opportunities and sequencing execution.  
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 is relevant because in an uncertain and volatile economy, strategy is going to be emergent and everyone in the organization is going to 

have to become more involved in leading/managing and executing to compensate for the growing level of complexity and volatili ty. 

 provides insight as to the most effective implementation sequence because it directs attention to the need to first, solidify the foundation 

and secondly, build bridges from that foundation to the new initiative before thirdly, taking on new ventures from the myriad  of 

suggested action items 

 

Business leaders have a unique and hidden barrier that must be addressed to successfully navigate the new unpredictable, volatile economy. The 

essential trait of a successful business has shifted from optimization to transformation . This is a massive - and hidden - challenge confronting 

leaders who have spent their entire careers being rewarded and promoted for thinking and doing in ways that now need to be en tirely 

transformed.  

 

In your effort to transform, the place to start is with your thinking. This eBook has demonstrated the hidden influence that  structure has on your 

thinking/doing so you can now start to extrapolate the implications to your team and ultimately to your customer and their needs. Having 

digested some of these implications, taking action and altering your business structure to accommodate the combined strength and benefits of 

both the entrepreneurial and professional managers will aut omatically elevate you  to a Level 4 way of thinking.   

 

When adopting this orientation or any new way of thinking, it is typical for  users to experience a sense of disorientation as the brain seeks to find 

a resolution between an old way of thinking and a new way of thin king. We refer to this as jump -point phenomena; and this phenomenon is going 

to occur more and more as the world speeds up and the need to change escalates.  

 

As you become more attuned to the subtlety associated with adopting new orientations that conflict with your old way of think ing/doing you will 

experience grades of disorientation and energy bumps. A low level of b umped energy coupled with confusion usually accompanies a change in a 

way of thinking. This should not be confused with the bigger bump in energy that comes from actually doing something with the se or any other 

new insight. Being able to distinguish betwee n the two is going to become a critical success factor in the new economy because just thinking in 

new ways is not going to be enough. Using our senses in new and innovative ways is going to become critical to successfully sustaining the 

navigation of a complex and volat ile environment . 

 

Therein lays the biggest paradox.  

 

We have been taught, through the way that we have all been socialized, to seek comfort and avoid feeling disorientation, bump s in energy or 

feeling any form of emotion. The universe rewards action, and, taking action bumps up our energy and emotion, which is the energy we need to 

get to the next level.  
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The challenge and the opportunity in the new economy will be to sustain action from a foundation that is informed by a different way of t hinking  

which includes a different way of sense making . Accomplishing this  will require that you get out of your comfort zone and into your growth zone 

where you will experience all kinds of  emotion and energy bumps that you have perhaps been avoiding or you have incorrectly been interpreting 

as a sign that this new way is to be avoided.  

 

6ÌɯÈÙÌɯÐÕɯÛÏÌɯ×ÙÖÊÌÚÚɯÖÍɯÞÙÐÛÐÕÎɯÈɯÊÖÔ×ÈÕÐÖÕɯÛÖɯÛÏÐÚɯÌ!ÖÖÒɯÞÏÐÊÏɯÞÐÓÓɯÉÌɯÌÕÛÐÛÓÌËȮɯ4ÕÓÖÊÒÐÕÎɯ8ÖÜÙɯ&ÌÕÐÜÚɯɚȮɯÞÏÌÙÌɯÞÌɯÞÐÓÓɯÌß×lore the 

connection between transformational  thinking and sustained performance improvement.  

 

As we mentioned at the outset, the magic in revealing what has previously been hidden, is that it frees up huge resources in the form of energy, 

enthusiasm and drive to accomplish what was previously imposs ible.  

 

We wish you every success on this journey.  

 

 

 

 

 

 

 

 

 

 

 

For support material in the form of pre -recorded webinars, blogs and video covering aspects of the concepts presented within this eBook, we 

invite you to visit our website at www.jump -point.com  

 

To connect with us directly we encourage you to either phone us at 888-690-9493 or email us at tim@jump-point.com and/or sharon@jump-

point.com.  

