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to do something about tech change and not just talk about it.’ Marco Rimini,
CEO, Worldwide Central Team, Mindshare
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‘An integral how-to guide for the future of your business. If you want to
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‘If you want to embrace change rather than become its victim, read this book.
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disruption in the age of abundancy. From adopting a mindset for disruption to
organizing a product brainstorm, it’s a one-stop shop for today’s ambitious
entrepreneurs.’ Russ Shaw, Founder, Global Tech Advocates

‘Companies around the world ask me how can they be more innovative or
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deal with disruptions from more innovative companies. Paul gives you the
recipe here.’ Robert Scoble, Partner, Transformation Group

‘Disruptive Technologies is an elucidating look at the technology that is
likely just around the corner. Paul is full of advice on how to figure out and
prepare for what might be ahead, and set us up to ask the right questions
about what tomorrow will look like.’ Mike Murphy, Technology Reporter,
Quartz

‘Paul’s experience, energy, honesty and insights make Disruptive
Technologies a must-read.’ Reshma Sohoni, Founding Partner, Seedcamp

‘An informed, concise and above all practical manual to help you
successfully navigate disruption.’ Shawn Gold, CMO, TechStyle

‘At a time when innovation is proving make-or-break for so many firms, it’s
great to see someone with Paul’s knowledge of technology tackle the topic.’
William Higham, Founder and CEO, Next Big Thing

‘Disruption either happens to you or because of you. It’s a choice. Paul shares
exactly how to stay ahead of the disruption curve, because if you’re waiting
for someone to tell you what to do, you’re on the wrong side of innovation.’
Brian Solis, futurist, digital anthropologist, and author of X: The
Experience When Business Meets Design

‘I’m tracking a lot of what Paul is covering here in a super-readable and
actionable format. This book needs your attention. Dig in now.’ Chris
Brogan, CEO and Owner, Media Group, and New York Times bestselling
author of The Freaks Shall Inherit the Earth

‘The future is already here – we just haven’t noticed yet. Paul’s book is a
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futurist, author, and CEO of The Futures Agency
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‘A fascinating analysis of key disruptive technologies, how they will impact
you and what you can do to take advantage of them.’ Simon Birkenhead,
Managing Director, L2 Inc

‘As the volume of the conversation around disruptive technologies increases,
it becomes harder to separate the signal from the noise. Paul Armstrong’s
approach is both accessible and practical, enabling anyone facing disruption
(ie all of us) to better understand how they might respond. It’s a great read for
anyone wanting a primer in how to navigate tomorrow’s world.’ Henry
Mason, Managing Director, TrendWatching

******ebook converter DEMO Watermarks*******



Disruptive Technologies
Understand, evaluate, respond

Paul Armstrong

******ebook converter DEMO Watermarks*******



Publisher’s note
Every possible effort has been made to ensure that the information
contained in this book is accurate at the time of going to press, and
the publishers and authors cannot accept responsibility for any errors
or omissions, however caused. No responsibility for loss or damage
occasioned to any person acting, or refraining from action, as a result
of the material in this publication can be accepted by the editor, the
publisher or the author.

First published in Great Britain and the United States in 2017 by Kogan
Page Limited

Apart from any fair dealing for the purposes of research or private study,
or criticism or review, as permitted under the Copyright, Designs and
Patents Act 1988, this publication may only be reproduced, stored or
transmitted, in any form or by any means, with the prior permission in
writing of the publishers, or in the case of reprographic reproduction in
accordance with the terms and licences issued by the CLA. Enquiries
concerning reproduction outside these terms should be sent to the
publishers at the undermentioned addresses:

2nd Floor, 45 Gee Street
London
EC1V 3RS
United Kingdom

c/o Martin P Hill Consulting
122 W 27th St, 10th Floor
New York, NY 10001
USA

4737/23 Ansari Road
Daryaganj

******ebook converter DEMO Watermarks*******



New Delhi 110002
India

www.koganpage.com

© Paul Armstrong, 2017

The right of Paul Armstrong to be identified as the author of this work
has been asserted by him in accordance with the Copyright, Designs and
Patents Act 1988.

ISBN 978 0 7494 7728 8
E-ISBN 978 0 7494 7729 5

Typeset by Integra Software Services, Pondicherry
Print production managed by Jellyfish
Printed and bound by CPI Group (UK) Ltd, Croydon CR0 4YY

******ebook converter DEMO Watermarks*******

http://www.koganpage.com


Contents

Cover
Title Page
Copyright
Contents
Acknowledgements

Introduction

01    Emerging technologies

Is it emerging or disruptive?
How do disruptive technologies happen?
So what disruptive technologies are going to be big deals?
Conclusion

02    Disruptive and emerging technology: the brutal truth

What’s the problem here?
It doesn’t have to cost the earth
Small is beautiful
Commitment is key to success
It starts with you
What is bad technology?
So are we doomed to a world with good technologies but bad people?
TBD is the solution

03    The forecasting fallacy

Forecasting is hard but you can make it easier
What matters can’t be forecast and what can be forecast doesn’t matter
So how can you make better predictions and forecasts?
Great, so what’s the problem?
Why don’t people change?
Dedication is a hard thing to create and maintain
So what do I do? I’m not a mindreader …

******ebook converter DEMO Watermarks*******

kindle:embed:0002?mime=image/jpg


What happens if change is poorly thought out?
The right tools can make people change (or see change) easier
Conclusion: innovation needs a flexible framework

04    The TBD framework: an introduction

The future needs to be agile
The right mindset is key
How to toughen your optimism
The forecast is still cloudy, fast and changeable
The origins of TBD
Why two versions?
What ‘simple’ TBD is set up to do
The ‘simple’ TBD framework
Conclusion

05    Complex TBD

Why are two versions of TBD needed?
What is TBD+?
When do you use TBD+?
Before you start, a word on failure
The TBD+ process
Conclusion

06    How to get sign-off

Why people resist ideas and solutions
Understanding risk and why it isn’t a dirty word
Bias is everywhere and nowhere
Outsiders are often seen or needed to create movement
Selling power … painfully
‘That’s expensive’
Conclusion

07    Open business and innovation

What is open business?
Open business does not mean (or require) Holacracy
So how open does an open business have to be?
Why is being open such a big deal?
A halfway house is possible … but risky
So if open is hard and halfway isn’t great – where do I start?

******ebook converter DEMO Watermarks*******



For effective change, you need to create some disharmony
Sometimes you just need one thing … someone else
Conclusion

08    What to look out for

Expect the unexpected – they will
Run away if you hear senior executives say ‘it won’t happen to us’
Remember: fearing the iceberg is wrong
What you should do and what you shouldn’t do
Expect that things will also go wrong
An innovation toolkit
Conclusion

09    Dis-innovation

Why ‘think different’ probably won’t work for you but thinking differently
will

How you fix a bench says a lot about you and your company
Complacency is the killer, commitment is key
Your approach to any change has to be tailored
Thinking differently requires other people, not just you
Conclusion

10    Disruption and the Millennial generation

Why saying ‘Millennial’ is not helping you or your business
Challenge your myths about millennials
Why are people who were born between 1980 and 2000 so important?
Your business needs EQ not IQ – form a Millennial mindset
Do not dismiss the desire for meaning and meaningful work
Conclusion

11    The future of TBD and disruptive technologies

TBD is a framework – you are what makes it work
Why TBD goes with you through life
The future should not be feared
The future of TBD

References
Further reading

******ebook converter DEMO Watermarks*******



Index
Backcover

******ebook converter DEMO Watermarks*******



List of Figures

FIGURE 3.1    David Gleicher’s Formula for Change

FIGURE 3.2    Dannemiller’s revised Formula for Change

FIGURE 3.3    HERE/FORTH’s Formula for Change

FIGURE 3.4    Diffusion of Innovations

FIGURE 4.1    Risk Matrix

FIGURE 4.2    Decision Matrix

FIGURE 4.3    Can they?

FIGURE 4.4    Will they?

FIGURE 4.5    Are there enough?

FIGURE 4.6    Final score

FIGURE 5.1    Investment Matrix

FIGURE 5.2    Blank TBD+ Compass

FIGURE 5.3    Completed TBD+ Compass

FIGURE 5.4    Completed TBD+ Compass for supermarket chain

FIGURE 7.1    Impact vs likeliness matrix

FIGURE 7.2    Implementation vs impact matrix

******ebook converter DEMO Watermarks*******



FIGURE 11.1    Your lifetime in weeks over 80 years

******ebook converter DEMO Watermarks*******



List of Tables

TABLE 6.1    What to say, what not to say

******ebook converter DEMO Watermarks*******



******ebook converter DEMO Watermarks*******



******ebook converter DEMO Watermarks*******

kindle:embed:0002?mime=image/jpg


ACKNOWLEDGEMENTS

First and foremost I would like to thank my family: my mother, who taught
me the importance of empathy and authenticity, my father, who taught me
right from wrong and encouraged me to be bold, and my sister, who (despite
me being an utter rotter to her whilst growing up) is my greatest cheerleader.

I am also grateful to my other ‘family’; the friends who are also a constant
source of inspiration, strength and good times. The university family: Anita,
Colette, Dylan, Emma, Joanne, Jennie, Peggy and Jess. Not forgetting the
Los Angeles family: Aimee, Carla, Giovanna, Mike, Jess, Mark, Jay, Vince,
Corey, Marla, Jen and Phil. I thank you all for your support over the years
and am humbled by your loyalty.

Disruptive Technologies would have been much harder to write without
the advice, assistance and encouragement given by Darika Ahrens. You are a
constant source of inspiration who crystallized a lot of my thinking and
helped me push things further.

I would like to thank Kogan Page for approaching me and the following
people who have helped me along the way – each a star in their own right but
also amazing teachers, friends and sources of inspiration: Rob Bates, Lisa
Becker, Josh Brooks, Jonalyn Morris Busam, Robinne Burelle, Brenda
Ciccone, Cristian Cussen, Robbie Daw, Carolyn Dealey, James Denman,
Emma Diskin, Lisa Fields, Georgina Goode, Emily Hallford, Dave Halperin,
Emily Kealey, Jason Kirk, Michael Levine, Zia Namooya, Matt Parkes,
Deborah Peters, Brianne Pins, Nicole Randall, Simon Speller and the many
others who know who they are.

Finally, I’d like to thank you, the reader, because without people like you –
people who are interested in things like disruption, the future and doing
things differently – the world would be in a lot more trouble.

Thank you all.

******ebook converter DEMO Watermarks*******



******ebook converter DEMO Watermarks*******



Introduction

Stop for a second and imagine a world with no Facebook, where a Bitcoin
would only hurt your teeth, Uber only meant ‘above’ in German, Alibaba was
just an unlucky woodcutter, people couldn’t use their phones for much more
than making a call, commercial space travel was only in science fiction
comics, no one knew what an iPhone was, 9/11 hadn’t happened, the only
financial crises talked about were in history books, no one knew who Edward
Snowden was and America had only had Caucasian presidents.

This was the world 20 years ago.
Fast forward to today and all these things either feel old or very much

‘within our lifetime’. When you think about the above list of changes and
evolutions it becomes clear that these did not happen for reasons of politics,
population shifts or natural selection as seen previously in history. These
changes were calculated to fix problems – real or perceived – and many had
no physical element to them. Technology has been the great transformer here,
be it the Internet, increased collaboration or new ‘needs’ emerging.
Technology has been the driving force of change and will continue to be for
decades to come because of its proliferation into our everyday lives and more
importantly behind the scenes. Indeed, to previous generations it could sound
hyperbolic to say that a vast amount of what is normal today will seem
ludicrous to those looking back in 20 or 30 years’ time, but few would argue
this is the case today if we look back over the last 20 years. The rate of
change this generation is seeing is unprecedented. Whereas previous decades
were fraught with wars the likes of which had never been seen before, war for
this generation and subsequent ones will be an ongoing and regular
occurrence broadcast in high definition straight to their mobile device – a sad
reflection of modern life.
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How and why has technology advanced so
quickly?
Understanding this question is pivotal to understanding where technology is
going and how technologies will change further still. Improved
communication has brought about much of the innovation and technological
change we see today, whereas previous decades and generations did not have
the means to collaborate so freely or widely. However, greater
communication is not the only thing that has brought about the rapid change
we see today:

Advancements in processor power
The processor power in the average smartphone now eclipses the
functionality of the early floor-filling sprawling towers that were the first
computers. We can also do more with the devices in the palms of our
hands than we ever could with those massive, ancient wires. Make no
mistake, though; without them and the learnings that came with them, the
smartphone, PC and other industries would be in a very different state.
Interestingly, we may be on the cusp of a leap into new areas if Moore’s
Law – the principle that every two years the processing power of
computers doubles – is not as infinite as it was once thought to be. While
the law has been a constant for several decades (Intel, 2015) and will
likely be for at least the next decade, its future – and what comes after it –
is still being debated.
Miniaturization of materials
This has enabled smaller parts to be made and has given us the power to
do more using far fewer materials. This has driven costs of materials and
creating products (especially electronics) further and further down. Not
only has this saved money for manufacturers but it has also meant changes
to the way things are made – often with a lot less energy. While very few
technologies could be dubbed green initiatives, it means that what was
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once an enormous environmental polluter for the world is now a lot less
harmful (although this is far from having no effect on the environment).
Rapid prototyping
The ability to create a scale or full-scale product swiftly and cheaply,
using the computer-aided design techniques that were born in the 1980s,
heralded a new era for technology. Parts and full products could now be
created and tested, whereas previously full batches had to be produced.
Rapid prototyping and the early rectification of flaws have led to higher
successful potential of products.
Increased connectivity
More connections to the right people and an infrastructure to share and
promote knowledge (the Internet) have enabled significant leaps to be
made in various technological areas. This has gone beyond simple
computing and has extended to education, business and transportation.
The ability to observe and ask questions in order to continually improve
best practices and ways of doing things has fundamentally shifted
companies and countries to new levels. Instead of simply being able to
utilize the knowledge of your immediate peers you can access a vast array
of intelligence and perspectives enabling greater discoveries to be made,
faster and with less risk (be that wasting time, money or another resource).
Lower cost of storage
The cost of physical storage has plummeted, enabling new options,
including cloud storage, to come into the public realm. Essentially, storing
files and manipulating them on a distributed network – often referred to as
the Cloud – has saved money on physical materials and removes
additional laborious processes.
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Where will technology go next?
Technology is becoming more and more amorphous. What once was a
simple-to-understand spectrum has become a difficult beast to wrangle.
Clients often find a shoal of fish analogy works well. Fish will come together
to fend off attacks from larger prey, forming a larger mass to scare away
predators. When looking at technology it can be like this – a larger entity that
is made up of many smaller entities, each following a similar path, but when
pressure gets too much, change occurs and the shape reforms.

The changes that are happening are like grabbing a balloon – if you
squeeze one end too tightly, it will burst out in another area. Some of these
bursts can be predicted, others cannot. The ability to predict such movements
comes from careful analysis of a variety of criteria, knowledge, the landscape
and often a lot of other data. Other movements cannot be predicted and these
changes often disrupt the landscape much more than the predictable
movements of various fields.

Years ago, technology was simpler because systems were not connected
and computers and gadgets could only perform much more basic tasks. Those
days are far behind us and while it is unlikely we will ever truly lose ‘dumb’
technology (after all it was made to make lives easier) the future is exciting,
with connected systems holding the potential for making things better (with
some equally serious potential drawbacks, discussed in later chapters).

Connecting systems is an exciting arena. Due to such advancements –
especially cloud computing – a new future, the Internet of Things (IoT), is on
the horizon. First coined by Procter & Gamble’s Kevin Aster in 1999, IoT is
essentially a world full of cheap sensors deployed in everything from toasters
to train tracks that all feed into systems that collate and analyse ‘big data’ – a
term first used by John Mashey (Diebold, 2012). From smart cities to
predictive modelling, big data is a huge part of the future for every person on
the planet. Sensors in things are nothing new but the ability of connected
systems to solve larger problems faster and cheaper is, many believe, what
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will shape us for many decades to come.
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The world is about to get a lot more
complex
Based on IDC data, the global market for the IoT was just shy of US $656
billion in 2014 but is predicted to increase to US $1.7 trillion by 2020 as
consumer demand for devices that do more continues to rise along with new
ecosystems required for (and created by) connected devices. Relating this
growth to products, it means more than 29.5 billion cars, washing machines,
kettles, chairs, plant pots, door locks and much more besides (known as
‘endpoints’) – an increase from 10.3 billion in 2014 (Norton, 2015).

The key point behind the IoT is the aforementioned big data element.
Previously, it had been possible to collect relatively large sums of data but
visualization and analysis were difficult. Improvements in the statistical and
computational analysis of data sets (along with the exponential increases in
computer processing power) now mean that such shackles have been
removed. Data investigators (also known as ‘data scientists’) are now
somewhat freer to begin finding new patterns and areas to achieve different
objectives, whether it is saving money by limiting production at certain times
based on demand, redirecting traffic to smooth out traffic jams, or helping
diagnose mental illnesses based on chromosome patterns. The potential for
big data to change the world is clear although making changes based on the
results remains more complex than is often described.

Huge corporates aren’t the only ones who benefit from big data. In fact, it
may just be governments or city departments who gain the most value in this
area due to their ability to take time making changes, or else having multiple
systems at their disposal so changes can happen fast. While big data certainly
has the potential to help companies leapfrog competitors, it is the
combination of data, visualization and analysis working together that will
offer businesses the most significant gains. The list of what big data can do is
often bewildering and it is a growing area – a quick Google search throws up
more than 26 million results for ‘Degrees in Data Science’ (as of 1 November
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2015). Big data is not easy and requires a specific skillset (for now at least)
but more so it requires the right questions to be asked or the wrong answers
will be found – data is only as good as the analysis and insights drawn from
it. Beyond this, there are other issues with big data that fall into a couple of
areas – speed and being correct. Big data gets the name because it deals with
lots (sometimes billions) of bits of data, and apart from being cumbersome to
manipulate, finding real value from this complexity can be difficult because
of the size involved. Beyond this, the amount of data can lead to false
positives if not handled correctly – the complete opposite of the desired
outcome. Quick wins and short-term goals are often sought by businesses
grappling with big data to demonstrate success and recoup costs, but big data
requires care, time and attention in order for maximum value to be achieved.

Understanding big data (let alone acting on it) is not easy. Senior VP and
Chief Learning Officer at software experts SAP, Jenny Dearborn, explains it
succinctly (Dearborn, 2015):

Once you understand the deeper processes that underlie your data (descriptive analytics), have a
sense of why they are happening (diagnostic analytics), and have predictions about the future
(prescriptive analytics), the next step is to act on your knowledge.

The ability to predict the future is of course incredibly desirable for a large
number of reasons and while the aim of this book is not to predict the future
it is most certainly to help businesses and individuals plan for it. To plan for
something, you need to do three things: one, understand it (‘What is this
thing?’); two, evaluate it (‘How important is this thing to me?’); and finally,
you need to respond, even if the response is to do nothing (‘What should I do
about this?’). Each step is critical, and this book deals with each in turn,
specifically enabling you to not only understand but to evaluate and respond
to that area (and change) accordingly.
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Prediction is hard but that shouldn’t stop
you
Business leaders understand that prediction is part of any business that needs
to improve – adapting to changing times and technologies is far easier to say
than do. Predictions can be put on a scale – simple or complicated, based on
the data you have to hand. Everyday life prediction (the state of traffic at
different times, when the postman will come) can be reasonably accurate
based on previous patterns. But what about whether one country will invade
another country in 10 years’ time and the resulting economic effects on a
third country’s iron ore industry in 15 years’ time? This type of prediction is
hard to do and no amount of historical data, previous experience or gut
feeling will suffice because the data would be insufficient as a basis for real
decisions.

People and industry rely on individuals and collections of predictors (think
tanks, trend agencies) in the absence of any legitimate accurate data or
collected ‘database of truth’, which is all well and good until you realize it is
impossible to predict the future with so many unknown variables and
multiple moving parts. Studies have shown (Tetlock, 2015) that even the best
‘experts’ (a full collection of academics, pundits, consultants and specialists)
may be no more accurate than a monkey with a dartboard over a 20-year
period. The results of the Tetlock study showed that for shorter periods (three
to five years out), some experts were significantly better than others but most
participants floundered (or results were significantly poorer) the further out
they were asked to predict (five or more years). The results of this study are
why this book has been written, focused and structured in the way it has. This
does not mean that trying to answer the questions is futile or that we
shouldn’t try to do difficult things, but it does mean we need new tools,
systems and ways of thinking in order to solve such problems. Previously,
business used static models that were inflexible but were fit for purpose.
However, in today’s changeable world and technological ecosystems, such
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models are no longer suitable. It is for this reason that a flexible framework is
required and TBD (Technology, Behaviour and Data) was created. The
framework focuses on the heart of decisions that need to be made today,
tomorrow and in the future. Prediction is hard but rolling with the punches
can be easier if you have a workable system that enables you to make choices
and not be led by those forced upon you.
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Any good technology has people at the core
of it
Technology has always been a force in the world; whether your job was the
distribution of the Bible, or moving iron ore from one place to another,
technology was there to make things easier, smarter and faster. In today’s
world (and the future), technology is again taking on a different role, as
physical tasks are completed by robotic devices and mechanical processes
become invisible in our everyday lives. Instead, we see the function of
technology evolving to deal less and less with physical needs, somewhat in
line with Maslow’s Hierarchy of Needs (Maslow, 1943). This theory consists
of five key stages of human motivation: physiological (air, water, food, heat
and so on), safety (protection from the elements, physical security, laws),
social (intimacy, love, affection), esteem (achievement, independence,
prestige, self-respect) and self-actualization (personal potential, self-
fulfilment). Whilst Maslow has been critiqued since he introduced the model
(and other versions have been put forward) it is the humorous ones that stay
in people’s minds – for example, one that adds another layer on the bottom of
the pyramid entitled ‘WiFi’. Whilst comical, this simple addition does show
the pervasiveness of technology in people’s everyday lives and why
technology can become as much a disabler as an enabler.