 

 Ú×ÌÊÛÚɯÖÍɯÛÏÐÚɯÌ!ÖÖÒɯÏÈÝÌɯÉÌÌÕɯÐÕÛÌÎÙÈÛÌËɯÐÕÛÖɯÛÏÌɯ!$#"ɀÚɯ-ÌßÛɯ&ÌÕÌÙÈÛÐÖÕɯ,ÈÕÜÍÈÊÛÜÙÐÕÎɯ(ÕÐÛÐÈÛÐÝÌɯ-&,(Ȯɯ2ÛÙÈÛÌÎàɯȫɯ ÊÛÐÖÕɯ/lan published in 

May 2010 by the Burlington Economic Development Corporation in their effort to Inspire, Lead and Transform the Manufacturing sector within 

Burlington, Ontario, Canada.  

 

 

http://www.jump-point.com/
mailto:tim@jump-point.com
mailto:sharon@jump-point.com
mailto:sharon@jump-point.com
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Appendix I   Transformational change and how best to respond to it  
 

There are basically 2 types of change. Incremental change and Transformational change.  

 

Incremental change  is slow and methodical in progress, typically it is internally driven and each stage of incremental progress is thought of in  

terms of a life cycle which usually follows an evolutionary path from start -up through t o maturity. This is true of individual life cycles, 

relationship life cycles, business life cycles and even boom bust cycles in the economy. 

  

Transformational change , by contrast, is radical and revolutionary because it is driven by external circumstances. In the case of a business, 

transformational change is often experienced as a break in the structure of an industry and/or an entire economy that is usually caused by the 

influence of disruptive technology or a change in the way business is done.  

 

The reason why it is important to distinguish between whether the change that you are currently experiencing is either incremental or 

transformational is because it is important to match how you approach strategy and decision making with the type of change yo ur are 

experiencing. There is a great article in the Harvard Business Review,  ɯ+ÌÈËÌÙɀÚɯ%ÙÈÔÌÞÖÙÒɯÍÖÙɯ#ÌÊÐÚÐÖÕɯ,ÈÒÐÕÎȮɯ#ÈÝÐËɯ)ȭɯ2ÕÖÞËÌÕɯÈÕËɯ,ÈÙàɯ$ȭɯ

Boone, Harvard Business Review, November 2007 that more fully explores this.  

 

To use an old metaphor, if you are using an incremental map to navigate a transformational storm, you are likely to find yourself on the 

proverbial rocks pretty quickly.  

 

An incremental environment or context is relatively stable, predictable and linear.  

Strategic planning and decision making in an incremental environment involves:  

 Making sense of patterns using established best practices 

 Analyzing historic information and extrapolating that information into the future  

 And responding with plans, activities, budgets etc.  

 

A transformatio nal environment or context is relatively unstable, unpredictable, volatile and non -linear. 

Strategic planning and decision making in a transformational environment involves:  

 Experimenting and probing for possible patterns to emerge  

 Making sense of the patterns based on intuition, collaboration and the collective experience of everyone involved  

 Responding in controllable ways that are designed to ensure that it is safe to try new things, fail, recover and adapt  
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The reason that it is helpful to have a bit of background about change and strategy is so that you can highlight your assumption in characterizing 

the economic meltdown of 2009. 3ÏÌɯÞÖÙÓËɀÚɯÌÊÖÕÖÔàɯÐÚɯÐÕɯÛÏÌɯÔÐËÚÛɯÖÍɯÈɯÎÓÖÉÈÓɯÛÙÈÕÚÍÖÙÔÈÛÐÖÕȭɯ3ÏÐÚɯÚÏÐÍÛɯÏÈÚɯÉÌÌÕɯÜÕËÌÙÞÈàɯÍÖÙɯÛÏÌɯÓÈÚÛɯƗƔɯÖÙɯƘƔɯ

years. The recent economic upheaval marks the transit to a new globally interconnected economy that is defined by adjectives such as creative, 

digital, transformational and conceptual.  

 

The nature of this shift is not cyclical; and therein lays both the challenge and the opportunity. Cyclical shifts follow the boom/bust pattern that 

has historically informed the discipline known as macro economics. The magnitude, depth and breadth of the current economic shift was not 

forecasted by a single economist, because the shift is not cyclical, it represents a structural break.  