Therefore, it is important that any strategy or framework has an element
that corresponds to how humans will interact or be impacted by any
technological change. Any new system you create will illicit behaviours from
those that are affected by it, so it is important to look at existing behaviours
before, during and after any change to make sure that you are making the
right choices and any desired outcomes are realized with the fewest adverse
outcomes. Understanding this impact is a major area of focus for this book, as
any change requires careful handling for a number of reasons but mainly
because humans are weak at dealing with change, and technology
(somewhat) has the role of replacing or reducing the necessity for humans in
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a lot of industries. A good example of this would be optical character
recognition software allowing computers to sort mail with very little human
oversight. The mail was a simple system that was completely revolutionized
forever with a small technological change. Fast forward 50 years and
Facebook is about to launch ‘M’ (explored in depth in later chapters), the
proprietary artificial intelligence helper baked into the world’s largest
messenger that can already book hotels, flights and theatre tickets along with
recommending ways to cheer you up. The reverse of the changes in the postal
system is now happening; large changes are coming to simple systems,
offering gargantuan potential outcomes. No doubt ‘M’ is an amazing
technical feat from Facebook but it is one with many issues surrounding it
when you think of the industries it is potentially about to disrupt.

Beyond Facebook’s ‘M’ and looking further forward, however, a new
breed of technologies is on the horizon; a clear and decisive set with not only
the potential to move minds and markets but perhaps the future of our race if
we are to colonize other worlds someday. These technologies are dubbed
‘emerging technologies’ and as we explore these in more detail we need to
think about the people that will use them. Arthur C Clarke famously once
said, ‘Any sufficiently advanced technology is indistinguishable from magic’
and this can be said for a lot of the emerging technology we’ll discuss in later
chapters. Overall, the public remain cautious (but optimistic) when new
technologies arrive. Often it is the way that such technologies enter our lives
or are introduced that has the greatest impact on whether they take off or
wither. This is why exploring the people (or behavioural) aspects of any
technology (and change) is so important. When jobs or liberty are threatened,
people react badly towards technology. This ‘effect’ can be seen throughout
Hollywood depictions of technologies in Minority Report, A.I. Artificial
Intelligence, I, Robot and beyond. This said, it is your job (and mine) to push
these comfort zones, sometimes probably without asking for permission.
Despite there being no firm reference for where or when he said it (if he said
it at all) Henry Ford’s famous quote sums up why: ‘If I had asked people
what they wanted, they would have said faster horses.’
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Adaptability for the win
Blockbuster, Enron, Woolworths, Borders, Comet, Jessops and Oddbins. All
decent businesses at one time but now consigned to the pages of history and
Wikipedia. Ten years ago, many thought these companies were untouchable
and yet today they have all ceased trading and seminars are run on how not to
be the next [insert failed business name here]. These failures aren’t one-offs
or victims of sad circumstances – they are, for the most part, examples of
companies who floundered in the face (or perhaps in some cases, pace) of
change. Peter Diamandis, Chairman and CEO of the XPRIZE Foundation,
best known for its US $10 million Ansari XPRIZE for private spaceflight,
famously quoted a statistic from a Washington University study: ‘40 per cent
of today’s Fortune 500 companies will be gone in the next 10 years’
(Ioannou, 2014). This quote was one of the founding thoughts behind this
book. To put it another way, if the statistic holds true (and there’s no reason
to suggest it won’t, and it may even speed up), every 3,650 days there will be
40 per cent turnover of the major corporations in the world. Who will they
be? Will yours be one? What will the new ones look like? How will they
impact your business? How will they impact your life?

When you read headlines and statistics like this, it’s easy to think that these
changes happen because the companies have bad products, poor leadership or
challenging economic circumstances. However, the truth often runs much
deeper. These businesses often lack the foresight and or the willingness to
adapt to changing times, whether related to technological changes,
behavioural changes or changes to do with data and the way it is utilized.
These elements are core throughout this book; the technology itself, the
people who will use or be impacted by the technology and the data that will
be required, created or changed because of the technology and changes
occurring. Understanding the why behind all these questions is imperative if
we are to go beyond surface implications – behaviour is a key one as,
ultimately, any change will impact humans – indirectly or directly.
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Business isn’t getting any easier. Despite the fact that it is easier than ever
to start a business and that we have access to new tools that previous
generations could only have dreamed of, many are struggling in this
emerging ‘new world’. The one certainty is that not all will survive. Many
businesses can survive one ‘hit’ from technological (the focus of this book),
political, social or economic factors but it is because of the various forces
currently colliding that many are seeing their boats fully overturned almost
overnight or (possibly worse) over time. The one constant, to paraphrase
Greek philosopher Heraclitus, is change. Those companies that can adapt to
changes happening around them, and quickly, stand the best chance of future
and sustained success as well as the lowest risk of major disruption from
outside forces as their ability to flex with the market and competitors’
movements is that much more robust.
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Having a system is key
Businesses and individuals need better systems to understand the changing
world around them. The first step of this is to understand what it is you are
dealing with, the second is to evaluate the thing you are looking to have an
impact on and the third is to act on the first two elements with an appropriate
response based on your aims, goals and objectives. Simplicity is then the key
to making the first practical steps to change.

In Chapter 1, you will be introduced to emerging technologies and
upskilled into a subset of technology that has the exponential potential to
genuinely transform businesses (and in some cases mankind). The chapter
will look at how each of a carefully selected group of technologies will
impact business and how you should think about them as they mature and
morph into new technologies and opportunities for your business. Chapter 2
discusses the disruption that surrounds these technologies and how they and
others are often misunderstood before their value is fully appreciated. This
chapter also explores how applying technology poorly is damaging your
customer relationships. Following on from this, Chapter 3 looks at the
‘innovation expectation gap’, and details how innovation happens and why it
is important. Chapters 4 through 7 detail the flexible ‘TBD’ framework
(technology, behaviour and data) and change evaluation system and discuss
why the flexible nature of the system is required for long-term success.
Chapter 8 is about the application of the TBD system and will guide you
through using the TBD when it comes to business decisions via a step-by-
step guide. By the end of Chapter 8 you will be able to decide whether to
invest in or ignore changes and will be armed with practical tips for
implementation of the TBD framework in the future. Chapter 9 will look at
‘dis-innovation’, why thinking differently won’t save you and how to make
the right changes now so you are ready for 2020 and beyond. Chapter 10
looks at why the Millennial generation is so important to the future, how
‘Millenovation’ is the next step in your company’s future and how to utilize
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the Millennial resource rather than being swept away by it. The final chapter
will look at the future of TBD, emerging technologies and how to make sure
you aren’t overwhelmed by the next big thing.

Change is hard. Don’t let anyone tell you differently. Whilst it is easy to
say, it is most definitely not easy to do – especially in a corporate
environment where there is no finish line. This book, and more precisely the
TBD framework, will give you confidence and prepare you to take a similar
journey multiple times.
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01
Emerging technologies

The world is certainly a smaller, more intricately connected place because of
the digital revolution and one also still very much in flux as technologies
continue to collide with one another, forming new ones. A recent example of
this is the use of machine learning and instant messaging to create ‘chat bots’,
in essence an ‘ask and answer’ mechanism using instant messaging but also
now being used to deliver search results, book tickets and perform other
functions in the social and work environments. Many businesses (and
technologies) are acting like balloons under pressure – sometimes the balloon
bursts and other times (depending on the location and other forces acting on
it) it morphs into a new shape. Data is driving a lot of this change – data
needs input and input comes from recording what is happening, which
requires sensors. With billions more sensors flooding the market over the
next five years in devices like smartwatches, phones, cars and household
items (commonly known as the ‘Internet of Things’), we are about to see
entirely new emerging technologies and economies springing up and altering
those that already exist. Some of these new technologies will change
industries and others will add to existing economies – but not all will disrupt.
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Is it emerging or disruptive?
Both emerging and disruptive technologies can be confusing at times.
Emerging technologies are referred to as such because they are not yet fully
formed and usually never fully develop a final state of being. Social scientists
Rotolo, Hicks and Martin (2014) point this out in their description:

[an emerging technology is] a radically novel and relatively fast-growing technology characterized
by a certain degree of coherence persisting over time and with the potential to exert a considerable
impact on the socio-economic domain(s) which is observed in terms of the composition of actors,
institutions and patterns of interactions among those, along with the associated knowledge
production processes. Its most prominent impact, however, lies in the future and so in the
emergence phase is still somewhat uncertain and ambiguous.

Disruptive technology is a contentious theory with several critics. The main
arguments are around when the term should be applied, although as more and
more technologies arrive that appear to disrupt, two things become clear –
speed and totality are key for true disruption to occur. The speed of the
disruption, or rather if the disruption is expected, is key for many; for
example, while they are transformative, electric cars have not been truly
disruptive because of the way gas companies and other organizations have
slowed their progress. In other words, there must be some element of speedy
bypassing, upgrading or replacement of the outdated way of doing
something. Personally, I feel disruption is disruption whether it happens
quickly or slowly but there is merit in the criteria so let’s let the nerds have
this one.

The second argument surrounds a technology’s transformative ability or
how much of an old thing a new thing changes and the value this creates.
Rather than speed, this, to me, feels like the key criterion for disruptive
technology, as Christensen (considered the godfather of the term ‘disruptive
technology’) puts it:

The technological changes that damage established companies are usually not radically new or
difficult from a technological point of view. They do, however, have two important
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characteristics: first, they typically present a different package of performance attributes – ones
that, at least at the outset, are not valued by existing customers. Second, the performance attributes
that existing customers do value improve at such a rapid rate that the new technology can later
invade those established markets. (Bower and Christensen, 1995)

Put another way, disruptive technologies (or at least the ones that iterate in an
existing market or company) often discard what people don’t like about a
business and ramp up what people do like, such as saving money, saving
time, being happier, making better choices, being extravagant … the list goes
on. Additionally, companies producing the disruptive technology may add in
extra desirable elements to further add value to the end user.

A great way of seeing how disruption works and affects established
businesses can be seen in a great quote from Tom Goodwin of Havas Media:

Uber, the world’s largest taxi company, owns no vehicles. Facebook, the world’s most popular
media owner, creates no content. Alibaba, the most valuable retailer, has no inventory. And
Airbnb, the world’s largest accommodation provider, owns no real estate. Something interesting is
happening. (Goodwin, 2015)

The perfect case study is, of course, Uber. Except it isn’t when you look at it
deeply. While it has displaced multiple entrenched taxi services around the
world, it did not create anything new; it just changed the rules of the existing
system. While Uber is now building on its network and pushing into new
areas such as delivery of parcels, food and gifts, these are all areas
traditionally owned by other massive companies. The days of Uber not
meeting significant resistance may soon be over thanks to various new laws
and readings of old laws affecting their business model. New services like
Uber may provide more validity for applying the disruptive innovation
criteria, but currently Uber is simply mislabelled in the eyes of many
academics.

A better example of disruptive innovation is Netflix. Initially a DVD
(remember those?) mail-only company, Netflix helped dislodge Blockbuster
and flipped the video rental business forever. Netflix identified issues that
Blockbuster (a physical product-based company) simply weren’t handling
well; the service took a lot of time, and availability and choice were an issue.
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Fast forward a few years and Netflix responded with an online service that
offered fast access, affordable service and bandwidth to serve more
customers than Blockbuster ever could.

All may not be well in the Netflix camp, as others are now looking to
disrupt their business model by creating similar and different models based
on the success Netflix continues to see. This highlights the old idiom that
seeing and fixing others’ problems is easier than seeing and fixing one’s own
– a valuable insight for many businesses and no doubt for most people
reading this book. Looking at someone else’s business and ‘fixing’ it to
create something new that enough people want is a core skill in tomorrow’s
economy. Beyond simply creating new businesses and products, the TBD
framework explained later in this book will also help you to identify areas of
improvement (or weakness) in your own business before disruptive forces
affect the business negatively.

Disruptive technology is not necessarily about killing off old or ‘bad’
businesses; as we saw earlier, Blockbuster was not a bad business – the
company simply failed to move fully with the times and technologies that
encroached upon it. Joseph Bower (2002) explains how companies miss this
happening:

When the technology that has the potential for revolutionizing an industry emerges, established
companies typically see it as unattractive: it’s not something their mainstream customers want, and
its projected profit margins aren’t sufficient to cover big-company cost structure. As a result, the
new technology tends to get ignored for what’s currently popular with the best customers. But then
another company steps in to bring the innovation to a new market. Once the disruptive technology
becomes established there, smaller-scale innovation rapidly raises the technology’s performance
on attributes that mainstream customers value.
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How do disruptive technologies happen?
We’ve seen a glimpse into how disruptive technologies come to light but an
alternative way to answer this question is to look at creativity and how new
things get created. There are three basic ways to create something: copy the
thing you want, combine multiple things, or transform something to become
the thing you want (you can then apply the other techniques multiple times).
As Kirby Ferguson puts it in the excellent ‘Everything is a Remix’ series
(Everything is a Remix, 2015):

Remix. To combine or edit existing materials to produce something new. These techniques –
collecting material, combining it, transforming it – are the same ones used at any level of creation.
You could say that everything is a remix.

Disruptive technology can get overly complex, with a lot of detail needing to
be ploughed through. However, the technology can also be radically reduced
to help us understand it and move forward in a smart and effective way. This
reductionist philosophy can be applied proactively or reactively and the
theme of clarity through simplicity is one carried throughout this book.
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So what disruptive technologies are going to
be big deals?
Writing about every technology that will ‘blow up’, while possible, isn’t
realistic or necessarily helpful for business leaders. Instead, this book will
help you do two things: know more about the big areas and discover a
framework that will aid you in evaluating any technology and change to be
made to make more strategic bets about the future. However, there are five
big bets for disruptive technologies that are important for every business
owner and department head to understand beyond simple surface knowledge.
Some are in their infancy (artificial intelligence, nanotechnology), and others
are still on the periphery of mainstream culture (blockchain); some remain
misunderstood (3D printing) and some, while highly desired, are not quite
ready to take any giant leaps forward (holography).

Why were these technologies chosen?
Some of the technologies are software based, others are materials, and

some are virtual. Some names will no doubt be familiar to you and others will
not be, but none of them are difficult to understand when you reduce the
basic elements down. Each of the technologies has been chosen because of its
potential likely impact on business and culture at large. Additionally, the
technologies explored offer the biggest potential for businesses when it
comes to cost savings, product innovation and future-proofing business
functionality.

To aid comprehension and the use of the information, each emerging
technology has:

a clear and simple description;
a brief discussion of why the technology will impact different businesses;
a predictive timeline of when they will impact different businesses;
pros and cons;
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an impact score (out of 10) regarding how big an impact it will have on
mainstream culture (or life).

The technologies covered include:

blockchain (the computation behind Bitcoin) and Bitcoin;
artificial intelligence (and machine learning);
holography (including virtual reality and augmented reality);
3D printing;
nanotechnology (including graphene).

Impact scores have been assigned to all technologies based on several factors
including likelihood of happening, time to disruption, the potential severity of
the impact and the length of disruption (amongst other elements).

The timeline to impact is a guide for businesses to use as markers to create
changes needed to survive and thrive. ‘Consumer’ relates to when the
average consumer will have greater than surface knowledge of the technology
and will probably use it – in some form – in their daily lives. ‘Enterprise’
refers to the other end of the scale, when businesses will be using (or
benefiting most from) the technology.
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Blockchain and Bitcoin
Often misattributed as Bitcoin itself, the blockchain is like a public ledger of
transactions and is the basic element that underpins (or powers) virtual
currency technologies like Bitcoin. Often referred to as ‘crypto-currencies’ or
‘decentralized digital currency’ Bitcoin can be used in the real world to buy
goods but is primarily used for online transactions in both the light and darker
areas of the web. While the potential for blockchain technology is far from
limited to virtual currencies, it is most famous for driving the idea of virtual
currencies and is what we’ll focus on here.

The simplest element of a blockchain is a ‘block’. Blocks are essentially a
permanent record of files that hold data about digital transactions. Each time
a block is ‘full’ it gives way to the next block in the blockchain. No one can
alter the contents of a block (part of what makes the technology secure) and
every block has a highly complex mathematical problem attached to it. Once
these equations and calculations are solved (a process called ‘mining’) using
an individual computer’s processing power (or series of networked ones) the
miner accrues a Bitcoin he or she must keep in a wallet (think bank account).
Every time this is done, a new Bitcoin enters circulation. The harder the
mathematical problem, the longer it takes to solve, and so the creation of new
Bitcoins is somewhat regulated but not in the way the outside world regulates
currency.

The blockchain is stored in networks of distributed nodes across the
Internet. Each node has a copy of the entire blockchain and as new nodes
come and go this secures the chain against issues like poor connectivity,
hardware failure or outside forces looking to disrupt the process. In other
words, there is no single point of vulnerability, which makes blockchain
harder to attack (and less likely to fail) than, say, a centralized banking
system owned by one person.

Bitcoin has had a chequered past and, as with a lot of technologies, it saw
some darkness before it saw the light, notably being used by unsavoury types
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on the Deep Web (content that is not indexed on the web) to buy and sell
drugs, guns and other illegal services. Despite there already being pizza shops
in New York that have Bitcoin ATMs and coffee shops that accept Bitcoin as
payment, the idea of the blockchain is a very technical one that many people
and businesses simply do not want to trouble themselves with.

Quick snapshot: Blockchain

What: The underpinning technology of virtual currencies that uses a block to
form chains as mathematical problems that are solved by computers across
the Internet.

Pros:

Flexibility. Due to their digital nature, it is easy to distribute and transfer
money or Bitcoins anywhere in the world at any time.
Global. You don’t have to worry about crossing borders, rescheduling for
bank holidays, or any other limitations one might think will occur when
transferring money.
Control. There is no central authority that controls Bitcoin, so you are
totally in control.
Secure. Created to ensure personal information is kept private, blockchain
technology activity protects against things like identity theft.
Lack of fees. Both a pro and con – while there are no or very low fees,
new services can be created to charge extra (eg faster processing).
Fewer risks for merchants. Bitcoin transactions cannot be reversed and do
not contain personal information, so merchants are protected from fraud.
Business in troubled areas. Due to the blockchain, it could be possible to
expand into otherwise dicey areas where it would have been easy to
mislead people, because of the way the blockchain is set up. Due to this,
Bitcoin could be said to have the potential to transform whole -industries
– from finance to retail – as dependence on old money hierarchies drops.
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Cons:

Level of consumer understanding is low. This is a key area of concern for
many – while more money for education will likely in effect benefit
everyone, no one wants to spend their own budget educating other
people’s customers.
Level of consumer trust is low. A key concern to users and creators alike,
significant resources can be misspent if companies fail to meet needs of
consumers early.
Scale. Growth will likely be slow and hard unless it is adopted by large-
scale organizations.
Issue resolution. No system is perfect but since there is no owner, who is
at fault if issues arise? Who will sort the problem out? Key considerations
for customer service, training and brand reputation management.
Volatility. Blockchain technology, while secure, often means there are
limited amounts of coins because of the way it was created. This volatility
causes fluctuations and uncertainty and while as time goes on this issue is
likely to decrease, businesses will still have to deal with the repercussions.
Uniqueness. Unlike some technologies, Bitcoin and blockchain are hard to
grapple with (despite being relatable to currency) and therefore have a
higher bar than other technologies like contactless payments and in-app
purchases.

Why important? It is not hyperbolic to say that blockchain and the
technologies it enables have the potential power to disrupt entire countries.
Big banks and corporations have billions invested in maintaining the current
state of the financial system but it is when the friction of using Bitcoin and
the other technologies reduces that we will really see consumer adoption and
larger disruptions occur.

Impact score: Likely = 7. Potential = 10.
(Note: This score is for mainstream life and the average business –

naturally (as mentioned above) some businesses will be (or could be) affected
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more than others.)
Timeline to impact: Consumer = five years; enterprise = two to four

years. Adoption may be slow due to the level of education required, the
closeness to something of value (people really avoid messing with money)
and finally the protection the current system has from multiple powerful (and
interconnected) entities.
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Artificial intelligence (and machine learning)
If we look at film history – Chappie, Her, I, Robot, A.I. Artificial
Intelligence, The Matrix, Transcendence, Blade Runner, Ex Machina and of
course the dreaded HAL from 2001, A Space Odyssey – things are not going
to end well for humans according to Hollywood. To fully understand the
realities of AI you need to do one thing and that is erase everything that
Hollywood has taught you or everything you have read about AI. The reality,
as you’ll see below, is much less advanced than we are being led to believe
by the news and the movie studios.

At its simplest, AI is any technology (not just robotics) that aims to
emulate intelligent human behaviour by appearing to understand complex
content, engaging in natural conversation with people, learning and making
‘its’ own judgements. The applications of such technology are as far–
reaching as they can be unnerving, from cars that drive themselves
(autonomous vehicles) and speech recognition (customer service bots) to risk
detection and consideration. Besides these useful elements, there is also the
ability to process much more information – and create useful outcomes from
it – than the human brain is currently able to. The processing element enables
systems to run millions, possibly billions, of scenarios and choose the best
outcome based on rules we give them. However, it is the sentient nature of
such systems that concerns Hollywood producers it seems – rather than being
a robot slave, true AI seeks betterment and a focus on awareness beyond
simple scenario planning.

Often AI is simply attributed to the loner genius in his basement who
stumbles upon sentient intelligence or robots that for some reason develop a
glitch in their programming that suddenly gives them human-like awareness.
Sadly, the reality is far duller – research is slow, highly technical, siloed and
incredibly secretive at the top end of the spectrum as scientists and
researchers are often unable to share or learn from other experts because of
non-disclosure agreements. Progress is slow and, despite the sensationalist
appetite for the technology from some (Hollywood), the reality of a world
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with sentient robots – barring a breakthrough – is some way into the distance.
However, it would be foolish to ignore AI as being too far in the future to

be useful. Facebook has successfully piloted ‘M’, the helpful service within
Messenger that helps book tickets and hotel rooms and answers simple
questions but with human oversight. In essence, it is not true AI but a
learning algorithm that can then predict things based on this data – this is
known as ‘machine learning’ and evolved from attempts to create AI.

The main goal of the AI field remains firmly general intelligence (which is
fairly universally accepted as a long-term goal) over some of the subfields
like computational intelligence and machine learning that have goals that are
easier to achieve.

Quick snapshot: Artificial intelligence

What: The field of science – not limited to robotics – that handles technology
aiming to emulate human behaviour.

Pros:

Accuracy. Due to increased processing capabilities, better decisions can be
weighed and then chosen.
Human limitations. Creating smart robots does make sense when we think
about the human body and its fragility. In particular, the areas of space
and underwater exploration have a lot to gain from the use of AI.
Freedom. Intelligent machines can free us from boring jobs and indeed
manage the process. While this scenario may scare some, it will equally
excite others as new jobs and opportunities emerge.
Smart use of time. Time is something we as a species can never get back.
Thus, creating or utilizing tools that can help us do things more efficiently
(GPS, predictive text, virtual personal assistants like Apple’s Siri) should
be the priority to maximize our time here and the impact we have on the
planet.
Always on. Robots and AI do not need sleep as humans do, which could
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lead to significant productivity gains through maximizing the workable
hours in a day.
Safer. AI and robots can complete tasks without feelings, eliminating
human error due to boredom or tiredness.

Cons:

Cost. AI is incredibly expensive to create and while maintenance is small,
updates and changes will be frequent.
Ownership. Machines are programmable units; without consciousness, the
robots do as they are programmed to do, so whoever owns the robots
could, therefore, be said to choose – do I use them for good or bad?
Hacking is also a real concern.
Ethics. As mentioned briefly above, there is a raft of ethical and legal
issues to contend with surrounding the giving of life, slavery principles
and numerous other ‘what if’ scenarios. These are large and robust issues
that cannot be ignored when thinking about any element of AI. Each has a
book’s worth of arguments for and against it and while it is always
important to explore such things in detail before large decisions are made,
this book’s aim is to simplify as much as possible, so these will simply be
listed here.
Data loss. Due to the significant reliance on big data, the many possible
issues faced by AI programs and robots will mean lengthy downtime and
costly offline time to restore data and files.
Creativity. Currently, a machine is a machine, but what if that machine is
required to think outside of its programming? What about common sense?
Emotional intelligence. Robots have no souls. Can empathy be
programmed? This and more questions besides are considerations for
when AI is inappropriate. For example, an AI surgeon may technically be
a better doctor but would you want it to give you some life-altering news?
Degeneration. What happens if we use our brains less as a species? What
impact would this have on future generations?
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Why important? AI is the next evolution of computing and potentially the
next wave of humanity – imagine what the world could look like if every
decision becomes optimized for the best possible outcome.

Impact score: Likely = 10. Potential = 10.
Timeline to impact: Consumer = three years for full public rollout but

limited or low-level functionality; enterprise = two to four years for full
rollout but limited functionality; +15 years for mid–full AI due to the level of
investment required, the level of secrecy and siloed nature of the field.
Additionally, new laws will be required regarding AI along with significant
ethical guidelines for its use which will take time to create, agree on and sign
into law.
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Holography
Holography is simply the study or production of holograms. While often
confused with tomography, Pepper’s Ghost Illusion and volumetric displays,
holograms are created using a technique that reads the light from an object
and then presents it in a way that appears three-dimensional. It’s important to
note that the term ‘hologram’ can refer to both the encoded material and the
resulting image – whether static or moving. While it is likely you’ve seen
stickers, security features and images that appear holographic, it is unlikely
you’ve had a jaunt in the Holodeck from Star Trek or a conversation with
Princess Leia from Star Wars (although the ability to do both things is
tantalizingly close, in laboratories at least).

Recently, holograms have come back into favour within multiple
industries, especially music, although these utilize a technique known as
Pepper’s Ghost, based on an old trick that fools participants into thinking
they see a ghost appear out of nowhere by using angled mirrors. This
technique has been used recently with Michael Jackson, Tupac, Mariah Carey
(and soon potentially Elvis Presley) and although this is not a 3D hologram,
these examples are an interesting halfway step to what will one day likely be
commonplace.

When you sit back and think about holograms, there are several issues.
Beyond simple technical issues, there are multiple problems surrounding the
legal use of likeness, distribution rights, fraud and the high costs involved in
large-scale images without 3D glasses. In labs in Japan, the technology is
being pushed even further with the use of haptic technologies (air pulses,
ultrasound) that further extend our experience with holograms as they are not
yet physical experiences you can interact with.

Most 3D holograms to date have been relatively primitive when it comes
to design although this will change rapidly as more people gain access to the
technology and begin experimenting with it.

Quick snapshot: Holography
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What: Holograms and volumetric displays.

Pros:

Multiple applications. Holography is a burgeoning field with lots of areas
that can benefit from the insights and technology, including terrain
modelling, scientific visualization, medical visualization and architectural
modelling.

Cons:

Expensive. Currently, the technology required to create holograms and 3D
imagery is limited and expensive due to the technology and man hours
required.
Limited need. Currently, while there are benefits to using holograms, they
are by no means essential. Beyond consumer desire to have Princess Leia-
esque messaging, the use cases often do not match the cost or effort
required.
Time-consuming. Creating holographic images takes a lot of time due to
the multiple processes required and the planning involved.
Technical issues. Due to the physics involved, holograms will never work
well in sunlight.
Lasers. Current technology uses lasers to create holograms which, if
viewed from incorrect angles, have the potential to damage retinas
permanently.
Ethics and rights. Currently, using people’s likeness is covered by
multiple laws and regulations – holography (especially) after death occurs
causes another legal headache for creators and users of the technology.

Why important? Holography, because of its Hollywood portrayals, has been
regarded as the holy grail of technology. Whether recorded or live,
holography is one technology everyone wants but perhaps isn’t sure what to
do with it once they have it. True holograms (ie without the aid of a visor or
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another screen) are a technically challenging arena that can be extremely
helpful for things like crime scene visualization or used for entertainment
purposes. Both are valid but do not have equal value for society.

Impact score: Likely = 5. Potential = 8.
Timeline to impact: Consumer = +12 years; enterprise = +10 years. The

long timelines are due to the technical nature of holography and the current
state of the industry. While holograms do exist, current technology limits
mean they are rarely seen outside of a laboratory. Beyond this, their practical
applications, while not limited by any means, are equally not crucial to our
existence – for example, dentists have X-rays and other imaging technologies
to which a hologram wouldn’t necessarily add more definition or
understanding. Beyond these issues, the costs are simply too high currently
for a speedy uptake in either the consumer or enterprise sector.
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3D printing
3D printing is the process of using a digital file to create a three-dimensional
solid. It is often referred to as ‘additive manufacturing’ as it involves adding
layer after layer of material to create the final product. Currently, most 3D
print manufacturing is at a somewhat low level, in most cases used for
replacement equipment parts or prototyping new designs for trainers.

An easy way to understand the complex process is to imagine a piece of
string being folded back and forth focusing on different areas sometimes
more than others to create a model of Michelangelo’s ‘David’ from toe to
head. The process itself is pretty simple. First, take the design of the object
you want to print after it has been digitally rendered by powerful computer
programs or by scanning an object with a 3D scanner. The next step is to
print the object using a 3D printer. There are several types of printer that use
multiple processes but mainly vary the way each of the layers is added. For
example, some methods use a melting process to create the ‘thread’ to create
the layers (the most common method) but others use lasers to harden a pool
of material instead. The materials that can be used in 3D printing include
glass, nylon, wax, silver, titanium, steel, plastic, epoxy resins, wax,
photopolymers and polycarbonate, with more announced from universities
and laboratories around the world on a monthly basis.

Beyond simple trinkets and replacement parts, 3D printing gets incredibly
interesting and cutting, nay bleeding, edge, with a large number of fields
experimenting with new materials and construction techniques:

graphene – stronger than steel, graphene is giving a massive headache to
the metal industry because of its lightness and strength;
quick-drying cement is enabling construction firms to 3D print homes in
disaster-stricken areas, enabling quicker recovery for communities;
human cells are being used to create human organs and body parts using
3D printing techniques – a field called bio-printing;
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food has also been printed – fruit, pancakes, pizza, ice-cream, burgers,
waffles and chocolate have all been piped into existence;
drugs are one of the most recent items added to the list of things that can
be 3D printed, with epilepsy medication already in circulation.

Quick snapshot: 3D printing

What: The process of creating a 3D physical object from digital blueprints
that exist in databases and can be downloaded (if the author gives
permission) by anyone, anywhere and anytime.

Pros:

Versatility. As confirmed by the list of materials above and the ones being
tested, 3D printing is without doubt one of the most versatile disruptive
technologies out there.
Intricate. 3D printing has already achieved standards on a par with
traditional manufacturing methods in medical fields and has created
prosthetics devices and dental accessories.
Prototyping. The ability to rapidly create examples to be tested before
mass production lowers costs and saves time in getting products to
market.
Green. Most components utilized by 3D printing offer the same (or
superior) safety and stability capabilities as traditionally manufactured
components but at a fraction of the weight. Now push this idea up a few
levels when using metal in aircraft. The ability to save money and the
environment due to requiring less fuel and you start to see why 3D
printing is the disruptive force it is.
Logistics. If there are 3D printers in Los Angeles and New York you don’t
need to transport goods between them; simply print one out where it is
needed, again saving money and time.
Overproduction. 3D printing is on-demand printing at its core, meaning
that you print what you need, saving resources, time and waste. It also
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means you can print small batches when needed rather than shelving
replacement parts in massive (and expensive) warehouses for many years.
Customization. With free designs, low-level entry and increased access to
high-level specifications and information, the ability to alter, remix and
reimagine increases exponentially. The ability to redesign the latest lamp
shape to their own specification is now within the grasp of every
consumer.

Cons:

Mechanization. The undertaking of more work by robots has massive
implications for the labour industries. 3D printing enables the average
consumer to create physical objects that can be used for a wide variety of
purposes without the need for specialists, shops, delivery people and many
more besides. Beyond this, 3D printing could also bring a fair amount of
these jobs home and encourage increasing worker skill levels.
Copyright. Intellectual property and copyright are massive issues in the
area of 3D printing, and the law is being slow to catch up. How do
designers and manufacturers maintain the value of their goods if a digital
file cannot be secured? If a free design is modified and becomes a roaring
success, does the original creator see any royalties?
New laws need to be created. Guns have already been 3D printed and
have quickly been banned in several states. With all new technologies,
making sure people are safe is paramount, but often the law has to run to
catch up to the potential (and threats) offered by new technologies.
Quality. While some materials offer superior qualities, not all designs do.
Currently, 3D printing designs are shared freely and openly – a great
democratizing benefit of the technology – but often quality is simply
lacking in the designs.
Liability. What happens when something breaks? Who is liable if anyone
can be a producer or manufacturer?
Speed. The big issue with 3D printing is that it is not a quick process, with

******ebook converter DEMO Watermarks*******



larger items taking double-digit hours to complete before the additional
work – which most items require – can begin. Mass production is still a
way off due to the cost of printers – especially the larger units.
Cost. 3D printing is still expensive, and while costs are coming down
(both of materials and machinery) it will be a significant number of years
before the costs involved will be comparable to traditional manufacturing
processes.
Control. If items – especially drugs – can be 3D printed, what happens to
the oversight and regulation? What happens to Customs departments when
items are no longer transported across borders and oceans?
Shipping. While many analysts predict lower transport costs because of
3D printing in the long term, many predict a rise in closer-to-home
transport costs due to items requiring transport from printing hubs or
stores.

Why important? The worldwide 3D printing industry is expected to grow to
US $12.8 billion by 2018 and exceed US $21 billion in worldwide revenue
by 2020 (up from US $3.07 billion in 2013) (Wohlers, 2015). Due to falling
costs, 3D printing technology has the capability to transform almost every
major industry (think everything but banking) and change the way we live,
work, and play in the future. The most likely outcome is that 3D printing will
take its place alongside traditional production technologies, rather than
replace them.

Impact score: Likely = 10. Potential = 10.
3D printing is one of those technologies that seems harmless enough until

you begin to think about the ramifications for big businesses of people
printing replacement parts and making things last longer, let alone what this
sort of technology does for developing economies based around
manufacturing. 3D printing is unlike all other technologies previous
generations have ever witnessed due to the lack of hierarchy required and
distributional elements associated with the field.

Timeline to impact: Consumer = +seven years; enterprise = two to five
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years. 3D printing is already available in a limited format for both consumers
and enterprise, but the technology is not mass market yet because of the costs
involved, time of production and current materials available. Therefore, the
disruption is truly set to come once this peak has been reached.
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Nanotechnology
Nanotechnology is all about the small – the ridiculously small in fact. Often
referred to simply as ‘nanotech’, the field derives its name from its scale and
relates to the changing of matter at the atomic and molecular level to create
new properties and applications.

Fields that are directly working with nanotechnology already include:

aerospace (new materials, batteries, lighter materials);
food (better preservatives);
consumer electronics (scratch-resistant screens);
energy (cheaper and cleaner sources);
medicine (faster absorption).

The scale at which nanotech works is staggering. A pin-head (1 mm
diameter) could have a million nanometers laid end-to-end across it, a sheet
of paper is about 100,000 nanometers thick and a single red blood cell could
have 2,500 nanometers laid across it. The desired outcomes and properties
that result from breaking down and recombining different molecular and
atomic elements are – as you might expect – strength (new metals), speed
(electric conductivity) and weight (graphene – a super-light new metal)
amongst others. Following these new properties is a raft of applications that
are as desirable to the military as they are to scientific fields and the business
world. Nanotech is already in use in numerous commercial products and
processes when products require materials to be lightweight yet strong or
with specific properties – think sunscreen, sporting goods and boat hulls for
common applications.

Once the realm of science fiction, nanotechnology is about to revolutionize
the medical field in particular. The ability to put sensors and diagnostic tools
inside the body that send back data to the outside sounds a long way in the
future but in fact Phillips recently introduced ‘VitalSense’, a pill-sized device
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that continuously monitors a person’s core body and skin temperatures
without touching the patient. In essence, it is an indigestible device rather
than a wearable one. Dentists, opticians and pharmacists are all in some way,
shape or form also using nanotechnology, be it to improve absorption, create
scratch-resistant coatings or to promote bone growth from surrounding cells.

There is a global arms race (of sorts) happening when it comes to nano
research. The United States is the leader, based on the National
Nanotechnology Initiative, investing upwards of US $3.7 billion, with the EU
investing a third of this and Japan trailing with US $750 million (India Daily
Star, 2012). Nanotechnologies are estimated to have a global value that will
reach US $4.4 trillion by 2018 (Lux Research, 2014).

Quick snapshot: Nanotechnology

Pros:

Better attributes. While stronger, lighter and cheaper doesn’t always mean
better, it is likely that the flexibility of the nanotechnology properties will
improve a wide variety of fields.
Impact. If things last longer, we should be able to buy fewer of them.
Recycling. Advanced nanotechnology is currently being researched that
will clean up landfills, in essence ‘eating’ (or molecularly destroying)
rubbish – taking recycling to a whole new level.
Health. Internal medicine will be massively affected by nanotechnology.
Fields such as nutrition will also likely see benefits, with ‘smart’ foods
that could potentially fight disease or stop ageing. In essence, the
nanotechnology is programmed to seek and destroy various ailments.
Preemptive. If nanobots can ‘live’ inside us, the ability to monitor and
combat sickness early increases exponentially.

Cons:

Weaponization. Nanotechnology has the potential to be lethal if turned
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inwards towards the human body. Issues surrounding the invisibility and
programmability of the technology have many concerned in this regard.
Human costs. With nanorobots and self-replicating technology on the
horizon, human jobs are at risk as robots can work harder and longer
under poor conditions.
Health issues. Nanoparticles used in paint have been found to cause a
severe lung disease in paint factory workers recently (Smith, 2009).
Environmental effects. Despite being microscopic, the potential
contribution to environmental destruction cannot be understated –
especially if self-replication of nanobots (where one nanobot creates other
nanobots) becomes a reality.
Economics. Nanotechnology is not cheap and the research is not
universally available, meaning intellectual property and skills become a
rich area for disruption at a macro and market level.
Control. Any country or business that forges ahead in this area will
potentially have a significant advantage over others.

Why important? Despite the highly complex processes and costs involved
when creating nanoproducts, the future is bright for nanotechnology. The
possibilities when it comes to health and the human body are staggering and
continue to drive massive amounts of research into prolonging and improving
life. Academics predict the technology will evolve into new areas including
being capable of self-replicating (collecting other particles it needs to create
more ‘nanites’) – a theme already picked up on by Hollywood.

Impact score: Likely = 7.5. Potential = 10. The potential for
nanotechnologies is impressive because of the versatility at the heart of the
technology and the power it offers to business and humankind. While the
technology has steep learning curves, costs and implications, it has the
potential to revolutionize multiple industries.

Timeline to impact: Consumer = five to ten years for advanced property
consumer nanotechnologies; enterprise = five years. As with 3D printing,
nanotechnology is available but has serious cost implications attached that
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are holding back larger breakthroughs and application in consumer settings.
Disruption could occur at any time so make sure to keep an eye on research
that is happening in your field.
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Conclusion
Each of these technologies represents some of the biggest opportunities and
major changes the world will see in the next few decades but none is without
issue. Now that we have looked at each of the technologies to understand
what they are, what they could become and when disruption will happen, we
need to look at the larger landscape. These technologies are constantly
changing and colliding into one another. In the next chapter, we will look at
the brutal truths behind these technologies, why they are often
misunderstood, the barriers to putting them into practice in corporate
environments and why bad technology choices undermine customer
relationships.

Beyond understanding how technology impacts the customer relationship,
Chapter 2 discusses the need for a flexible approach and understanding of
these and future technologies. This framework has become known as TBD
and isn’t set in stone; it is simply a pin to help navigate a route forward. The
route will likely change but the key is to have a flexible system to enable you
to move forward at all stages.
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02
Disruptive and emerging
technology: the brutal truth

******ebook converter DEMO Watermarks*******



What’s the problem here?
The issue at play is the customer experience and perception of your brand.
Whether it is a product that doesn’t work, doesn’t work for long or increases
the time to the desired outcome (leaving quickly, paying securely), bad
technology is causing a lot of headaches for companies and consumers alike.
Most of us have felt the frustration of not being able to pay via contactless
means and whilst this is dubbed a ‘first-world problem’ it is a big one for
companies looking to maintain and grow loyalty in a world where people’s
attention is at an all-time low. Ultimately, poor technology – whether you
create it or use it – affects a business’s bottom line. From websites to point-
of-sale, everything a consumer touches has an effect on their perception of
your brand, its competency and whether they should trust you (now and in
the future). Investment in emerging and disruptive technologies therefore
becomes a critical area to consider in all budgets if your company wants to
survive into the 22nd century.

The brutal truth about emerging and disruptive technologies is that they are
here to stay; in some cases they will increase in speed and impact and beyond
this there are more unknowns than there are knowns. In essence, we don’t
even know what we don’t know.

Donald Rumsfeld summed this up perfectly when he talked about weapons
of mass destruction (US Department of Defense, 2002):

Reports that say that something hasn’t happened are always interesting to me, because as we
know, there are known knowns; there are things we know we know. We also know there are
known unknowns; that is to say we know there are some things we do not know. But there are also
unknown unknowns – the ones we don’t know we don’t know.

The fact that there is so much uncertainty associated with technology was a
key driver for writing this book; once you are comfortable with this element,
great things can (and do) happen. This does not mean you have to take huge
risks (sometimes you will) but having a clear understanding of what you
know and what you don’t enables you to at least make judgements and keep
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moving forward.
As we’ve seen in the Introduction and Chapter 1, emerging technologies

differ greatly from truly disruptive technologies. They will continue to be
mixed up and misattributed but hopefully you can now see and benefit from
understanding the difference between the two. As you move forward through
the remaining chapters, technology as a whole will be spoken about with a
focus on the disruptive elements.

Disruptive technology is misunderstood – or worse, ignored – by many
because it is often too technical or takes time to understand. An example of a
technology that usually falls foul of these issues is something like 3D
printing. The results can be seen but the issues are behind the scenes and
therefore difficult to work through. Working with multiple senior executives
at large and small companies across a wide spectrum of clients has taught me
one thing: understand the person before the technology – a point explored in
more detail later on in the Behaviour section of TBD.

Beyond simply putting off what is difficult or unknown, many executives
simply don’t see disruptive and emerging technologies as part of their job,
but rather as something special that should be kept for a once-a-year type of
extravaganza.

While this approach can be galvanizing and inspiring, it is often what can
be termed ‘firework activity’ – it burns brightly and impresses but is quickly
forgotten and must truly stand out in order to be remembered and not block a
person or company from moving forward.

None of these blocks are insurmountable. A few of them are difficult and
require discipline – the latter issue (‘it’s not my job’) needs careful
management as it is often a sign of larger issues or an employee that is
unhappy or lacking the skills to be open to change. Use this opportunity to
move everyone forward.
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It doesn’t have to cost the earth
The other misconception about emerging technologies regards the high price
and cost of continually staying ahead of the competition. While this point can
be true for some companies because of the technologies they will be
interested in, most can, with the right goals, create a smart innovation and
emerging technology programme for very little time and money. Sometimes
understanding the technologies available and waiting for others to educate the
masses is the correct strategy; other times you will need to lead.
Understanding when to and when not to invest money is crucial and we will
cover this more in Chapter 4 when we look at the Decision Matrix.
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Small is beautiful
A common response when a new technology strategy is questioned by senior
executives is, ‘We don’t need to be first.’ This is a fair answer, as a lot of the
bigger companies have dedicated budgets and reasons to lead. However, this
scenario is likely to change due to the agile nature of start-ups and the way
new technologies can be rolled out faster and faster with established networks
already in place. In a lot of ways, many small businesses are leading the way
for industries or other businesses because of their size, not despite it.
Financial technologies (often referred to as ‘Fin-Tech’) like Stripe, Square
and iZettle that focused on transforming the way small businesses took
payments from customers across the world are a great example of this sea
change. These three companies are now much bigger than their original
products which were designed to make digital payments easier either by
creating a simple but technologically advanced point-of-sale solution for
businesses of all sizes (Square) or reducing the friction of selling through
social platforms like Twitter and Facebook (as Stripe have done).