 

A structural break ɭa phrase from econometrics, denotes the moment in time-series data when trends and the patterns of association among 

variables change. Stated more simply, historical trends and patterns offer no insight as to the future ɬ the bridge ahead disappears and you have 

to build it as you walk on it.  

 

Structural  break is defined in more detail at the reference given: 29 

 

Such a break indicates hard times.  The level of volatility, unpre dictability and speed of change make it difficult to navigate because not enough 

time has passed for us to recognize the pattern, yet. The first order of business in such a break is to survive the immediate, but the second is to 

take advantage of the newly emerging patterns by applying a discipline and process of discovery that is very uniquely different than the approach 

used in previous post recession recoveries.    

 

Pattern recognition as a critical skill  

Our biggest disadvantage, when dealing with a str uctural break of this magnitude, is contending with how our brains are wired. Our brain is 

hard-wired to make sense of the world through experience. Our understanding of our current environment is directly linked to our e xperience 

dealing with similar circ umstances in the past. Even if we have not been in this exact circumstance before, the brain will extrapolate by filling in 

the blanks. The brain does this by scanning the environment to identify familiar patterns so that it can make sense of the circumstances and direct 

an appropriate course of action. Anything that it does not recognize, it dismisses as irrelevant noise and therein lies the big problem. In a 

structural break, the brain is screaming noise, noise, noise because it does not recognize the emerging patterns. Our automatic unconscious 

response to an overwhelming amount of noise is to either shutdown, go faster, exit or revert to old habitual ways of thinking . None of these 

responses will help.  

 

A crisis is a terrible thing to waste  

Numerous stu dies have supported the fact that change does not happen without a sense of urgency. The current economic crisis has created more 

than enough urgency to fuel significant change. Everyone gets that we must change, we must change now and the old ways no longer provide us 

with guidance as to the future.  
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For guidance, we need to look to the past to understand patterns relative to disruption and patterns relative to behaviour un der extreme change in 

uncertainty , starting with a reclassification of the current economic upheaval.  
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Appendix II  Self Diagnostic framework, to be used i n conjunction with this eBook  
 

In the visual of the 5 Levels of Business Evolution as Figure 2.1 on page 14 and Figure 2.2 on page 15, there is a black line between Level 3 and 

Level 4 to contrast the old economy options on the left with the new economy options on the right. The old economy was stable , predictable and 

linear so we have all been habituated to think in terms of linear left to right orientation. That is why we have presented the 5 Levels in a li near 

fashion. The intent of this document is to be informative while providing you with a context so that you can identify what su ggestions and ideas, 

out of the vast array of options put forward in this document and others, are the most relevant to you. Relevance is a very s ubjective thing and it 

speaks directly to engagement which is critical to the success of business in an economy that is unstable and volatile.  

 

To help with filtering, prioritizing and sequencing all of the new ideas, insight and initiatives that are available to you, we have created the 

following questions that you can answer using the 5 Levels of Business Evolution and the accompanying Road Map as your framework.  

 

Using the 5 Levels of Business Evolution on page 14 

1. %ÙÖÔɯàÖÜÙɯÊÜÚÛÖÔÌÙɀÚɯ×ÌÙÚ×ÌÊÛÐÝÌȮɯÈÛɯÞÏÐÊÏɯÓÌÝÌÓɯÈÙÌɯàÖÜȮɯÛÏÌɯÖÞÕÌÙȮɯÖ×ÌÙÈÛÐÕÎɯÈÛȳ 

____________________________________________________________________________________________________________________ 

 

2. %ÙÖÔɯàÖÜÙɯÊÜÚÛÖÔÌÙɀÚɯ×ÌÙÚ×ÌÊÛÐÝÌȮɯÈÛɯÞÏÐÊÏɯÓÌÝÌÓɯÐÚɯàÖÜÙɯÉÜÚÐÕÌÚÚɯÖ×ÌÙÈÛÐÕÎɯÈÛȳ 

____________________________________________________________________________________________________________________ 

 

3. From your perspective:  

 

a) what level do you believe best represents your current operating level ?  __________________________________________________ 

 

b) what level would you like your business to be operating at in the intermediate term, say 2 ɬ 3 years? _________________________ 