In this case, the creation of an agile steering group with a key lead figure is
crucial to short- and long-term success.
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Commitment is key to success
The final area where many companies let themselves down when thinking
about emerging and disruptive technologies can be summed up in one word –
commitment. Many companies I have worked with did not have the drive in
the beginning but had clear needs, whether they were financial, retail
development or issues with diversifying product line. Top executives simply
did not view emerging technology as part of their ongoing strategy and
focused on short-term objectives that were in front of their face rather than
forces arriving on the periphery. This is an easy and all-too-common mistake
for any business in this fast-moving world that works in the short term but
ultimately leaves you in the same or a worse place year after year. The job
here is simple. Ask yourself, ‘What is the risk of doing nothing?’ and whether
there is real commitment to completing the task at all levels. A great way of
thinking about this if your company is in a state of inertia or not moving in
any direction is to ask yourself, ‘Are we doing good work or are we just
comfortable?’ When I go in to see a business for the first time, the
conversation often falls into one of those two areas: as a business coach once
said to me, ‘Your job is to afflict the comforted and comfort the afflicted.’
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It starts with you
Often individual workers – that means you too – don’t see disruptive and
emerging technologies (including simply keeping up with existing
technological changes) as an integral part of their job description and
therefore deprioritize research (or simply taking time to think) over more
‘business as usual’ tasks. Usually there are two types of push backs when it
comes to emerging technology. Some simply push back on the time it is
perceived to take, saying, ‘I have no time to do the job I am asked to do right
now, let alone “this stuff”’, whilst others simply don’t believe it is their job to
do this sort of thing. Neither response means those people are bad employees
or couldn’t do the job but some adjustments are required so your programme
is given the best chance for success. Later on in the book there will be a
checklist of things you can do personally to keep you and your colleagues
updated on disruptive technologies that don’t cost the earth or suck up too
much time.

The answer to the issues of both time and money is simple: reevaluate the
available resources, namely time and focus. These audits enable the
individual to find the time to identify areas of weakness and provide senior
executives with evidence if additional resources are required. The exercises
are also great ways to identify areas where time is being abused or lost to
frivolous activities at work (and beyond). Below are two methods of doing
this:
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Method 1

As Laura Vanderkam, author of 168 Hours: You have more time than you think (2011), says:

Recognize that time is a blank slate. The next 168 hours will be filled with something, but
what they are filled with is largely up to you. Rather than say ‘I don’t have time’, say ‘It’s
not a priority’. Think about every hour of your week as a choice. Granted, there may be
horrible consequences to making different choices, but there may not be, too. Dream big.
(Vanderkam, 2015)

Vanderkam goes on to discuss thinking about what you would like to do with your time in
terms of personal goals (travel, professional, family and so on). Vanderkam also notes the
importance of focusing on what you would like to fill your time with and creating a huge list,
separating it out into work, family and life columns. Some items will come together, some will
stand out – the goal is to write them down and keep coming back to the list to keep you
accountable. A good tip is to keep the list somewhere you will see it often – next to a mirror,
on a card in your wallet or by the coffee machine if you make coffee every morning. Make
looking at the list part of your ritual and you will start to make things on the list happen by
seeing connections and opportunities you may have otherwise missed.
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Method 2

Another option is to go the old-fashioned route and use a paper-based accountability system:

Step 1: Print out a 12-month blank calendar (or buy one).

Step 2: Decide how you will mark your calendar – some simply write in what to do when,
others decide to colour-code tasks (work, meeting, new business, research and so on) to
see a more visual representation of time.

Step 3: Set a reminder in your calendar, smartphone, smartwatch or other device to
always fill in your calendar for at least a week but ideally two or more weeks.

Step 4: Set aside time to evaluate the data you have collected. Out of 168 hours per week,
how many have you spent at the office? How many were spent working? How many were
spent on work that really mattered? How many were spent in meetings? How many were
spent in meetings you didn’t need to be in? How many were spent with your family? How
many were spent doing what makes you happy? However you decide to measure yourself.

Step 5: Figure out the changes that need to be made. This is the tough bit – as Vanderkam
surmises above, ‘What is a priority? What are my priorities at work/home? What’s my
strategy to stop doing X and do more of Y at work/home?’

Step 6: Implement. This could mean having some conversations with your boss, your
loved ones or simply holding yourself accountable. Sometimes this can be a simple phone
notification or a written reminder in a diary or ritual you do at the beginning of every
meeting. The system works if you commit to it and reinforce your good behaviours. Stick
with it!

Often when employees are asked to do more, conflict and resentment can
occur because of the way things are ‘handed down’ or the way the news is
presented. Here are some tried and tested ways to make sure the news is
received positively.

Do:

Lead by example. It sounds obvious but usually interest trails off after the
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initial announcement of the activity. It is essential that you demonstrate
willingness to be involved, lead by example and encourage others to do
the same. Every corporation and business is different but the key to not
looking like someone who hands things down is to get your hands dirty
regularly. Instead of simply doing something towards the goal, ask people
whether they think it should be done or how it should be handled.
Involving more people on a regular basis means you are more likely to
succeed.
Pick the right tool for the right job. While tools like meetings, e-mail and
IM may seem obvious, they may also be part of the problem. Being able
to take time out to discuss issues and options is important; make sure the
human touch is not lost when talking about technology – it often is, which
is why I built it into the HERE/FORTH framework (behaviour). Slack (the
‘e-mail killer’ that replaces e-mail with group working and instant
messenger) has become a great halfway house – quickly enabling groups
to make decisions but also decide when to ‘take things offline’.
Create a steering group. This is simply a group of the key people needed
in order to effect change in a department or larger entity. Pick a lead or
several leads so there is built-in redundancy in case people leave or get
sick. In larger organizations, steering groups are key to enabling change
and we’ll talk more about this in later chapters.
Use words and phrases like ‘us’, ‘we’, ‘as a team’, ‘all of us’, ‘so we’,
‘when we’, ‘when we get this right … ’, ‘this is key to our … ’.
Reward good behaviour and do it publicly. A weekly ‘winner’ isn’t
recommended or likely to be necessary but an unexpected presentation of
a small token at the end of a lunch and learn often goes a long way to
motivating others. Options other than the standard gift card could be a
subscription box from sites like:

–  birchbox.com (mainly skews female);
–  notanotherbill.com (great variety);
–  bespokepost.com (mainly skews male);
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–  escapemonthly.com (food, gifts and items from a specific
destination).

Identify the alpha influencers within your organization. These are the
people others naturally rally around, follow and do things to support or
show loyalty to. It is not easy to influence them but with their support,
new initiatives have a greater chance of acceptance.
Make it part of employee reviews. Sometimes this can be a double-edged
sword but – depending on the type of culture your business has – it can be
transformative. In essence, it gives the employee permission to develop,
demonstrate and focus on improving and highlighting new skills as part of
their job.

Don’t:

Get angry – be understanding. All change is difficult and job descriptions
are easy to cling on to. Foster a culture of change acceptance by
introducing it early and making job descriptions more fluid in nature but
with clear focuses.
Forget to celebrate small victories. Change can come fast and big changes
can happen but there will most likely be lots of small changes. Take time
to draw attention to these mini-milestones and make sure people
understand why they are important and the part they have played in them.
Some examples of mini-milestones to celebrate could include X amount
of content shared, new products launched, some sort of internal awareness
recognition, days saved, knowledge demonstration, or use of new business
pitches.
Just leave it up to the employee. For the maximum chance of success, you
should offer them options or some preferred routes. In the case of simple
knowledge increase, this could be setting up a Flipboard magazine,
creating a Twitter list of influencers for the team to use, or subscribing to
Wired magazine and presenting interesting articles in a scanned PDF on a
monthly basis. Empowering individuals to increase the knowledge of
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others – and acting like an editor – is a skill a lot of people miss and really
benefit from.
Assume people know why you exist. I often will ask lower-level
employees what they think the company’s motto or beliefs are; this helps
to not only gauge the level of engagement, understanding and
commitment in the company, but also to see how well the internal training
is working. Ask a few people (or have someone else do it subtly) and
you’ll have a great benchmark to begin from to ensure everyone
understands the importance of this activity to the overall objective for the
company.
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What is bad technology?
There are numerous essays on the subject of what makes technology good or
bad. Yet many fail to address the core issue that surrounds technology today,
namely our use or application of it. Technology is not inherently bad. It is the
way that it is used or applied that leads to bad repercussions such as obesity
(less physical movement), job loss (robots are replacing workers) and privacy
invasions (cell phones) to name but three. Not all technology is created equal,
however. Some is inherently more likely to cause issues or upset various
parties. This is often particularly the case with disruptive technologies
because they challenge heritage and protected systems, seeking by their very
nature to break controlled arenas.

Bad technology could be said to be specific elements that are baked into a
product that have negative outcomes such as:

Planned obsolescence. Essentially this means a product is designed to
break or need replacing. This practice is designed to create long-term sales
and reduce the time it takes to generate another sale or consideration
cycle.
Copyright infringement. Apple, Microsoft and any other technology
company out there lose millions of dollars every year due to knock-off or
copyright-infringing technology. A related issue, lying beyond just simple
copyright infringement, is that poorly sourced and created parts are often
used at the beginning of the process to keep costs down, which means the
technology can often be faulty and distributed widely. This then impacts
on the original brand as the consumer is often unaware of the forgery and
will associate the poor experience with the originating brand.
Environmental issues. Technology requires resources in order for it to be
created, distributed and sold, which are all then multiplied if new versions
are constantly needed. A lot of the materials used are finite (fossil fuels,
paper) and therefore it is in all our interests to buy products that are from
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sustainable resources. However, these are often more costly, leading to the
consumer more frequently choosing the cheaper product over the
sustainable one.

Other issues that are often attributed to technology but could be said to have a
primarily human cause include:

lack of ergonomic design;
health issues (poor sleep, repetitive strain injury, migraines);
shortened attention spans;
lack of social interaction;
a warped sense of reality;
poor social skills and etiquette.

There are a whole host of others. Technology itself is not to blame here, but
our use (or rather, overuse) can be. Boundaries need to be set and good
behaviour (skilled design, for example) needs to be rewarded and
championed.

However, good technology can still go bad and a great example of this is
encryption. While encryption to keep online transaction data secure and
unhackable is a perfectly good goal for any technology, it is also a magnet for
people also looking not to be tracked. A prime example of a technology that
was misused in such a way is Tor. Tor is free software that enables people to
conceal their online location. Initially launched to stop things like ad-tracking
and snooping from undesirable parties (such as cybercriminals), it has been
attributed as a major force behind the rise of ‘the Deep Web’ (the part of the
web used to buy and sell drugs and other unsavoury items and services).

Another example is Google Earth. The tool that Google created to enable
people to navigate and explore the world around them (or view locations they
would like to visit) has helped businesses and economies grow because of its
functionality but it has also allowed unsavoury types (such as terrorists) to
have access to detailed imagery of areas that would otherwise be difficult to
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view or analyse. For this reason, Google has implemented a system of
blurring out ‘sensitive areas’, a status that it continually evaluates. Google
cannot control how parties use the information so their liability is removed.
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So are we doomed to a world with good
technologies but bad people?
Most likely the answer to this statement is ‘yes’, but there is hope.
Paraphrasing Rumsfeld’s earlier comments, the future offers us multiple
knowns and multiple unknowns, but the first part is interesting when it comes
to good technologies and bad people. Innovations in the computing space –
with a particular nod to the artificial intelligence and machine learning spaces
– are likely to lead to ‘self-healing’ networks that can detect intrusions by
hackers, schedule repairs and shut out the offending parties. While this can be
both a positive (less down time) and a negative (systems can be difficult to
take offline) the outcomes of technology remain firmly with humans for the
considerable future. Often, it is how humans deal with technology that is the
issue. A good example is machine learning; as machine learning continues to
be mixed up with artificial intelligence it is important to remember that
Terminator’s Skynet scenario (computers attempting to kill humanity) is a
possibility but a distant one and one not based in science, for now at least.
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TBD is the solution
TBD stands for Technology, Behaviour and Data – the three pillars of a
framework I created more than a decade ago and still use with clients to this
day. Increasingly, a fourth pillar is coming into the framework (Design).

T: Technology is key because it is crucial to the future of society, business
and indeed humanity as we race towards increasing possibilities. All
problems have a technological aspect, whether it is high tech (computers,
mobiles) or low tech (paper, space); what is important is how we identify,
qualify and assess the issues surrounding each element of a problem to
make sure they are solved in a sensible way.
B: Behaviour remains a constant in life. While some technologies never
come across a human being, most are rarely devoid of behavioural
elements that impact the issues and outcomes. Having taken a degree in
psychology, the subject has been and always will be close to my heart
because every problem has a cause that impacts people directly or
indirectly.
D: Data is the element that is often hardest because some of the decisions
made or areas to be explored – especially when dealing with disruptive
and emerging technologies – lack the necessary data in order for firm
decisions to be made. Data is crucial in making smart decisions or even an
educated guess. Some data is imperative while other data is a ‘nice to
have’.

Taking each section individually enables a decision, new technology or issue
to be broken down into manageable chunks and scored according to the
impact it has on the business. With an inherent focus on the future, risk and
potential gains, TBD is a flexible framework. In the coming chapters, it will
be broken down before being brought together again in a simplified canvas
for you to use yourself when required.
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03
The forecasting fallacy

Disruption and disruptive technology forecasting is a multi-billion-dollar
industry. Think tanks, trend companies, agencies, research firms, data
scientists and of course consultants are all vying for the attention and money
of top businesses and brains. Forecasting and prediction are important; they
can save companies millions of pounds and make decisions easier. The
problem with the array of companies vying for the money is the multitude of
approaches available – they are not all created equal and few are flexible
enough for today’s challenging environments and economies. Often this lack
of flexibility means the results can be skewed, unrealistic, or worse, flat out
wrong. While this is partly the name of the game, getting predictions right
can also save lives and solve massive problems so making prediction and
forecasting better every time should be everyone’s priority. Beyond this,
prediction and forecasting give the everyday business and individual the
ability to make better decisions and possibly stave off invaders so close
attention should be paid if long-term success is desired. Ultimately, the core
goal here is change for the better and this chapter discusses how to
understand and apply change.
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Forecasting is hard but you can make it
easier
As mentioned in the Introduction, Philip Tetlock is the grandfather of
forecasting or rather ‘superforecasting’. His 20-year study showed that even
the best experts have off days (quite a lot of them in fact) but there are things
you can do to improve their prediction skills. In their most recent book,
Superforecasting (2016), Tetlock and Dan Gardner detail an experiment
where thousands participated in an Intelligence Advanced Research Projects
Activity (IARPA) tournament that focused on real-time updates to forecasts.
Using a Brier score (a score that measures the accuracy of chance-based
predictions) the participants were ranked with the top scorers dubbed
‘superforecasters’. Overall, the average Brier score was 0.25;
superforecasters on the other hand scored higher, with 0.37 – outperforming
(by 30 per cent) the intelligence community analysts who had access to secret
data.

Superforecasters mentioned in the research (amongst others) include
Sanford Sillman (an atmospheric scientist), Doug Lorch (a retired computer
programmer) and Bill Flack (a retired US Department of Agriculture worker).
The plot gets thicker when you factor in that other forecasters were plumbers
or ballroom dancers – areas not normally associated with high-level analysis
or cognitive function requirements. You could argue these individuals were
simply made a certain way, that their brains were wired differently, but the
reality is much simpler. All these people are smart, not geniuses (think top 20
per cent rather than 1 per cent), but they have demonstrated multiple times
that they are better than people specifically paid to do the job of geopolitical
analysis. These people could have been you or me; they were not making
lucky guesses but nor had they been trained in specific techniques or had
spectacular educations. Therefore, it is sensible to ask, what makes these
guys able to do what they do? What can we learn from them?

A large chunk of Tetlock’s findings points to a few areas of focus (many of
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which are baked into the TBD framework which was created many years
ago). As with the TBD framework, superforecasters focus on simplicity, or to
put it another way, they seek to switch complex questions for easier ones. For
example, one could change ‘Will the e-book version of this book be bought
by eight or more countries?’ to ‘Will this book be read outside of the UK?’

Tetlock also found that superforecasters were more likely to be able to
assimilate lots of data but not huge quantities. Instead they were able to
revisit old assumptions when new data was found and adjust accordingly –
often with minor adjustments rather than big swings. The largest area of
Tetlock’s research (and one the TBD framework is also in agreement with) is
the ‘growth mindset’ or a mix of determination, self-reflection and a desire to
push through mistakes and learn from them. In other words, being right or
wrong is fine but improving is always the goal.

Understanding forecasting is important for businesses because it reduces
potential risk, enables the careful spending of money (and resources) but also
enables a greater level of planning to occur. However, Tetlock states in
Superforecasting, ‘Beliefs are hypotheses to be tested, not treasures to be
guarded.’ This statement is a huge area for businesses to consider when
forecasting, since most plan for a specific time period rather than using a
continuum approach. It is easy for businesses to justify a shorter outlook
strategy in uncertain times due to a lack of openness to being wrong (often
with good reason). However, this inflexibility leads to poor decisions being
made because they usually involve reacting to situations instead of creating
more positive ones – either in the long or short term. This is a key reason why
TBD was made to be flexible; the framework enables businesses to make
ongoing corrections and decisions based on information happening that is
either in front of them, just out of reach or further in the distance.
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What matters can’t be forecast and what
can be forecast doesn’t matter
Isaiah Berlin – a Russian philosopher (and superforecaster, according to
Tetlock) – believes there are two types of prediction specialists: foxes and
hedgehogs. Before we delve into more specific characteristics, take this test
to determine which you are – go swiftly but don’t rush (see also Finney,
2006).
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How to determine if you are a hedgehog or a fox
The idea is to agree or disagree with the statements below. Weightings have
been converted to a point value (Tetlock rescaled his weightings which were
determined by applying another statistical method). Depending on which you
choose, you either add or subtract that number. If you agree, give yourself
that many points but if you disagree, give yourself the negative points. (Note:
Some are already negative points so remember subtracting a negative means
adding.)

Your final number should be between –54 and 54. Negative scores indicate
you are more of a hedgehog while any positive score means you are more
fox-like. As mentioned above (and because of the range) the farther you are
from zero, the heavier you lean towards the different thinking style.

1. Isaiah Berlin classified intellectuals as hedgehogs or foxes. The hedgehog
knows one big thing and tries to explain as much as possible within that
conceptual framework, whereas the fox knows many small things and is
content to improvise explanations on a case-by-case basis. I would put
myself towards the fox end of this scale.

If you agree +7 points.
If you disagree –7 points.

2. Professors are usually at greater risk of overestimating how multifaceted
the world is than they are of underestimating how complex it is.

If you agree –3 points.
If you disagree +3 points.

3. We are closer than many think to achieving explanations of penny-
pinching politics.

If you agree –5 points.
If you disagree +5 points.

4. Politics is more cloudlike (unpredictable) than clocklike (perfectly

******ebook converter DEMO Watermarks*******



predictable with the right knowledge).

If you agree +4 points.
If you disagree –4 points.

5. The more common error in decision making is to abandon decent ideas
too quickly, rather than sticking with poor ideas too long.

If you agree –5 points.
If you disagree +5 points.

6. Having clear rules and order at work is vital for success.

If you agree –2 points.
If you disagree +2 points.

7. Even after I have decided something, I am always eager to think through
a different opinion.

If you agree +5 points.
If you disagree –5 points.

8. I do not like questions that can be answered in multiple ways.

If you agree –6 points.
If you disagree +6 points.

9. I usually make key decisions fast and with a lot of confidence.

If you agree –4 points.
If you disagree +4 points.

10. I can usually see how both sides could be right in most conflict scenarios.

If you agree +5 points.
If you disagree –5 points.

11. It is annoying to listen to indecisive people.

If you agree –3 points.
If you disagree +3 points.

12. I prefer interacting with people who have a very different opinion to me.

If you agree +4 points.
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If you disagree –4 points.
13. I often find having multiple options confusing when attempting to solve a

problem.

If you agree +1 points.
If you disagree –1 points.

Now mark where you land on the spectrum, from –54 (Hedgehog) to 54
(Fox).

Hedgehogs: You tend to hold on to one or two big ideas to understand the
world, how it works and where things are going. You enjoy understanding
everything about a subject and simplifying it. You tend to force things or
reduce things in order to make them fit into understandable boxes. You
express your views with great confidence. You tend to fare better at short-
term forecasts but you occasionally get the further-out predictions correct too.

Foxes: You reject the idea that there is one only one model to understand
the world, and instead seek out the best approach that fits the problem at
hand. You are sceptical of individual theories and enjoy merging them. You
tend to adjust rather than force an explanation. You tend to be shy when
forecasting and use words like ‘however’, ‘perhaps’ and ‘more so’ when
giving your views. You are better at long-term forecasts.

Fear not if you are a hedgehog, it’s not a bad thing at all! Tetlock points
out whether you fall closer to being a fox or a hedgehog is largely irrelevant
as it is a spectrum and not a final state. The next step is to make better
predictions and forecasts now that you know this either way – it’s unlikely
anyone is 100 per cent either type. Both will get things wrong and both
should learn from their mistakes (keep a tally) but also celebrate getting it
right. This ‘tally’ could be a mental tally or a document you keep somewhere
so that you can refer back to it – either way works, it just depends how you
would like to keep yourself most accountable.
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So how can you make better predictions
and forecasts?
Forecasting is difficult, time-consuming and requires a lot of resources. All of
these elements require one thing – change. This is why leaders of successful
firms fail to see changes coming down the track and continue to use the same
strategy that has ‘worked before’ or the stick with the dreaded ‘because it
always works that way’. This sort of thinking doesn’t inspire or get
businesses to the next level; thinking this way causes wheels to spin and
eventually leads to stagnation.

Good questions to ask clients or employees (and yourself) when you first
start working with them in this arena include:

What would it look like if you started over?
What would you change if you had a magic wand?
What are the three most important reasons to change?
On a scale of 1–10 (1 being ‘not at all’ and 10 being ‘business critical’),
where does this change land on the ‘need’ scale?
What’s the risk(s) of doing nothing?

These questions are asked for a variety of reasons but the main one is to
understand various perspectives and willingness to change. Once these are
being explored in a careful, methodical but fluid way, understanding how to
get change happening is significantly easier. Download the question sheet to
help yourself ask better questions, give and get better briefs, understand your
clients more and get on with friends better.
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Great, so what’s the problem?
Change is scary and change is the unknown. Change is challenging what is
already happening and not being satisfied, which is often a hard place for
people to be or to think they can move from. The biggest issue with change is
that it often points at things that are wrong, which means blame, and blame is
uncomfortable for all parties concerned. In short, change is hard and is
fraught with risks.

But it doesn’t have to be.
I am a huge fan of exploring change for the sake of change – a lot of

people aren’t. I enjoy pushing things and buttons (ask my poor family) to see
the result and whether things can be improved or what can be learned. It is
important you understand and recognize when people are uncomfortable, as
while this can help change along it can often hinder. Changes in tone,
sentence length and body shifts are all signs people would rather be
somewhere else or that something is wrong. Be mindful to make people feel
safe throughout the change process.

Using equations is a good way to put people at ease – maths tends to put
people at ease as they believe in maths and that it is absolute. One such
equation I use (and often edit) is David Gleicher’s Formula for Change
(Beckhard, 1975). Often referred to as ‘the change equation’, the formula
describes what is needed in order for a person, business or thing to change.

The original version can be seen here:
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Figure 3.1    David Gleicher’s Formula for Change

In essence, your job when working with clients or employees is to work
together to understand what part (or parts) of this equation you or they need
help with. Some people are just interested in meeting and networking but
most have clear issues in one or two areas when you ask some basic
questions.

It would be remiss of me not to mention that the Gleicher formula was
modified by Kathie Dannemiller (Cady et al, 2014) in the 1980s to include
resistance – a key area for companies that is often overlooked and left until
the end which usually leads to poor results.

Her formula looks like this:
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Figure 3.2    Dannemiller’s revised Formula for Change

D = Dissatisfaction with how things are now
V = Vision of what is possible
F = First concrete steps that can be taken towards the vision
R = Resistance

Resistance is a huge part of change that can kill ideas and movements dead if
factors causing the resistance are not evaluated and either removed or
mitigated against. Dannemiller has also spoken about the absence of any one
element and how this will again impact success – a good thing to remember
when applying this formula to your issues or business.

I have found it useful to alter the formula slightly when dealing with
specific financially driven or motivated individuals to bring costs to the
forefront. This version of the formula – or the HERE/FORTH version if you
prefer – looks like this:
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Figure 3.3    HERE/FORTH’s Formula for Change

C stands for change, D is the level of dissatisfaction with the present, V is the
clear vision of the future (or where you want to get to), F is the first practical
steps. Looking over my last few years as a young business, ‘F’ is where most
of HERE/FORTH’s revenue came from. The ability to identify a clear path to
change is often the hardest part for companies to manage without external
help (and we will discuss how to overcome this in later chapters). X is the
cost of the change. The reason for resistance being removed is simple:
resistance can be never ending and usually serves to put off progress. For
most clients, the desire to make change and remove resistance has been
removed early on in the process. Resistance can also be factored into first
practical steps if handled correctly. In essence, this version of the formula
assumes a significant desire to change is present or else it is a wasted
exercise. However, a financial cost is a very real issue – sometimes the
desired change simply costs too much and therefore must be taken into
account.

Whichever formula you prefer (I find Dannemiller works well with more
hierarchical businesses or type-a people), taking into account the way the
business works, the way it has accepted previous change and the current
mood of employees are all critical to any change programme.
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Why don’t people change?
Sometimes the reasons for resisting change are obvious or overt – the
employee fears a power shift, the change will be stressful, new skills will
need to be mastered and they will look unskilled to others. Sometimes,
though, people just fail to change. I have had this happen with clients’ teams
and teams I have managed, despite them being completely competent,
dedicated and supporting of the changes being asked of them.

There is a lot of psychological research that discusses change management,
productivity and decision making, and the conclusion of many studies is
simply that deep down (mainly unconsciously) people fail to change because
of a hidden rival activity or obligation (such as fear that completing work will
lead to harder challenges straight after it). This is then miscategorized as
resistance or a lack of dedication to change.
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Dedication is a hard thing to create and
maintain
This is a key area for this book – your dedication needs to be greater than
letting things stay as they are, or worse, letting things slip. The problem with
change implementation has big foundations in the way departments are run,
hierarchical perception, previous change successes (and often, importantly,
failures), recent ‘asks’ of the employee(s) and the way the benefits are
presented. Supporting your employees is easy to say but difficult to do; is
making a change that will make your company more money the right
message or would ‘The results of this change will enable us to take Friday
afternoons off during the Summer’ be better? Direct benefits save money and
time for companies but employee benefits aren’t as direct or as quick to come
so they are ‘carrot and sticked’ into reality. The smarter way is to understand
the motivations of the group, which could be money, but it could be that they
want the time to enjoy the money they have already rather than have more
money and no time to spend it. Naturally, time off is not everyone’s
motivator – this has to be judged carefully and reevaluated on an ongoing
basis. Disruptive technologies are a hard sell and they often seem too far out
to be of any impact; either that, or other short-term goals might seem to take
priority. Change doesn’t have to be a big thing – it should be a ‘little and
often’ approach.
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So what do I do? I’m not a mindreader …
Change implementation is fraught with issues, be they technological, behavi-
oural or data-related. From experience, change is often too swiftly enforced.
Almost overnight, things are altered in a ‘was A, now B’ way which rarely
works unless everyone is on board (which almost never happens, so avoid it
if you can unless the change is mission-critical). The key is telling people
what is happening, showing them the benefits and getting them involved.
Changing things or forcing things rarely works and I have suffered from this
approach in the past. The results are not pretty and can be damaging to team
morale and productivity in both the short and long term. Instead, managers
and senior teams need to really -understand the people behind the job title if
change is going to last. In order to make it a reality, set yourself goals about
finding out what Sandra or Bob are assuming will happen, what else they
have on, what conflicts them, how they like to do things and why they do
things that way. With the Millennial generation storming into the workforce
(which we delve into in Chapter 10), understanding employees at this level
will soon be essential.
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What happens if change is poorly thought
out?
A lot of repercussions can happen when change is poorly thought out and
implemented; I term this ‘ba-nge’ or ‘bin-novation’, a change that doesn’t
really need to happen or happens but not for a good enough reason. While
previously I mentioned that all change is good, change for no reason can be
damaging. Often this sort of innovation comes after a significant period of
stagnation or general ‘business as usual’ and is categorized by a one-off,
firework activity like a hackathon, day of learning or similar ‘there and then
gone’ event. These events can work – this is not to say these intensive events
can’t spark something or help in the short term – but long-term change comes
when specific things are in order (such as long-term vision, a clear
dissatisfaction with the present and a core understanding of the real issues
and limitations involved).

Let’s use hackathons as an example. Hackathons are intensely focused
vacuum-style events where various people from a number of backgrounds
come together to solve a problem. Many brands including Honda, Tesco,
General Electric, Salesforce have heavily promoted their hackathons in the
past and many will in the future. While hackathons do have many benefits
(including a hefty amount of quick/easy PR value) they also have several
significant drawbacks:

Innovation doesn’t traditionally come from leaps forward, rather it is an
iterative process. Certainly, getting out of the day-to-day can uncover
huge areas that have been previously unconnected. However, this is rarely
seen at hackathons. Instead, because of the time constraints, real-world
issues being ignored and adjusted working parameters, simple iteration
rather than innovation is often the goal. This is why there is little evidence
that hackathons lead to ongoing or long-term market success.
The vacuum these ideas are created in is often just lip service because of
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the contextual knowledge and expertise – this isn’t the fault of anyone
who attends and contributes but it is a core concern if the business running
the hackathon doesn’t have the drive to push beyond the hackathon and
really make change happen.
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The right tools can make people change (or
see change) easier
Instead of hackathons, and I’ll say again they can be useful, I prefer to use
several workshops with clients to elicit new thinking, change and
understanding across the various departments and levels.
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SWOB
Similar to the much-used SWOT (Strength, Weaknesses, Opportunities and
Threats), the SWOB analysis workshop replaces Threats with Barriers and
gets to the heart of individuals’ personal styles and areas for development.
Beyond simply understanding themselves (and co-workers) better, SWOB
analysis enables individuals (with and without help from managers) to create
and put in place plans and structures to encourage growth and see change as a
methodical process rather than something forced or looming over them.

Setting

A large room, minimal distractions on tables, plenty of water, Post-its and
writing materials. On the walls, a whiteboard or a projector – you may want
to put thought-starter posters up or have a concise version of the steps below.
The session is about focus and clarity so anything that helps achieve that is
welcome.
Time required: 1–2 hours.
Max group size: 30.

Facilitation

The leader must be above average in presenting and speaking in front of a
group. An external individual is highly recommended as this task can be
uncomfortable for participants.

Materials required

A4 paper or Post-it notes.
Pens.
Space for contemplation / working and group-work (key to separate these
areas).
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Rundown

1. Individually, all participants take a piece of paper and list out their
strengths, weaknesses, opportunities and any barriers that could stop
them changing, improving their weaknesses and acting on opportunities.
(Duration: 20 mins)

TOP TIP: Get participants to write down as much as possible – use cues
to spur on deep thought. For example, ‘Think of a time when you got
something right/wrong – what made it a success/failure?’ ‘What was
written in your last end-of-year review?’ ‘What would someone
reviewing your last project say about how you did it?’

2. Using the SWOB analysis just completed (some areas will be fuller than
others), now get participants to think about three to five areas they want
to develop. Whilst you can do this in small teams to spur on ideas, it is
mostly best if done by the individual alone.
TOP TIP: Again, cues can be good. Think about the issue at hand – a
change or new implementation. Ask participants to think about what they
want to get out of this change. Ask for and give permission to give brutal
honesty.

3. Individually now, participants get to rate their areas for development
using some or all of the following questions (40–60 minutes):

–  Using a scale of 1–10 (1 = poor, 10 = could not be better), where
would you rate yourself in this area?
–  Using a scale of 1–10 (1 = same place, 10 = finished), give each of
your areas for development a score for the next 30 days, 90 days and
180 days.
–  What could you do – or what do you need – to accelerate your own
development?
–  How will I overcome the barriers I have noted in order to make sure
I hit my goals?
–  What are my first practical steps tomorrow, next week and next
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month?
–  How will I know that I have succeeded or am on my way to
succeeding? What will I see? What will I be able to show or
demonstrate?

4. In groups of three or five, participants then take turns in sharing their
development plans with the other members of the small group.
Participants should be pre-prepped to ask each other questions that help
people push and question their thoughts. Remind all participants this is a
safe space and everything is aimed at helping one another. Open
questions that focus on refining and solidifying ideas or issues are best in
this section:

–  What were the most important factors in that point?
–  How exactly do you think you should start?
–  What led you to that conclusion?
–  Who benefits most from _______?
–  What types of things have worked/failed in the past that are similar
to what you are suggesting?
–  What was your previous experience(s) like doing _______?
–  What would a bigger goal look like?
–  What is the likely outcome if you don’t do _______?

5. As a group, participants can also ask if there are other areas to be
developed – it’s ok of course if this answer is no but make sure everyone
knows that leaving things out rarely helps anyone move forward.

6. Individuals now finalize their development plans, asking for any other
assistance needed or making notes for things to do immediately, next
week etc.

7. Ask the participants how they felt about the task, what they learned, what
they think about their goals and any issues they foresee in the next 48–72
hours.
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Forecast tape
The Forecast Tape exercise is a visual way of getting employees (or
whomever) to think about different parts of themselves, the consumer, the
business, life and the future. It is based on the Diffusion of Innovations curve
proposed by Professor Everett Rogers (2003), which explains how and why
different ideas and technologies spread through cultures. Diffusion is the
process by which an innovation is communicated through certain channels
over time among the participants in a social system. Rogers proposes that
four main elements influence the spread of a new idea: the innovation itself,
communication channels, time, and a social system. The categories of
adopters are innovators, early adopters, early majority, late majority, and
laggards. Diffusion manifests itself in different ways in various cultures and
fields and is highly subject to the type of adopters and the innovation-
decision process. The exercise is about high energy, deep thought and
openness but the fun nature of the exercise means these elements come
naturally. It’s worth doing this exercise twice a year to see where people have
moved to.
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Figure 3.4    Diffusion of Innovations

Setting

Get the team together – have them stand in front of a blank wall and explain
the theory to them. Now, as a group, the team has to draw the curve onto the
wall using the thick masking tape – everyone gets a piece to put up
(alternatively you can set up the tape before the group gets there if time is
short). Once the curve is complete, step back, admire the curve and proceed
with the task rundown below.
Time required: 1 hour (or less if no setup).
Max group size: 30.

Facilitation

Lead needs to understand the theory fully, be lively and get everyone
involved.

Materials required

Thick masking tape – alternatively a projector can be used.
Large Post-it notes.
Large wall or window.
Pens.
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A4 paper.

Rundown

1. It is important to explain to all participants that the exercise is more about
self-reflection than comparison or team dynamics. Remind people about
the theory, review the categories of adoption below and ask participants
to think about where they see themselves and more importantly the
customers of the business (be as specific as possible):

–  Innovators. These are confident risk takers who often have the
highest social status, are financially more secure than other groups,
are social and cultivate relationships with science communities and
seek interaction with other Due to their tolerance of risk they adopt
many technologies that may ultimately fail but their financial security
(and networks) mean these failures impact them less.
–  Early adopters. These individuals have the highest degree of
opinion leadership among the adopter categories. More social than
late adopters, early adopters also have higher social status and
financial security but are more discreet than innovators when it comes
to adopting technology. Early adopters judiciously choose which
technologies to use to help them maintain or increase (or further
solidify) their position as a hub.
–  Early majority. The early majority follow the innovators and early
adopters but only once it is safe or obvious to do so. Early majority
have above-average social status, connect with early adopters but
rarely hold opinion leadership positions within friend or work groups.
–  Late majority. The late majority adopt innovations even later due
to a high degree of scepticism even after the majority of society is
using the innovation. They are often categorized as having average
social status and money is a factor in most decisions. Their social
circles are likely to contain others very similar to themselves and are
unlikely to contain opinion leaders.
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–  Laggards. Laggard are the last to catch on to or use an innovation.
This group has very little to no opinion leadership but often features a
high aversion to people looking to or speaking about change.
Laggards typically tend to be focused on ‘traditions’ and ‘traditional
values’ and keep to friends and family for advice.
–  Leapfroggers. When resistors upgrade, they often skip several
generations in order to reach the most recent technologies.

2. After answering any questions that participants may have about the
categories, ask participants to ponder where they lie on the curve if you
ask the following questions.

At work when was I:

–  An innovator?
–  An early adopter?
–  The early majority?
–  In the late majority?
–  A laggard?

You may want to provide an A4 version of the curve for people to write
personal notes or thoughts on. The sheet of paper is also a great way of
creating a reminding device for the participant to keep and refer back to.
Spend about 10 minutes on this.

3. After around five minutes, pair up individuals and get each pair to create
their own curve using the large Post-it notes or A4 paper. Each
participant must share what they wrote down for each section but they do
not necessarily have to go through it in any order. Once they have their
curve ready, have each participant reflect on how they differ from (and
are similar to) each other. Bonus idea: photograph each participant
standing beside their curve and send the photo to them three days and six
months after the task to act as a reminder and thought-starter.
From experience, the best questions to spur on deep thought about the
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differences are:

–  What area surprised you the most?
–  What area surprised you the least?
–  What differences did you and ________ have?
–  Knowing what you know now, how will this information change the
way you think about ________ and ________?
–  How do you think being a ________ impacts the way you approach
your work?
–  Is there anything you think would benefit from being different?
How could you make it different?

Bonus idea: You might want to take a pre-poll from senior execs about
where they believe your current, ideal and new customers might be on the
curve and then compare it to where participants think each segment is.
Then, as a group, participants move to where they think the execs said
and – after the true answers are revealed – then reflect on and discuss the
results as a team. Now, go a step further and really brainstorm what
technologies and innovative products they may (or may not) use to best
serve them moving forward.

4. Finally, after everyone has gone through their own curves, all participants
gather in front of the curve and some insights can be shared – by the
facilitator and participants. (Note: Participants sometimes find it easier to
be called on in group situations so make sure you note down who had
interesting ideas.)
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New product brainstorm
A mash-up is a collaborative idea-generation method in which participants
come up with innovative concepts by combining different elements together.
In a first step, participants brainstorm around different areas, such as
technologies, human needs, and existing services. In a second step, they
rapidly combine elements from those areas to create new, fun and innovative
concepts. Mash-ups demonstrate how fast and easy it can be to come up with
innovative ideas.

Setting

A large room with clean walls. The session is about connecting dots, seeing
connections and thinking differently – the more creative and busy the space is
the better; it should be a high-energy exercise.
Time required: 1–2 hours.
Max group size: 20.

Facilitation

Due to the activity level required, the lead should be ready to spur people on,
dip in and out of various areas and able to jumpstart groups. An external
individual is highly recommended as this task benefits best when all levels
are involved.

Materials required

Wall space – lots of it!
A4 paper or Post-it notes – lots of them, multiple colours, sizes, shapes – the
more the merrier.
Pens.
Stickers (three to five times the number of participants).
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Rundown

1. Set up the session, its aims and objectives and then get down to business.
Often referred to as the Post-it note ravaging stage, the first part of the
task is to complete a group exercise of shotgun brainstorming. Simply ask
the group to brainstorm around three areas; it is often best to do these
systematically but it is not necessary. It is important to keep all the ideas
for each area separate for now but also that the session is fun, lively and
as fast paced as possible (playing fast-paced music helps). If it is a big
group, you may want some people to help stick things up on the wall but
make sure everything gets captured and no idea is forgotten. The three
areas to brainstorm around are:

–  Technology. Have the group shotgun down all the types of
technology they can think of – get them to think about what they use
during the day, when they are away from the office and other
scenarios.
–  Needs. Specifically needs that people have like good sleep,
security, connection – some may seem basic but all are valid. TOP
TIP: It may help to keep a copy of Maslow’s Hierarchy of Needs
around.
–  Services. These can be apps (eg MyFitnessPal), platforms (eg
Facebook) or games, photo manipulation tools – everything that
already exists.

2. Once you have the board covered, remove duplicates and clarify anything
that requires it. After this is complete (don’t take too long, keep the
momentum up), either randomly or in predetermined groups, -organize
participants into groups of five or less. Instruct them that the next 15
minutes are to be used to come up with as many concepts as they can. A
concept is an idea that combines either two elements or one of each of the
areas just brainstormed. Do not take anything off the board but have the
groups stand up and create new ideas by combining elements. Inform the
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teams that each idea must have a name and to write the idea simply (ie
either two or three areas) on a single sheet of A4 paper, one idea to one
sheet. Make sure the timekeeping keeps the pace up.

3. After the 15 minutes of fervent activity have finished, it is time for the
groups to present the new concepts. Each of the concepts is put up on a
fresh wall so people can see the work that has been created by the entire
group. Keep this process speedy and make sure people remain upbeat and
non-judgemental. All ideas are good ideas in this process, whether
serious or funny – everything goes up and everything gets heard.

4. Lastly, hand out either three or five stars to each participant to choose
their favourite idea or ideas. Participants can choose to either support one
idea with five stars or five ideas with one star or another combination –
participants are allowed to vote for their own idea.

5. Now you have two options: you can end the session there and walk away
having created a new idea that can be evaluated at a later stage or by a
different group (a board etc), or you can hunker down and – still as a
group – spend 20–30 minutes working up the idea into a viable
proposition. This involves discussing the idea, the thought behind it,
resources needed, business models and how it would actually work.
Sometimes this process can get heated as conflict can occur but capture it
all and feed back to the group what will be done next (will it be taken to
the board, evaluated by outside counsel etc?).

6. Whether you decide to end the session before this or after it, make sure
you fully debrief the participants, reminding them why you did the
session, what you did and what happens next. You may also want to ask
participants a few questions or have them fill in a short feedback form:

–  What was easy? What was hard?
–  What did you learn about yourself?
–  What did you learn about your team?
–  Pick a person and tell us something they did well during the session
that you’d like them to know.
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Note: This workshop exercise can also be used with open data sources,
partners or big issues – each of these areas can add new dimensions to the
exercise but also may enable further discussion or refinement of the idea once
created.
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Conclusion: innovation needs a flexible
framework
Hopefully, both the preamble and the workshops have highlighted the need
for a flexible approach to forecasting, prediction and making decisions about
changes needed. Additionally, both highlight core pillars that require
consideration in order for good decisions to be made: technology, behaviour
and data. This is important if needs (and not wants) are to be met stemming
from the products and businesses of tomorrow; the businesses that not just
survive but thrive or spring up because of the changes going on in the world.

It is for this reason the TBD framework came into being and exists in its
current format. The following chapters look at the TBD framework in more
detail and will enable you to:

increase your preparedness to handle the unexpected;
increase your evaluation skills when it comes to disruptive technologies;
remain calm when changes happen, because you have a system to rely on;
make clear and well-thought-out decisions based on a replicable tool.
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04
The TBD framework: an
introduction

In this chapter, we will look at the simpler version of the TBD framework,
why it is useful, what it offers businesses, how it originated and how to apply
it to your business or department. It is important you understand the why
behind most things but more so with any framework you choose to adopt, as
you want to know the thoughts behind each element and the process by which
it came to be to make sure it is a fit for you. Subsequent chapters go into
greater detail about the advanced version of TBD and what the framework
might look like in the future.
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The future needs to be agile
The need to be agile when we live through increasingly uneasy and changing
times isn’t a hard sell to most businesses. A quick glance at any news outlet
tells us there are issues ahead for most businesses beyond simple competition
(regulation, legal changes, political instability). Businesses (and individuals)
need to be flexible in order to remain less pregnable to being knocked over.
Agility means being able to move quickly and easily but I also add being
resilient to attack – one or two hits should not push your business over.
Beyond simply protection and risk reduction, being agile enables a different
mindset to spread throughout organizations and allows different ways of
thinking and producing new and exciting ideas.

Financial markets are in flux and a general sense of unease has taken over
society thanks to terrorism, leaks, privacy issues, the Internet and lack of faith
in most governments. Technology does a good job too, be it cars that drive
themselves, robots that ‘want’ to take your job, the medicine inside you (that
you swallow) or computer viruses that aim to start nuclear warfare. It is easy
for people to think things are moving in the wrong direction, partly due to
communication of what’s happening but also because so many times things
are retracted, changed or flip-flopped on.

It is for this reason that disruptive technology is so interesting and can be
so spectacular when it comes almost out of nowhere. When a disruptive
technology happens, it sends shockwaves and often you can’t predict what
else will be disrupted beyond the obvious. To some this is exhilarating while
others find it disconcerting.
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The right mindset is key
As we have seen in previous chapters, disruptive technologies are by their
nature highly unpredictable. Companies and technologies that disrupt are
often not seen until they are right in ‘the rear window’ despite us
understanding the need for and the value of looking out for them. In essence,
a leader needs to ignore naysayers and forge ahead towards the brighter
future.