 

c) what level would you like your business to be operating at in the long -term, say 3 ɬ 5 years _________________________________ 

 

 

Using the 3 horizons Strategic Context on page 33:  

 

4. The Steady horizon of your business is defined by your answer to 3 a) above _________________________________________________ 

 

5. The New horizon of your business is defined by your answer to 3 c) above    __________________________________________________ 
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Note: it is entirel y possible to identify your current Steady level as Level 2, your Long -term New level as Level 2 and therefore your 

intermediate Variable level as Level 2. It is equally possible to identify your current Steady level as Level 2, your Long -term New level as 

Level 5 and then assign your intermediate Variable level depending on your interpretation of the 3 Horizon Strategic Context.  There are 

no wrong answers, especially when you are dealing with change and the need to constantly adapt and innovate.  

 

 

 

6. With r eference to this entire document and any other document or workshop or insight you may have that is providing yo u with a list of 

action items that you are contemplat ing: 

 

a) List the actions that you believe warrant strategic consideration in the space provid ed below: 

b) __________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________ 

 

c) Beside each of those actions, identify which hor izon, Steady, Variable and/or New of your business those action items would enhance. 

 

 

 

 

 

 

 

d) Having identified which horizon  they belong to, place them within the 3 horizons Strategic Context below:  
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7. To help you identify patterns and trending that are unique to your organizations current set of circumstances and therefore unique to 

your strategic options;  

 

a) From your perspective, consider where your top 10 customers are in the evolution of their business, using the 5 Levels of Business 

Evolution as your new reference source 

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________
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______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________ 

 

 

 

 

b) From your perspective, consider the most recent additions to your active customer list. For each of those who have taken you on as a 

supplier in the last 3 months, identify them by name and identify where these new customers are in the evolution of their business, 

using the 5 Levels of Business Evolution . 

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________ 

 

    

 

 

 

c) From your perspective, consider what you believe to be the core of your team. List their names and what level you believe that they 

are operating at with reference to the 5 Levels of Evolution. 

 

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________
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______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________ 

 

 

 

 

 

d) Starting with your most recent hires and working backwards in chronological order over the last couple of years with referenc e to 

when these individuals were hired, list those who are your most recent hires and identify what level you believe that they are 

operating at with reference to the 5 Levels of Evolution.  

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________ 

 

 

 

8. Take a moment to make a note of what patterns you see emerging and/or what insights you have gathered from completing the questions 

from 1 through 8.  

 

__________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________ 
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As co-founder of Jump-Point, Tim brings his 30 years of experience to entrepreneurial and corporate clients in a variety of industries.  

 

3ÐÔɀÚɯ/ÏÐÓÖÚÖ×ÏàȯɯɁTo capture the huge opportunity that the new economy is presenting , there needs to be a meeting of the minds between 

entrepreneurs and professional managers that results in a new transformed orientation to commerce, economics and business that taps the latent 

genius in everyone. While the road map to this orientation is unique t o the individual, paradoxically, the quickest path is a collaborative one. ɂ   

 

Contact Tim: tim@jump-point.com  
 

As a CA, CMA, touring musician and corporate strategist, Tim Glover fine -tunes and simplifi es the 

challenges of profit, growth  and innovation in the new economy . He specializes in identifying an 

ÖÙÎÈÕÐáÈÛÐÖÕɀÚɯÊÖÙÌɯÚÛÙÌÕÎÛÏÚɯÈÕËɯÔÈ××ÐÕÎɯÛÏÌÔɯÛÖɯÛÏÌɯÉÌÚÛɯÖ××ÖÙÛÜÕÐÛÐÌÚɯÐÕɯÛÖËÈàɀÚɯÔÈÙÒÌÛ×ÓÈÊÌȭɯ 

 

Through his work as CFO and general manager of 3 Fortune 500 companies, Tim learned to translate 

the fundamentals of business into bite-sized, practical chunks. At the other end of the spectrum, h is 

careers in advertising, music and art taught Tim how to apply innovation , adaptability and creativity in  

business to take advantage of emerging opportunities with customers. This combination of left brain 

and right brain thinking enables Tim to help organizations and people transform themselves and their 

business according to their unique needs, desires and performance aspirations.  

 