The difference between companies that do great things and those that
simply follow the roadmap laid out for them is mindset. John Gardner, a
famous leadership expert, calls this ‘tough-minded optimism’ (Gardner,
1990):

I can tell you that for [organizational] renewal, a tough-minded optimism is best. The future is not
shaped by people who don’t really believe in the future. Men and women of vitality have always
been prepared to bet their futures, even their lives, on ventures of unknown outcome. If they had
all looked before they leaped, we would still be crouched in caves sketching animal pictures on the
wall.

I use Gardner’s quote frequently when working with large and smaller clients
alike. Whether working with large or small companies, the most successful
have been the ones that understand the ideas and sentiment around this quote
and have chosen to forge ahead even with red tape and corporate barriers in
their way. Creating a robust mindset is a combination of original thinking and
resilience in the face of big changes but deep conviction is the defining
attribute you need to succeed. TBD aims to help a little with all three.
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How to toughen your optimism
There are four questions that you need to have clear answers to in order to
develop your optimism. Asking yourself these questions will enable you to
become more positive about the future and focus your efforts so you are
‘tough-minded’ when things don’t go smoothly or challenges crop up.

1. Do you have a mission for your business that enables you to stand for
something unique and enables other people to believe in what you
stand for?
What are the ideas, ideals and beliefs your company wants to be known
for? How do you demonstrate these through your products, marketing,
employee relations and corporate activities? Simon Sinek is famous in
business circles for his book Start with Why (Sinek, 2011). In the book
(and famous TED talk: http://bit.ly/DTsinek), Sinek discusses the
differences between Microsoft and Apple when it comes to ‘the why’
behind the brands and how they sell – one (Microsoft) sells with a clear
functionality perspective whereas the other (Apple) sells in a more
philosophical way offering a ‘way of being’ versus functional attributes.
In essence, you must agree with their philosophy to buy a product. It’s a
robust theory and one that many brands do not pay enough attention to at
all stages of their business planning.

2. Do you care more about things than others? How different is this
compared to your colleagues?
Question one is about how you think about things whereas this question
is about feelings towards things like co-workers, customers, suppliers and
how your organization does business. A good exercise is to create a
scoresheet with questions at the top that relate to these things and then
rank yourself out of 10, repeat the task every three to six months and
you’ll see where you are weaker.

3. Are you as consistent as you are creative?
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This question focuses you on the decisions you have made before.
Sometimes people change too much and flit from thing to thing. While
such behaviour can be a positive thing that some thrive on, multiple
changes (especially in a short time period) can cause uncertainty within
employees. During good times and bad times, having consistent priorities
and relaying them back to all employees is key to not only being a tough-
minded optimist but spreading it as well.

4. How does your company’s history help its future?
Great leaders don’t ignore the past. Instead, these individuals understand
how a company got to where it is and reconstruct what has happened into
new actions. This does not mean ignoring new breakthroughs for the sake
of retaining old ways but it means evaluating each and forging ahead with
the past in mind.

Thinking about these questions (there are never firm answers) will enable you
to strengthen your own tough-minded optimism about the future. Without this
optimism, you, your colleagues and your organization won’t be able to fully
conceive the bright, shiny future that is possible.
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The forecast is still cloudy, fast and
changeable
Any trend or forecasting agency will tell you that looking into the future is
difficult. Companies such as these spend time looking at indicators, data sets
and speaking with experts about possible outcomes but as we have seen in
Chapter 1, they are not super beings or people with special powers or
particularly elevated IQs – they have a formula or a way of working that
works for them and it will change depending on the topic they are looking at.

This is exactly how TBD works; a flexible framework that enables you to
formulate a practical plan with regards to disruptive and emerging
technologies so you can move forward with the right amount of attention to
each.
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The origins of TBD
TBD was formed in my early twenties at a ‘party’ in Los Angeles. It was the
usual sort of thing – a party that isn’t really a party because it’s at the end of
the work day and no one is very comfortable at this sort of event (imagine a
meeting with alcohol and lots of nodding and you get the picture). Shades
firmly on thanks to the blazing sunshine, I walked to the edge of the house
that overlooked Los Angeles and began thinking about how it all works as
cars, planes and the world continued on about their business. ‘It’s a great
view, isn’t it?’, a voice boomed to my left. ‘It certainly is’, I responded, ‘It’s
easier to see how it all fits together from up here.’

The man – in his late thirties and well put together – turned out to be a
young agent for William Morris who was ‘expanding his network’. We
continued chatting for about five minutes with the conversation even getting
quite heated in places about the way Hollywood was changing and what was
driving these changes. Technology was at the heart of it. I remember saying
to him, ‘The trouble is that you have a willing audience who wants things
faster, cheaper and more pleasurable. The cinema is increasingly failing
consumers on all of these. It is only logical that there will come a point where
movies will go “day and date” because theatre numbers and people will
demand it.’ The agent scoffed of course; he believed that the power lies with
the studios (and he is of course correct to a degree) but more so he felt that
the numbers didn’t add up – ie a movie could never make back its money
unless it had a three-pronged ‘attack’ as he put it – box-office revenue, home
entertainment sales and long-tail distribution.

Nowadays we know better. Movie studios reduce risk and make money in
multiple ways so return on investment is easier to generate despite falling
cinema attendance in multiple major territories. While the formula continues
to change, no one can deny the likes of Netflix, iTunes, Apple TV and
Amazon are all disrupting the film and content business. Sean Parker, co-
founder of Napster, the music sharing service, believes the days when movies
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can be streamed the day and date they are in theatres are closer than the
studios want to admit. Personally, I don’t agree – certainly not for the $50
Parker is proposing. People abhor paying prices and the ‘stress’ the theatre
can be.

Back at the party, and with my colleague still nowhere to be seen, the sun
was setting and exits and eyes were beginning to be made by the guests. The
agent and I were still semi-arguing about the rise and power of technology in
transforming his ‘sacred’ business, from creating stars to illegal distribution
of content. Time and again, technology and people came up but this time the
discussion turned to numbers – the agent had not realized the numbers
associated with things like piracy, data storage and data transfer rates. In
essence, his reliance on old ways and the pillars of power had blinded him to
potential new ways and more importantly new revenue streams. The evening
was drawing to a close and quite flippantly I remember saying, ‘Look,
everything really boils down to three things: can they do what you are asking,
will they do what you are asking and will enough of them do what you are
asking?’

I wrote down the words can, will and enough on a napkin that had other
scribbles on it but I remember drawing lines to the words technology,
behaviour and data and TBD was born. Actually, let’s say it was fertilized, as
TBD has been adapted over the years into two versions: the simple and the
advanced.

The short version is the napkin version adapted into a process that is
described in more detail below. In essence, this is a shorthand to
understanding the need for more research and insight gathering on a
‘change’. The advanced version is more robust and takes longer to complete
but provides the users with a plan for the business, not just an answer (or
course of action) to an immediate issue. Both are designed to be used
separately or in conjunction with one another.
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Why two versions?
From working for myself in-house at Myspace for large agencies and
boutique firms, I know one thing unites them all: time is tight. Even with the
best will in the world, time is a finite resource and there are multiple calls on
it. Often ‘good enough’ has to do, but at regular intervals you have to put a
stake in the ground and focus: TBD enables you to do this. The short-form
version is an everyday shorthand that enables you to look at issues, platform
feature changes and new platforms quickly whereas the longer version
enables a calculated analysis of the landscape the company or brand finds
itself in. Both have drawbacks but equally both have significant benefits
when used properly.

The short (or simple) version of TBD is essentially reductionist in nature.
In other words, the result is through careful removal of information in order
to determine a good course of action. John Maeda, ex-MIT head and now
analyst for KPCB, has always been fascinating to me; he has dedicated his
life to design and how it affects people and now specifically the business
world. I have seen Maeda speak several times and his way of working means
you always learn something new. In his book The Laws of Simplicity (2006)
Maeda makes the argument for 10 independent laws that help to make
anything simpler. I used these when refining the original TBD into what it is
today.

1. Reduce – the simplest way to achieve simplicity is through thoughtful
reduction.

2. Organize – organization makes a system of many appear fewer.
3. Time – savings in time feel like simplicity.
4. Learn – knowledge makes everything simpler.
5. Differences – simplicity and complexity need each other.
6. Context – what lies in the periphery of simplicity is definitely not

peripheral.
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7. Emotion – more emotions are better than fewer.
8. Trust – in simplicity we trust.
9. Failure – some things can never be made simple.

10. The one – simplicity is about subtracting the obvious and adding the
meaningful.

These ‘laws’ can be used beyond the TBD process into the strategy creation
process as a whole. ‘The devil is in the detail’ is not a quote many can
subscribe to when it comes to disruptive technologies. Instead, people usually
prefer a ‘don’t ruthlessly plan; ruthlessly execute’ approach and these are
often the words you hear when executives are asked why they are successful
in profiles in outlets like Fast Company, Entrepreneur, Forbes, Fortune and
Harvard Business Review. The old George S Patton adage seems to be true:
‘A good plan violently executed now is better than a perfect plan executed
next week.’

Initially, TBD was simply a list of questions that a person went through in
order to explore an idea more fully. However, it developed as I used it and
more people saw it in action.
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What ‘simple’ TBD is set up to do
The Introduction and Chapter 1 taught us that things are speeding up and that
the types (and pace) of technological change are moving faster than ever
before. Often people feel out of their depth and suffer from analysis paralysis,
death by PowerPoint and binding by red tape. ‘Simple’ TBD was set up to
acknowledge and combat this by answering one simple question: ‘Should we
do more research into ______?’

Before you jump into applying the simple version of TBD it is important to
point out a few caveats:

1. Asking and answering questions is important but can be misleading. TBD
relies on asking and answering a variety of questions in order to move
forward with a clear issue but asking ‘Should I do A or B?’ could be a
false dichotomy. This question implies that A and B are mutually
exclusive (ie you couldn’t possibly have both options). While simplicity
is the focus and key of TBD, the options it gives you are essentially
binary and as we all know business is not always so simple. Using the
‘simple’ TBD you may miss options which is why the full TBD
framework was developed. In other words, just asking/answering
questions is essentially the wrong thing to do and may not be entirely
helpful in every scenario and industry; however, in many instances it can
help to clarify some good next steps.

2. ‘Simple’ TBD does not take into account how your company applies or
thinks about change. This is massively important if you are looking to
push through new ideas. Just because you think you should do something
does not mean you can or will. Understanding this is key to making TBD
really work at a corporate level, not just for low-level decision making.

3. ‘Simple’ TBD assumes resources are infinite. ‘Simple’ TBD is aimed at
fast answers to (often but not always) complex problems. Again, business
is not always like this but the successful ‘fail fast’ mentality of Facebook,
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Apple and start-up companies is testament to the world we are living in
and moving into. TBD assumes that if five things came along and all are
deemed worth doing then a company should, could and will do them.
This is unrealistic but TBD remains a way of minimizing these risks early
on and helps companies and individuals focus on the current landscape.
This issue is addressed in the advanced version using a ranking and
prioritization methodology.

Even with these caveats, simple TBD can be incredibly useful for
prioritization, further research decisions, resource allocation and quick wins.
All businesses are looking for frameworks, formulas and methodologies they
can use to streamline and optimize their strategies in order to save money or
time. As with most things in business and life, it may not necessarily be the
thing you do that gets you the most value; it may be the value that thing
brings you.
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The ‘simple’ TBD framework
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Step 1: Create your Decision Matrix
Based on a Risk Matrix design, the first part of the ‘simple’ TBD framework
is to create a matrix of outcomes or a ‘Decision Matrix’. In other words, this
is a list of what you will do if and when an idea, technology, new product,
feature or platform emerges or changes in some way. These outcomes can
and will be different for companies and industries in the same sectors but the
point is to make it unique to the company at hand. The Decision Matrix is a
way of pre-assigning outcomes to specific numbers so that when you finalize
the TBD score you can go back to the matrix and see what the next steps are.
The key is to make them as specific and action-orientated as -possible. No
wishy-washy answers are allowed in any Decision Matrix.

The 0–10 scale was used as 10 is an easy number to understand and is
commonly used to judge things – some clients prefer to use 0–100 but 0–10
usually simplifies things. Zero may not necessarily mean ‘no action’ but it is
usually where most people assign the least activity, importance or
instructions. Start with a blank piece of paper and list out what would be the
decision if something was ranked 30 on the scale, based on a 0–10 rating for
each of the three TBD questions outlined in step 3 – in other words it could
not be a more perfect fit for the company based on its current aims, goals and
objectives. Once you have that, write it at the top of the piece of paper.

Some possible examples of best-practice decisions that have come from
clients include the following:

Within 24 hours, write a 200-word recommendation plan for the senior
team to vote on (majority approval means the budget of $______ will be
applied and specific test plan will be laid out and executed within 48
hours).
Within 24 hours, the senior team will meet and discuss the issue at hand.
At the end of the meeting the group will vote on the next course of action
from three options: go ahead and fund test case, approve further research
or deny further action at this time but revisit in 3/6/12 months.
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If the cost of a test would be under $______ then [MANAGER] is
approved to move ahead with testing the issue. If more than this sum is
required, [MANAGER] will seek approval from the senior team via a vote
within 24 hours after an e-mail case has been submitted.

What would a zero rating cause you to do? This may not be anything or it
may be a ‘wait and review in six months’ decision. Whatever you choose,
you now have the best- and worst-case scenarios. You have desired outcomes
for both the best and worst of cases. The next step is to then start filling in the
points in the middle of the Decision Matrix. This step is key, as experience
and the law of averages tell us that a lot of technologies will fall in the middle
of the Matrix. Spend some time really examining what you will do in the case
of a 15 or a 17 – where will you draw the line from one decision to another?
Think about the benefits to the company and what the risk of not doing
something might be – this (and other questions) can help move things up and
down.

Now think about when you would want to make a separate distinction to
the best-case scenario (ie 30) you just wrote down. For some people this will
be 29 and for others it will be closer to 25. The number itself doesn’t
necessarily matter but allowing yourself time and space to understand the
difference between a 25 and a 30 is key to making decisions that could cost
or save companies thousands of dollars. This process creates ‘bands’ or areas
where specific decisions will be made enabling you to make fast
determinations on the course of action that a technology, feature or upgrade
proposes.

The final step is to fill in other points in the Decision Matrix. What
happens at 5, 10, 15 and so forth? Some companies will have one decision for
every number (although this isn’t recommended) while others stick at three (a
traffic light system) or four. The most successful companies that use TBD
create a few bands for decisions (ie 10–15) with specific simple actions for
the lower bands and intricate instructions for upper bands rather than lots of
complex decisions for each number or lots of numbers. Having fewer but
more specific bands enables you to move faster and be more efficient and
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often causes fewer misunderstandings, as the same result is often achieved
even if the T, B or D scores become disputed.

The Decision Matrix is based on a typical Risk Matrix, which is used to
determine the response when something bad happens (or to help avoid riskier
strategies).
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Figure 4.1    Risk Matrix
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Figure 4.2    Decision Matrix

The Decision Matrix is slightly different because we do not assign likelihood
or severity of disruption to it – it is simply a score to determine a course of
action.
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TOP TIP

The best decision matrices are ones that are not created in a vacuum. Grab a team of people
together – all levels is best – and talk openly about best cases, likely cases and how the
company has dealt with similar things in the past. Be open and honest about budgets, time
requirements and agree the wording, the deadlines and the action to be taken. Doing this will
ensure several things from compliance and understanding to encouraging future collaboration.
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Step 2: Decide on the questions you want answered
This can be challenging as often businesses aren’t sure of disruptive
technologies and rapid changes as their structures are inflexible or change
requires a lot of energy. However, done correctly and with practice, forming
these questions can often be done quickly and efficiently, either ruling out
further investigation or beginning a good course of action. Naturally, the
questions differ and the phrasing changes from company to company but
essentially you are looking for a ‘What should we do because of ______?’

Most of the time the questions will look something like these:

What should we do about ______?
Should we start using ______?
Will ______’s new feature, ______, help us make more money?
Will ______’s new feature, ______, help us save time?

It is important to remember that simple TBD is not a cost-benefit analysis or
anything similar, but a quick way to decide what to do next. In essence, TBD
is a motion giver; you need to either move forward or you don’t (and perhaps
decide to revisit or check back in the future).
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Step 3: Use TBD to obtain the TBD score
You are now required to make some judgements on the elements of TBD
(Technology, Behaviour and Data) in order to determine a score that relates
to your Decision Matrix.

1 Technology (the ‘can they’ element)

The question to ask yourself is: based on the evidence I have in front of me,
can the end users do what I need them to?

This is often the most important question as it sets the framework for what
you are asking about in general. People can be made to do things (behaviour)
and in enough quantities (data) but primarily you need to know what it is the
thing does and how it works; in short, as much about it as possible. Clients
that use this method tell me they usually spend about 20–30 minutes on this
section but can spend up to an hour or more if it feels like a big issue or
information is scarce.

Once you have completed the research, give yourself some time to reflect
on what you have found – read through it, highlight positive and negative
points but form an opinion based on what you have found; you may decide
that more time is needed so continue your research until you are satisfied.
Sometimes with disruptive technologies very little will be available but being
aware of this upfront can often help create specific scenarios at step 1.
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Figure 4.3    Can they?

A score of zero means the users will not be able to do what you are asking –
for example, if you want people to be able to post video and the site only
allows you to write blog posts for revenue share this would result in a zero.
However, if the blog site does allow people to post video, a score of five or
above seems fair because although you can post video, it is not the primary
function of the site. Be ruthless with your scoring – refer back to it
frequently, challenge yourself on your assumptions and look at the research
you have conducted.
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TOP TIP

Create an Evernote account early on. Evernote is an online bookmarking tool that enables you
to save whole webpages and search within them later on. It also enables you to forward e-mails
to it – it is like your own personal, private knowledge repository that you can access from
anywhere with an Internet connection (and offline if you choose that option too). By tagging
good information every time you find it you will be able to easily relocate it, update it and
keep topic notes for future use. For example, you may want one note for 3D printing and
another note for 3D-printed fashion or you may combine the two. Notes can then be shared and
co-created if there are several people researching a topic at once (recommended).

Sites that help with Technology research:

Academic search engines Wikipedia keeps an up-to-date list of top journals
that can help find unique details and aspects a lot of other publications miss.
(https://en.wikipedia.org/wiki/List_of_academic_databases_and_search_engines

EpicBeat Created by Epictions, EpicBeat provides deep analysis on content
that is already published and only published on the web. Using this tool, you
can find influential voices and experts within industries along with links to
the most-read and most-shared articles on specific topics using Boolean
search strings (ie ‘and’, ‘-’, ‘or’). The tool has a free and paid-for subscription
service. (https://epicenter.epictions.com/epicbeat/explore)

Google Advanced Search This part of Google is often ignored by businesses
because the first page of results usually locates something of interest that
pushes them down an exploratory search path. Instead of simply using
google.com, use the link below to find a page that will further refine your
search to include and exclude certain things.
(https://www.google.co.uk/advanced_search)

Industry-specific search engines Industry-specific or ‘vertical’ search can
be done in a number of ways but the easiest (and often most up-to-date) way
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is using a specific search engine or database – the Search Engine Guide is an
excellent resource to start your research for highly specialized information
that is often not openly available.
(http://www.searchengineguide.com/searchengines.html)

Noticeboards/board communities These tools can be rich sources of experts
– often people at top technological firms contributing anonymously or
obsessive types who enjoy finding and exploring topic areas. Examples of
such sites include Reddit, Quora, Voat, Snapzu, Stack$ity, Digg, Hacker
News, Product Hunt and Slashdot. A top tip is also to look within these sites
for unique and dedicated sites for things like specific Microsoft products or
3D printing communities, or on their own using any major search engine.

2 Behaviour (the ‘will they’ element)

The question to ask yourself is: based on the evidence I have in front of me,
will the end users do what I am asking?

Using your research, or conducting more if (or as) required, you will be
giving a score to the Behaviour part of TBD. In this section, you must know
your consumer (or the consumer that is using the technology) and decide
whether it immediately overlaps, or will or could overlap in the future.
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Figure 4.4    Will they?

Sites that help with Behaviour research:

GlobalWebIndex GlobalWebIndex is a survey database that tracks how
people use the web with an impressive level of detail. Updated quarterly, the
service covers 34 countries (546 local regions) and offers brands and
individuals granular information on behaviours, device usage, attitudes,
lifestyle, demographics, social media usage, app usage, commerce
preferences and marketing touchpoints. The database is not read-only,
however; the beauty lies in being able to slice the data lots of ways. Some
data can be used for free but the paid-for service is well worth the money.
(https://www.globalwebindex.net)

Cognitive Lode Created by Ribot, Cognitive Lode takes the latest
behavioural economics and consumer psychology information and distils it
down into nuggets of information that can be easily applied. Sign up for the -
newsletter to get new information delivered to you each week.
(http://coglode.com)

Hitwise Created by Experian, Hitwise is a US-centric but global firm with a
vast dataset from more than 10 million people in the United States alone. The
company tracks behaviour from over 1 million sites and uses an opt-in panel
and diverse range of individuals in order to make sure samples are
representative. The data they collect is used by top brands who want to know
about demographic and lifestyle segmentation, competition usage, search
term usage and traffic drivers amongst other things.
(http://www.experian.co.uk/marketing-services)

Melissa Data This offers a wide variety of data pertaining to geographic,
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socioeconomic and identity information that can be accessed for a price
(some is free but limited to a specific amount every day). Useful and timely
information can be gleaned from the site as it is regularly updated.
(http://www.melissadata.com/lookups)

Government sources Both the US and UK governments lead in open data
policies with both providing multiple datasets and tools to find out about
what the public uses, does and believes on a wide range of topics. Sites can
be difficult to navigate due to the large volume of data and different types of
information contained within the sites but stick with it and go beyond
obvious searches to find nuggets of data and insight.
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TOP TIP

Don’t forget to look at census data as a jumping-off point; health data is often given its own
deeper site by most governments so search for that type of information. (US: www.data.gov
and UK: www.ukdataservice.ac.uk/get-data/themes/health)

Facebook Graph Most Facebook data is private but a vast amount is not –
when you think Facebook has more than one billion users logging in every
month you can get some robust data and insights. Facebook Graph is the tool
you can use to query large amounts of information that users are happy to
share (or don’t realize they are sharing).
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TOP TIP

Look at Facebook IQ for more tips and deep data analysis that has been compiled and released
by Facebook. (insights.fb.com and developers.facebook.com/docs/graph-api)

3 Data (the ‘will enough’ element)

The question to ask yourself is: based on the evidence I have in front of me,
will enough of the end users do what I am asking?

The Data section of TBD is the most useful in determining a course of
action as it can often polarize a decision because of the evidence available. In
this section, you need to assign a score to this question based on the research
you have conducted (or will conduct if more is required).
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TOP TIP

Discuss data and users when creating the Decision Matrix. The Data part of simple TBD is
where many companies stumble because the current level of use, users and usage of the
technology or service is small and therefore deemed a poor investment. This is totally fine if
you have limited resources or ultra-specific criteria but it is a good idea to factor these
questions in when developing your Decision Matrix and evaluating usage rates, trends and
other related factors.
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Figure 4.5    Are there enough?

Sites that help with Data research:

Website and application measurement services Sites and services like
comScore, Nielsen, HitWise, L2, Compete and Alexa measure traffic,
demographics and other metrics that show who is using websites and apps. A
quick Google search will find any of these sites and the free content they
provide. Several give out a wide variety of data and reports on topics via their
blogs although almost all have paid-for subscription models that offer readers
a lot more data.

App Annie Mobile and smartphone data is increasingly important as more
and more time is spent on these devices and in places where old technology
used to rule. App Annie is the leader in this field with few to rival the data it
has on the various app stores and how people are using their phones. Beyond
App Annie’s useful (and regular) free content, they also have a paid solution
that enables users to gain granular information and data on market insights,
forecasts and changing consumer behaviours.
(https://www.appannie.com/about/home)

Analyst firms The top large firms are McKinsey, Forrester, Gartner, IDC
and IHS but a quick search will find more specific ones too. Understandably,
these knowledge-worker establishments don’t give out much for free that is
totally up to date but what they do give out is often forecast in nature or helps
show trend information. Often the work is of a high quality and sufficient for
this level of reasoning although more detail will likely be needed should
further research be deemed necessary by your Decision Matrix. In this case,
you may need to purchase full reports. You should also look for smaller
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analyst firms that specialize in the areas you are looking for as these will also
produce interesting insights and are often more forthcoming with free
insights than larger firms.

Economic data FreeLunch is a great site that offers up high-level economic
data (mostly for free). Run by Moody’s Analytics, FreeLunch provides
historical and forecast data at top and low levels and represents over 93 per
cent of global GDP, covering more than 180 countries. The FreeLunch
database contains more than 200 million financial, demographic and
consumer credit data points and adds roughly 10 million each year.
(https://www.economy.com/freelunch)

Media and press sites While obviously likely to contain some sort of bias
(as they are often written by PR and marketing departments), press and media
sites on platforms and company sites offer a wealth of information that is
usually dumped on specific areas that can be searched and accessed through
indexes. These vary in position but are often right at the bottom of sites in the
navigation bar.

Data USA Made in partnership with some serious brains who work for MIT,
Deloitte and Datawheel, Data USA is a relatively new site that was created to
help people navigate the massive amount of public US data. The data is
visualized using a number of methods and is free to use. Best of all, the
software code is open source, meaning you can take it and develop your own
products using Data USA data mixed with your own. (https://datausa.io)

Gapminder Gapminder is a large collection of data sources from around the
world including the World Bank, the United Nations, World Health
Organization, International Labour Organization and Forbes amongst others.
Data can often be regionalized and is fully downloadable.
(https://www.gapminder.org/data)

Google Trends Google Trends is a powerful tool that enables you to look at
searches over time in order to see if certain words or phrases are increasing in
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popular search usage. Beyond this, Google Tools can be used to ask very
specific questions in order to gain in-depth analysis based on geography and
related searches. (https://www.google.com/trends/explore)
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Step 4: Calculate your TBD score
In order to find out the final TBD score for your question you need to add up
the three scores from the Technology, Behaviour and Data sections.
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Figure 4.6    Final score

Remember if you are using the recommended 0–10 scale, the maximum
score for TBD can only ever be 30. There is never any subtracting,
multiplying or dividing involved for simple TBD.
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TOP TIP

From experience, the score of 1–10 gives enough room to manoeuvre and is universally
understood but you may want to alter this or use 1–100, traffic lights or another system –
whatever works best for your company – but above all, it must remain consistent over time and
remain equally weighted.

Now you have your final score, it is time to find out what decision you will
apply to the issue or question you posed using the Decision Matrix you
created at the beginning.
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Step 5: Apply TBD score to your Decision Matrix
Now you have your TBD score it is time to assign a decision to that score. As
previously mentioned, everyone’s Decision Matrix is different but it is
important to remain true to whatever decision you have agreed to. Clients
have told me it is tempting to knock points up and down based on the time of
day, energy levels or current workload at that time. I urge you not to do this
for a few reasons but mainly because you are not being true to the aims of the
process. Everyone gets busy and earlier chapters talk about this as it is an
important part of making the TBD process successful.

Identify what the score you achieved corresponds to and write it on the top
of a piece of paper (or e-mail or whatever medium you work best in). Now
start to flesh out the decision based on your understanding. The best advice
here is to not put it off – do it then and there. This way you’ll have everything
fresh in your head and get the best first thoughts down. You can of course
return to it later, add to it and have others contribute – the key is to keep the
momentum up.

You’ve taken the time to get this far, so don’t sabotage yourself – stay true
to the decisions you made. Don’t make yourself feel better in the short term
to make yourself feel miserable in the long term.

CASE STUDY

Before we look at the Advanced TBD framework in the next chapter, let’s
look at an example of simple TBD from a client case study.

Susan is a CMO of a well-known fashion retail outlet, which is considering
implementing a new type of changing room. The new changing room is
drastically different to the old style of taking things in and leaving the
customer to it.
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The new changing rooms:

replace the cashier;
allow customers to browse more clothes than are in the store;
augment the general experience to be more fun and engaging;
allow people to try items on without actually trying them on, using a
projector;
enable customers to ask advice from online stylists;
allow customers to pay in the changing room and organize delivery (if
they don’t want to carry it around with them).

1. Technology (CAN?). While everyone can shop like this, not everyone
goes to physical stores to buy clothes so it cannot be a perfect 10
[SCORE = 8].

2. Behaviour (WILL?). Clothes purchase is a personal thing to every
individual. Some take time and effort when selecting clothes whereas for
others it is a quick in and out purchase choice. Others purchase online
and this is an increasing trend. Therefore, the score reflects a majority
supporting the idea but not a higher score [SCORE = 7].

3. Data (ENOUGH?). Based on similar new-style changing room examples,
people are responsive to additional information while trying clothes on.
The CMO found some interesting additional questions to ask around
body scanners in changing rooms and also identified that costs are lower
when reducing staff, distribution and inventory held on the premises.
Additionally, the CMO found data about increased basket size when
clothes fitted better (people bought two versions) and customer
satisfaction increased when clothes were delivered to their home rather
than having them with them as they walk round other shops [SCORE =
8].

Total TBD score: 8 + 7 + 8 = 23

Based on the Decision Matrix Susan created with her team beforehand, the
******ebook converter DEMO Watermarks*******



score falls into the company’s middle category, ‘Create a small test case’,
which falls between ‘Research further’ and ‘Implement widely immediately’.
The score means there is automatic budget assigned to fund a test (more can
be applied for but this will require a pre-agreed higher-up sign-off, although
this test is mainly about rerouting existing functionality). Based on this,
Susan determines that a one-store test is most appropriate and activates a two-
person team to own the project (with her oversight) to be completed within
two weeks and then implemented within a maximum of one to two months.
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Conclusion
This chapter gives you an easy method to get things moving and lots of
resources to enable you to make better decisions. The chapter also helps other
areas of the business understand the rigour you are attaching to making
decisions and how you think about disruptive technologies.

TBD can be a simple process but there are limits to when it can be used
without additional information and interrogation being needed. Subsequent
chapters will deal with these issues in addition to creating open businesses
(and departments), things to watch out for to maximize your chance of
success, and how to gain sign-off (including funding) at all stages along the
way.

The following chapter moves from simple TBD to the more complex
framework, enabling you to prepare the necessary elements required to
complete your own advanced TBD framework.
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05
Complex TBD

The coming chapter will enable you, your business or department to:

follow steps to complete your own complex TBD framework;
identify core areas of interest and areas that can be de-prioritized based on
your own company objectives;
avoid common pitfalls when thinking about disruptive technologies and
emerging technologies;
maximize the chance of success and secure additional funding if/as
required.

The previous chapter focused more on a light touch (or use) of the larger
TBD framework. In this chapter, we will explore an advanced version of
TBD or (TBD+) which will enable you to create a focused grid of investment
– be that money, time or attention for your business or brand. In this chapter,
you will learn how to prepare the necessary elements required to complete
your own advanced TBD framework.
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Why are two versions of TBD needed?
As you saw in Chapter 5, TBD was born out of a long conversation and was
always meant to be a quick decision tool. As time progressed and the
framework was used and refined, additional elements were added to increase
its usefulness and robustness, include other people and above all enable it to
be embedded into an organization rather than to be a one-use item. Naturally,
if your company feels like a more rigid system wouldn’t work (or just has a
reactionary style), try just using simple TBD. Simple TBD wasn’t meant to
be a long-term solution; TBD+ is. Companies often require specific, longer-
term views of emerging and disruptive technologies (an often difficult and
laborious task) rather than simply creating or receiving a list or a timeline –
TBD+ was created to streamline this process.
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What is TBD+?
Unlike simple TBD, TBD+ brings in the individual company’s priorities and
areas – after all, it is somewhat futile to follow something like
nanotechnology if it has been deemed there is little to no likelihood of it
impacting your company. TBD+ creates an editable grid of technologies and
identifies key areas that your company can excel in based on a system that
includes multiple criteria that are unique to each company.

In short, the TBD+ process allows anyone to create a prioritized grid of
technologies that enables a company to focus its resources and make the
correct investments, whether that be time, money or both.
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When do you use TBD+?
Unlike simple TBD, TBD+ is a tool that takes a little more time to create and
is meant to be updated on a quarterly basis. Both these features are key
differentiators from simple TBD but the initial setup is usually the part that
takes the longest. Once you have set up the various elements, the updating
and checking is usually pretty simple. Clients vary depending on their
individual levels of comfort with the system and different circumstances but
most clients (after the initial creation) tend to update TBD+ on a quarterly or
bi-annual basis. By doing the quarterly updates, companies ensure the
process is not just bedded in but is also a guiding star and helpful reminder
for subsequent strategic decisions that may need to be made.
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TOP TIP

Use your calendar to get the most out of TBD+. Setting recurring reminders and notices in
your calendar right at the beginning of the process is a smart move that often makes the rest of
the process easier. From reminding the group to identify new technologies to collecting data
yourself by putting in monthly, quarterly and other big milestones, the TBD+ process becomes
more ingrained in the corporate space. I have found it incredibly useful to set aside time to just
simply plan and think big before meetings. For more information regarding clawing back time
refer to Chapters 2 and 3.
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Before you start, a word on failure
Previous chapters of this book and ones to come will discuss the difficulties
of organizational change. You will have challenges, challengers and bumps
along the way. Give yourself, right now, permission to fail. Not the whole
process but parts and times along the way. Free yourself from the pressure of
perfection. Do it now. Say it out loud or write it down but do it. Nobody is
perfect in business (or in life) and without the freedom to fail people rarely
reach for anything too far. You aren’t one of these people.

Now this doesn’t mean that what you produce cannot or doesn’t have to be
perfect but the process or way you get there is unlikely to be smooth or
simple. Everyone hates to fail but the best way to get over failure is to expect
it and then when it comes along you are less likely to be completely bowled
over by it. There have been many quotes pertaining to failure that stick in my
mind but one I use regularly with clients when things go awry is adapted
from a Thomas A Edison quote: ‘Failure is just another way not to do
something. Find the way that does work.’

With a ‘confident failure mindset’, as I call it, you create the expectation of
failure. In other words, you create a realistic perspective – when was the last
time you (or someone you know) got something complex and strategic totally
perfect right off the bat? By bringing up failure upfront, you introduce a
refreshing pattern interrupt that makes people sit up and think – what’s
happening here? I don’t have a pre-programmed response for this so I had
better hear more. Again, you aren’t focused on the failure of the entire plan,
just that the route to get to the end may not be the one you set out with.

Now you have the why, the right mindset, the focus and the desire, let’s
start going through the steps of the TBD+ process.
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The TBD+ process
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Step 1: Define your company’s objectives
Having worked with a wide variety of companies – big, small, start-up and
global brands – one thing continues to amaze me when I speak to employees
at different levels. Few of them have a clear vision of the company’s
objectives. What is worse, many return responses that are often negative
towards senior individuals, inferring that there are already divides within the
company that will make my job harder. Few companies have clear visions
and objectives beyond perhaps a quarterly update or a yearly speech. Often
what’s worse is that taglines become objectives.

The point of this is to labour the idea that visions and objectives are crucial
when it comes to the future. These seemingly pointless statements and
taglines do add up to something, both internally and externally. If people
aren’t ‘singing from the same hymn sheet’ you are disadvantaging yourself in
a time when you don’t need more challenges. If you cannot write down two
or three objectives for what your company (not your role or the quarter you
are in) does and what it is looking to achieve, start researching.

How to do this: often with these companies, such information does exist
but it isn’t often discussed, updated, challenged or promoted for a variety of
reasons. In this instance, I often ask who created the information, when was it
created, is it still true and can it be adapted?

Places where you can find the information include CEOs, Investor
Relations areas on websites, press rooms and sites like Wikipedia and
corporate sponsorship blurbs. Once you have these objectives, lay them out in
front of you on separate bits of paper and think about how these filter down
your organization and what they mean to you. This may spark some questions
for senior executives immediately (like the ones above) – write these down
and make sure you ask them before proceeding.

Once the list of objectives is finalized, write them at the top of a sheet of
paper. These are your guiding principles. The reason you are embarking on
TBD+ is to create a robust strategy for the future – understanding your
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guiding principles gives you a focus for the whole process. Some will be
extremely relevant to the journey while others will be less so. The point is,
you have a pointer to the horizon. Don’t forget there are numerous other
factors that will determine the success of the TBD+ process and your
company’s future. You are using TBD+ to chart a number of technologies
and fields that will help you navigate towards your goals. Commit to the
process and judge progress accordingly – every day you are a step closer to
the goal (which will then shift once you reach it).
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Step 2: Assemble your team
A steering group (sometimes called a ‘steering committee’) usually decides
the focus of a business or organization and how it is run. The right people are
not necessarily just ones you get along with or have worked with on
successful projects in the past – these are strategic and key players within the
business.

While it could be argued that involving more people complicates things,
experience tells me TBD+ provides the best results when others from the
organization are included:

The process being subjective and having multiple viewpoints enables you
to come up with a number that is more representative of where your
customers and business are.
By involving more people from the organization the process and, more
importantly, the results are more likely to filter through the organization
more efficiently.
Involving people with different viewpoints and experiences means
potential kinks, issues and roadblocks can be seen, avoided and navigated
before they become problems.
When people aren’t involved in projects it is often easier for them to
criticize and derail things after the work is done.
Each person will be specialized in different areas and so different
viewpoints and opinions can be obtained quickly.
More people involved means that the likelihood of failure is lowered as
there are more eyes and hands to carry the burden.

While it is absolutely possible for an individual to complete TBD+ it is not
recommended. Experience has shown that this not the best route as the
specialization of each of the recommended members (and their cooperation)
makes the process more robust and less prone to individual biases. Increasing
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the amount of people involved can also decrease the stress and pressure on
the individual conducting TBD+.
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TOP TIP

Using Post-it notes or pieces of paper on a makeshift clothesline is a great way to make this
task more interactive and really compare different items in relation to each other.
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Step 8: Identify potential new areas of technological
interest
This is often the hardest part of TBD+ as you may not know straightaway
what the areas of interest are.

Think about trends you’ve heard about, conference topics you’ve seen, use
Google Analytics to get an idea of other words associated with the
technologies you already use, look at analyst reports (and blog posts – these
are sometimes more frequently updated), look for area or topic curators on
platforms like Twitter and LinkedIn, ask a question using a Q&A site like
Quora (quora.com) or find an expert in the field and take them to lunch to
discuss areas that cross-connect or collide with the one you are interested in.

The Expert Referral Staircase

This system was learned from a mentor when I lived in Los Angeles at the
start of my career. I didn’t know a lot about the lie of the land and he taught
me a way of finding out top information in a robust (but understandably not
foolproof) way.

The system works like this: you start out having an idea of who may be
able to help you understand something a bit more (let’s call them ‘Expert 1’).
You chat with Expert 1 and get the information you can from them but then
the key here is to ask one simple question at the end of the meeting. This
question can change but the idea is the same – you are looking for ‘their’
expert.

The question may be:

‘Who do you turn to for information and trends in this area?’
‘Who is at the top of this field in your opinion?’
‘Who would you go to if you had a question about this?’

This next person or source is Expert 2; once you have this information, you
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go after them and the cycle repeats until you are satisfied you have the best
answer or until you find another topic in order to go into another area. The
idea is that every time you question someone you go up a stair and get better
and better information. You constantly learn new information throughout the
process and often find new areas of information to explore. Beyond this, you
also create for yourself a panel or collection of smart people you could also
potentially cultivate into a think tank or some sort of knowledge collective
for the business.
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TOP TIPS

Before you begin this questioning process, make sure you have written down clearly what you
are looking to achieve – lose all the extraneous information and focus on the deep issue you
are looking to find out about. Are you, for example, looking for revolutionary solutions or do
you need practical ones? Another tip for this method is to not just look for academically smart
people – look for the people you know (or that the expert knows) who are creative thinkers.
Finally, keep the process light and, ideally, free from prior knowledge or other constraints so
that you get the experts’ best thinking rather than their first idea or just any solution that they
think will work (or that you want to hear). The process takes time and is an art.

There are lots of other ways to find this information internally and externally
– the best way to do this is to be open, hold concise brainstorms and do lots
and lots of research and mapping.

The good news is that you already have five technologies to put into the
grid:

nanotechnology;
3D printing;
blockchain/bitcoin;
artificial intelligence (and machine learning);
holography;

Other examples could include virtual reality, augmented reality, chatbots,
point-of-sale technologies, Uber, Netflix, the sharing economy, Facebook,
autonomous vehicles, robotics, home-testing genomics, solar power … the
list goes on. The key for this step is to focus only on areas that are already of
interest rather than ones that are not currently impacting or critical to your
business. The idea is not to create an exhaustive list but a focused one.
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Step 9: Use the TBD+ Compass to evaluate new areas
of technological interest
Now that you have the areas of potential future interest for the business you
need to evaluate them in order to create a prioritized action list. You may
have already noticed (as most people do) that the list you have created is long
and looks unwieldy – do not worry or think about lobbing anything off
because the initial list is meant to be long. The process gets quicker after the
initial Investment Grid has been filled out.

The TBD+ Compass

The TBD+ Compass is a measurement diagram that will, once completed,
show you how the technology you are evaluating fits into your business’s
future. The diagram is loosely based on a network spidergram and when
filled out will create a variety of shapes (iceberg, reverse iceberg, fox,
pacman amongst others) which denote different potentials for the business
based on potential for competitive advantage, first mover potential and a
variety of other factors.

Here’s what the blank TBD+ Compass looks like:
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Figure 5.2    Blank TBD+ Compass

Once you have this drawn out you need to fill it in. Here’s what a filled in
TBD+ Compass looks like:
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Figure 5.3    Completed TBD+ Compass

Filling out the TBD+ Compass

This process takes a few goes to get down to a quick procedure but once you
and the group have done it a few times you really can see the power that
TBD+ possesses to move a business’s direction.

How to score Each section of the TBD+ Compass is for a specific member of
the selected steering group.

The T-group looks at the technology itself and the properties and uses and
is focused on ‘Can they do what you are asking?’ based on your business
objectives:

TC – Senior Advertising/Marketing/Consumer-level executive.
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TO – Senior IT Manager/Director-level executive.

The B-group looks at the behaviour the technology elicits, the why behind the
technology and how people react to it. Focused on ‘Will they do what you are
asking?’ based on your business objectives:

BC – Senior Customer Service/Customer Experience-level executive.
BO – Senior Sales Manager/Director-level executive.

The D-group looks at the data behind the technology, the how many, the
when and the how often. Focused on ‘Will enough of them do what you are
asking?’ based on your business objectives:

DC – Senior Data Officer /Consultant/External third-party adviser.
DO – Senior Analytics/Finance/Data Officer-level executive or agency.

Every member of the group has 10 points to award or hold back based on
research that they do on a certain subject. You can of course feel free to
modify the descriptions of the 10-point scale based on your business situation
but it must remain consistent to allow fair comparison.

Important note: While money is important, the right answer for your
business is paramount when it comes to TBD+. This means that while
technologies can be expensive, this factor should alone not exclude them
from consideration. The technology that is excluded on this basis could be the
very technology that differentiates your business from your competitors’
businesses. To this end, remind people about this all the way through the
process. It isn’t making light of the issue but it is freeing people to think big
and see what is possible, not what is immediately feasible.

The 10-point scale is determined by each member (or mini team)
answering their designated question:

TC – On a scale of 0–10, with zero being ‘technology doesn’t exist’ to 10
being ‘everyone uses it’, how much of the market has the technology?
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–  How many people have the hardware, software or application in
their hands (or access to it) right now?

TO – On a scale of 0–10, with zero being ‘the business has nothing it
needs to roll out the technology’ to 10 being ‘it has everything it needs to
roll it out’, how able are you to deploy the technology?

–  What are the current development capabilities of the business?
What are the current human resources that will be required in the
business that you don’t already have?

BC – On a scale of 0–10, with zero being ‘behaviour is not currently
happening’ to 10 being ‘it is already an everyday behaviour’, how many
people are doing what you need them to do?

–  Beyond current behaviour, are there any complementary or similar
behaviours that can be easily applied or modified to make the desired
behaviour happen?

BO – On a scale of 0–10, with zero being ‘not keen at all’ to 10 being
‘incredibly keen’, how keen are you to encourage (or cater to) the
behaviour?

–  Is it commercially advantageous to drive this behaviour or financial
death if you don’t cater to it?

DC – On a scale of 0–10, with zero being ‘no interest’ to 10 being
‘everyone showing interest’, how many people have expressed interest in
doing what you need them to do?

–  Are people interested in the technology or the problem it solves?

DO – On a scale of 0–10, with zero being ‘not at all’ to 10 being ‘total
disruption’, how disruptive will this technology be?
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–  How soon is the technology likely be adopted by the mass market?
How pervasive is the technology likely to be or predicted to become?
–  Are any competitors currently in the space or entering the market?

This is a key part of the process, so make sure everyone understands their
question and can justify their scores. Once a person (or team) has finalized
the score for their part of the compass, have them send it to you.
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Step 10: Calculate final TBD+ score for new areas
and plot these on the Investment Matrix
Once you have all six scores you need to add them up into a single score.

TC + TO + BC + BO + DC + DO = TBD+ score

At this stage there may be some discussion around final scores when they are
seen against each other. This is only natural and is a big part of the process.
The key here is to have an open and honest discussion as to why the numbers
in question are what they are. The best advice from years of doing this is to
spend some time on this area and make sure concerns are explored and ironed
out before moving on. The score is a guide and not the final, final score until
there is agreement – without agreement you risk losing enthusiasm and
support for the future of the investment (and the programme).

CASE STUDY

Here is an example of a finalized TBD+ Compass for a supermarket chain
that is looking to explore selling 3D-printed food in their stores.
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Figure 5.4    Completed TBD+ Compass for supermarket chain

Currently the supermarket is unlikely to invest in this technology because
while it exists, it is still early days (TO is midway) and consumer tastes and
behaviours for this food need to develop (BC and DC are low scores). In this
case, according to the Investment Matrix of the supermarket, a TBD+ score
of 15 means no immediate investment but further research is warranted;
immediate trial potential is denied but based on further research findings,
funding in the future could be possible. Re-evaluation should begin in six
months.

Once this process has been finalized and you have all your final TBD+
scores, plot all the technologies on the Investment Matrix and make sure
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everyone has a copy in order to maintain cohesion, transparency and keep
everyone focused.

Now stand back and look at the Investment Matrix:

Does anything jump out?
What are the surprising results?
Is anything immediately impending?
Are there any quick wins?
Is anything set to derail you if you don’t do anything?
What’s missing?

Thinking and answering these questions will help you prioritize your first
practical next steps. Spend some time evaluating the grid or list in front of
you and run different scenarios – are there any combinations? How can you
make the most change in the least amount of time? Is that even the right play?
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Step 11: Identify key areas of opportunity
Naturally, the higher-ranking numbers will interest people the most but these
are often not the easiest or fastest to achieve and often have investment
decisions attached that mean lengthy next steps (which is fine). However,
don’t be fooled into just focusing on the top right quadrant (if you have the
technologies in a grid) or the top few lines (if you have listed them in
descending order). Prioritizing is key here – look for over-indexing data,
rapid growth spurts, purchase-intention data and future potential data points
and mark these down as potential interesting points.
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Step 12: Determine action plan based on new
Investment Matrix
Action plans can take various forms and formats – I prefer to keep it simple
and short with clear actions and owners but feel free to use your
organization’s style.

Whatever style you choose, be sure to include the following points:

What actions or changes will occur?
Who will be in charge of carrying out these changes?
By when will they take place, and for how long?
What resources (ie money, staff) are needed to carry out these changes?
Who should know what/when?
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Step 13: Feed back to the group
Initial feedback should be short, decisive and excited. For best results, we
recommend completing TBD+ at least every six months (quarterly is best) in
order to a) keep up with new disruptions and emerging technologies but also
b) keep you and everyone accountable. The process should be a one-two
punch in the first 12 months. Tony Robbins is famed for his weather analogy:
it is smart to set your course and course-correct because the weather can
change.
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TOP TIP

Set calendar reminders for the next TBD+ update early so people are reminded to keep on
track and stay focused on the process. Two to five of these are usually sufficient; more than
that can cause apathy – you are looking for nudges rather than shoves.
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Conclusion
In conclusion, the TBD+ process is a tried and tested way of embracing
uncertainty, applying a method to changeable elements and creating a
bespoke plan for your organization. Over the next few chapters we will look
into some other elements that will help make this process and others a
success.

The next chapter discusses an important area – selling back the action plan
and how to excite the senior team so they get behind it quickly and without
extra work.
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TOP TIP

If you do decide to complete TBD+ on your own, take more time on each section and make
sure not to skimp on the earlier steps as these are vital to a strong TBD+ score.

Your team

The process will require the following people – naturally job titles and
functions differ from business to business but generally the following people
are required:

TC (technical consumer) – Head of Brand, Marketing, Sales,
Communication.
TO (technical organization) – CTO, IT Manager.
BC (behaviour consumer) – Head of Customer Service/Customer
Experience.
BO (behaviour organization) – CEO/Managing Director.
DC (data consumer) – Chief Innovation Office, Consultant, third-party
adviser (eg consultancies like Bain, Forrester) or your agency of record (if
appropriate).
DO (data organization) – Chief Finance Officer, Head of Commercial,
Management Accountant (whoever is responsible for the current and
future financial health of the organization).

Getting people involved

One of the best ways I have found to get people excited – or at least
understand why they are being tapped to be involved – is to send them a
killer stat or a really thought-provoking quote from an article from a
respected title.

A lot of people will be uninterested or won’t understand why they are
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being tapped for this activity. Once you explain the process to these
individuals and discuss why it is important to the future of the company, a lot
of this goes away – some may still resent being involved as it is out of their
job description but try to bring these people on board through public (show of
hands, voting mechanics) or private means (1–2-1 explanations, help,
advice). It is important to note from the outset that just because their name
will be going on the team list, it does not mean they cannot get other people
involved – in fact, some organizations produce better results when this
behaviour is encouraged.

Doing anything new and untested within an organization is risky. Some
work best when things come from the top down and others work best when
innovation and change come from the bottom up. You can determine which
way your company works – crudely – by listing all the major news and
decisions that have come from your business over the last six to twelve
months. Now mark them either top down (if the senior management team
decided them) or bottom up (if those initiatives came from the brains of the
entire workforce). Neither is right or wrong but both have an impact on the
way a business operates and communicates. The next chapter discusses
selling change and the process in more detail for either business type.

The first meeting of the group

Before the group meets for the first time, decide carefully on the messaging,
other attendees (you may or may not want your CEO present) and the
location. Some organizations prefer to conduct the meeting (and TBD+) in-
house while others may want to add a little theatre or breathing room to the
proceedings. The best recommendation is whatever you think will help
people understand and come together as the unit you need them to be. It is
important for this group to identify with each other and understand the
significance of what they are being asked to do. When the group meets for
the first time, talk openly about the time requirements, the importance of
being thorough, the help they have (and can ask for) and the ‘why’ behind the
tasks. Beyond this, the usual important meeting recommendations apply:
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make sure the room has lots of natural light;
make sure it is well ventilated;
make sure there is plenty of time to ask questions;
make sure there are enough comfortable seats;
make sure people know when to show up;
do not have the meeting unless all required people are present.
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TOP TIP

Using words like ‘start’, ‘give’, ‘we’, ‘want’, ‘choose’, ‘move’ and other positive words has
been shown in studies to produce more positive group cohesion. Beyond simply changing the
words you use, try to empower others and help them see the process as one that isn’t a nice-to-
have exercise but one that will determine the path of the company in the next one to three years
(it’s fine if it goes beyond this but be realistic with staff turnover, current mood of the
company and other factors). The point of this timeframe is to make it a short enough period of
time for them to have an impact or be impacted upon.
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Step 3: Define your target group (or groups)
Modern businesses operate in highly competitive, open and global markets
(often even if they are only in one territory) because of the Internet. As we
have seen in the first few chapters of the book, this world is in flux. The
people living in it are also changing because of this and other factors.
Consumers today are more demanding than ever before, more connected than
ever before and have more options than ever before. A key area of TBD+ is
to understand your target group better than your competitors do. Before
reading on, stop for a moment and read that last sentence again – can you say,
right now with your hand on heart, that this is true for your organization? Do
you know your target group better than your closest competitor does? What
about the challenger in your sector? What do they know that you don’t?

People today are demanding, complex and often contradictory beasts:

they demand more of everything for less;
they expect privacy but give out personal information to strangers;
they have more time but claim to be busier than ever.

The only problem with these statements is that they are broad, sweeping
generalizations; you could not apply them to both a 20-year-old in the United
States and a 60-year-old consumer in Hong Kong, for example. Beyond age
differences, the social and geographic differences are too vast. Knowing the
intricate behaviours, beliefs and patterns of your specific demographic is
imperative to the TBD+ process. Your first job as a team is to agree and
define your business target group (or groups) in order to make your TBD+ as
specific to your business as possible.

Being specific at this stage is critical in focusing in on key differences,
areas of similarities and point of interest for the future. There are several
reasons for breaking down your business into multiple target groups but the
main one is because stereotypes or age ranges aren’t enough – graduates have
different specialities, parents can be young or old, people can be introverts in
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their home lives but extroverts when using your product. Making sure to
spend the time really lasering in on who it is you are targeting (and who you
aren’t targeting right away) will save you time, money and effort in the long
run.
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Step 4: Identify a clear technological and behavioural
profile of your target group (or groups)
Once you have your company objectives, have assembled your team and
defined your target consumer group, you need to flesh out what you are up
against. This can be done in multiple ways including hiring an
advisory/consulting firm like HERE/FORTH to come in and present to you.
Making sure you understand your target demographic beyond their purchase
cycle is key in moving markets and disruptive times. Having a dynamic and -
crystal-clear picture of every aspect of your target’s life means any surprises
(or disruptions) are less impactful, can be taken on board more fluidly and
will enable you to spot more opportunities which could potentially be
lucrative or create additional revenue for the business.

Below are some tools that, while not exhaustive, will give you a good steer
on exactly what your target groups are doing and thinking.

Google Analytics This is possibly the most important source of information
for you (or whatever internal analytics service you use) as it will tell you
what is actually happening when people get to your website. Whether you
sell through your website or it is simply an information-based portal,
knowing the routes consumer groups navigate around and find your site
through are integral pieces of information for this step.
(https://analytics.google.com)

Canvas8 Understanding the why behind the behaviour is often more
important than the insight itself – this is where Canvas8 specialize. Through
their extensive library of insights and the knowledge network they have built
over the years (including an impressive reactive model), the team produce
bespoke reports for clients that increase understanding of different behaviours
and demographics. (http://www.canvas8.com)

TGI Owned by Kantar Media, TGI is a smart tool that enables users to find
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out the likelihood of a target group using other technologies, amongst other
areas. A powerful database of regularly updated information for cultures
around the globe, TGI can be used to analyse and test hypotheses about
different demographics using thousands of variables.
(http://www.kantarmedia.com/global/our-solutions/consumer-and-audience-
targeting/tgi-survey-data)

Ipsos MORI Based in Europe, Ipsos MORI works globally with big brands
to help them understand multiple aspects of their business including brand
communication, advertising and media research (Ipsos MORI Connect),
consumer, retail, shopper and healthcare research (Ipsos MORI Marketing),
customer and employee relationship management research (Ipsos MORI
Loyalty), and social, political and reputation research (Ipsos MORI Public
Affairs). Lots of free data is available but bespoke information and research
is where the smart money goes. (https://www.ipsos-mori.com)

Mosaic Created by Experian, UK-focused Mosaic is a ‘cross-channel
classification system’ which means they create consumer profiles based on a
wide range of data. Containing a lot of data points, the database can be
segmented and cross-tabulated to create bespoke profiles and enable you to
understand your consumers in extraordinary detail.
(http://www.experian.co.uk/marketing-services/products/mosaic-uk.html)

Forrester Consumer Technographics These are dynamic dashboards that
enable you to understand your consumers’ purchase paths and behavioural
traits in addition to helping guide your strategy and identify untapped
consumer groups. Expensive but worth your time.
(https://go.forrester.com/data/consumer-technographics)

Google Consumer Barometer According to Google, ‘The Consumer
Barometer is a tool to help you understand how people use the Internet across
the world.’ Using graphs, comparison charts and other interactive elements,
this free-to-use service runs in association with multiple industry names and
can really help flesh out customer journeys.
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(https://www.consumerbarometer.com/en)

Socialbakers With a raft of free data, reports and insights, Socialbakers are
one of the busiest social media analytics firms out there. Beyond the tools
and services that help you understand your existing audiences on platforms
like Facebook, Google+ and Twitter, Socialbakers can also offer brands
insights into competitors’ communities – handy and vital to fully
understanding your target group. (https://www.socialbakers.com)

GlobalWebIndex Beyond the simple (yet robust) datasets available,
GlobalWebIndex’s database and research panels around the world enable you
to create custom research queries and interrogate the granular information
GWI have in order to really get under the skin of your consumers’ digital
footprints. See Chapter 4 for more details. (https://www.globalwebindex.net)

GfK MRI GfK MRI boasts the ‘largest and most current database of
consumer behaviour, media usage and consumer motivations’ and is a serious
source of information for any brand. Predominantly focused in the United
States, some insights and data points can of course be used outside this
territory. The Survey of the American Consumer® is a particularly
worthwhile document to keep up with although GfK MRI offers an array of
specific services from magazine to viewer research, consumer segmentation
and cross-media analysis. (http://www.gfkmri.com)

VisualDNA Founded more than a decade ago, VisualDNA combined several
scientific approaches (data science, psychology, engineering amongst others)
and fused them with creative undertones, creating a unique product to help
brands understand their consumer. Via interactive and virally spread quizzes,
VisualDNA enables brands to really understand their target consumer (and
importantly their surrounding communities) in a unique way so they can fully
understand the motivations, interests and personalities of any target group.
(https://www.visualdna.com/profiling)
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TOP TIP

Use Facebook Ads to create a small, fast temperature check on your brand, and your
community’s likelihood to do (or not do) something. We used Facebook Ads containing a
questionnaire for clients who needed to understand their Facebook community better. Utilizing
the paid-for ad platform that Facebook has, you can target your own community and serve ads
with a link to a questionnaire site like Survey Monkey or use a Google Form. Ultimately, you
can ask any questions you want but this method is best used when quickly deployed. Prizes
and incentives aren’t usually necessary but you may want to collect and use the data so some
sort of reward may well be warranted or prudent.

If you are looking for more insights from your own data, Adobe Marketing
Cloud, Oracle Marketing Cloud, Umbel (big data and graphical visualization)
and AgilOne (predictive analytics) are all great providers of data analytics
and insights for business of all sizes. Additionally, think about specialist
companies who could provide you with wider information too like trends
(Foresight Factory, Trendwatching, The Future Laboratory, Protein), UI/UX
(Webcredible, Punchcut, Rossul, Tuitive Group) and eye-tracking (Tobii).

Once you have gathered and assessed your data from the various sources
you choose, it is important to share your findings and agree them as a group.
Below are two exercises that HERE/FORTH uses with clients when helping
them go through the TBD+ process.

1 Scrapbooking workshop

This is a simple workshop that allows participants to demonstrate knowledge
and propose questions to the wider group.

You will need:

tables (round tables are best);
magazines from a wide variety of subjects;
additional media (leaflets, print outs of websites, books, logos);
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scissors, glue, blank paper, markers, rulers, erasers, whiteboards, easels;
plenty of space;
computers and printers (optional).

Time required: 45–60 minutes.
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TOP TIP

Leave plenty of space between tables and groups; make sure people stand up and move around
rather than sit down as this often facilitates more energy and ideas.

Break the group up into smaller groups of five to seven and ask them to
create a visual depiction of your target customer using images, words and
anything else they can create using the tools you have provided. Make sure
all participants are clear on what they are expected to produce and the desired
outcome. This can be done for the same target group or different ones but
there should be some overlap – ie each target group is covered by more than
one team. You are looking for a full picture of your target demographic; what
they eat, use, like, dislike, what brands represent them and so on. Instruct
your group to go as deep as possible into their knowledge and if they can’t
find the image they are looking for just to write it down instead.

In addition, ask the teams to create three questions about their target group
they don’t know the answer to. The questions could be anything from ‘What
do they feel about 3D printing?’ to ‘What time do they go to bed on the
weekend?’ Collect these answers anonymously if you think that will help
your group yield better results. When these questions are collated, look for
crossover and get the group to openly discuss them and how to answer them.
If this process will require more time, make sure to feed back to the group
and then follow up with answers via e-mail and in person. While prizes are
not required, some sort of trophy is often a fun way to encourage helpful
competition and focus people.

The end result will be a diverse range of images and ‘mood boards’ that
depict the same target. As a group, discuss the results and create a single
board that is a combination of the target group to use as a starting point
moving forward.

Ask open-ended questions like:
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What surprised you in this board?
What are the key points? Why?
What do you think could be added to make this a fairer picture?
Is there anything you wouldn’t have expected to see a year ago?
How do you think this might change in a year’s time? What about five
years?
What do you think this board says about how we should talk to them?

The more questions, the better – keep the conversation going and keep asking
people why they think what they think in order to get deeper insights and find
out why people believe things to be that way. This can be uncomfortable for
some people so make sure to be reassuring and include everyone.

If you aren’t sure about an element, challenge it constructively and either
agree to change it or find some evidence to solidify the objection before
confirming it. At the end of the session you will have a mostly finalized
version of your target demographic. This image should then be tidied up and
put into a format that can be distributed around. You will also have a list of
questions that need answering in order to cement the correct information
about your target group to the workshop attendees. The workshop is worth
doing at least once a year or when a new product is set to come out.

2 Customer (or journey) mapping

Customer mapping or customer journey mapping is the process of creating a
graphical vision or representation of the experience your customer has with
your company. This task is a complex version of the above that takes into
account different data points in order to create a clear map of the consumer or
target group for your company.

You will need:

data (internal and external);
Post-its;
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whiteboards;
plenty of space.

Time required: 45–60 minutes.

This group exercise is excellent at highlighting the relationship or
relationships between a brand and the customer beyond the initial purchase or
spark of interest. The point of the task is to identify areas of weakness,
opportunities and potential areas of consumer loss that can be plugged and
used to identify areas of investment. Customer journey mapping can also be
used to identify new areas of investment as new needs, experiences and
opportunities are also often identified during the process.
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TOP TIP

Both of these exercises can be completed by a single entity but the best results usually come
when a diverse team is pulled together. You may want to bring in more people from the
organization (including marketing, IT, SEO specialists and other experts) to help you form the
best map possible for this exercise in particular.

The first step of any mapping process is the collecting of data. In the case of
target consumers, start with asking the groups (4–5 people per group is best)
to shotgun down sources of information that could be used to gain
observations about customers and their experiences. Ideally, team members
will be from across the business and a wide range of behaviours, insights and
information will come out. Key individuals to include in this session are
people like the CTO, CIO, CFO, Sales and Customer Service – each of these
departments have key insights into the same people; understanding how they
all impact and fit together is key to unravelling how your customers go
through the process of buying what you are selling.

Use your own data as a starting block. Asking website developers and SEO
experts and looking at media spends are crucial to understanding how
customers find you. Use this as a starting block but expand out as these are
only existing customers. The customer journey mapping exercise is also
about potential customers in your target demographic.

You may want to put this data into three categories:

1. what we know;
2. what we think we know;
3. what we don’t know or don’t know we don’t know.
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TOP TIP

Test your own assumptions. Often people hold on to old insights, data, nuggets of information
and outdated thinking without knowing they are doing so. A tip for making sure your data is
fresh and the best it can be is to ask yourself after every insight or tip is shared, ’How do I/you
know that?’ Asking this question helps sift out what is fact, what is interpretation and what is
misunderstood as fact; it can save costly mistakes now and down the line. Each category needs
to be carefully evaluated and weighed accordingly to make sure you aren’t missing anything
important or aren’t necessarily biasing the process.

The second step is to collect these insights into a single place and share the
findings with the entire group to unify thinking and make sure everyone
understands the target customer or target group. Often this is done in a vision
board style but it is useful to also take some time and bring the customer to
life through vox pops, bringing in the technology the person uses and
showing percentages etc. A client once turned an office into a room
representative of their customer profile in order to help employees visualize a
day in the life of their target consumer.

The third step is to go beyond your own data and think about what else
your target demographic is likely to be doing at specific times throughout the
day. This layer of information adds important context to your map so do not
skimp on it. Look at external reports, conduct customer surveys; qualitative
and quantitative studies can be invaluable at this stage. Understanding the
why behind these activities is key – companies like Canvas8 can be used to
really understand the psychology and mentality of consumer groups’
purchasing behaviour and attitudes towards other aspects of their lives.

Once you have collected all the data on your target group and have
assessed it for validity and applicability it is time to arrange it and visualize it
in a way that will enable you to see gaps, opportunities and areas for
improvement.

The best way to do this is with a large area (like a wall) that has time
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across the top of it and then use the data you have gathered to fill in a day in
the life of your chosen target group (or individual within the group). Think
about the life of that group or person from the second they wake up to right
before they go to bed. This process takes a while and should be as evidence-
based as possible. Think about needs, perceptions and processes associated
with your company and purchase journey.

Some thought-starters for you:

What do they do right before they go to bed?
What sort of alarm system do they use?
Do they get a paper delivered?
Are they a member of Amazon Prime?
What type of smartphone do they use?
How many hours of sleep do they get? Why?
What apps do they use every day? Once in a while?
How did they find out about your business?
Are they a member of any loyalty schemes? What does this tell you about
them?
What products do they buy regularly? How do they buy them?
What sort of computer access do they have?
What do their living arrangements look like?
What relationships do they have?

There is no correct way of visualizing the final result – some prefer a linear
look at their customer, others prefer stories, while some use this as a
stepping-off point for greater research. Lego produced an impressive take on
this with their ‘LegoWheel’
(experiencematters.files.wordpress.com/2009/03/legowheel.png), which
shows how their brand can impact a customer before, during and after they
fly to Legoland. A nice touch was the ‘Experience Icons’ that Lego used to
denote points of ‘happiness’, ‘data’ and ‘make or break moments’ in order to
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decide what role they could and should play at different points along the way.
A very mature way of looking at the customer relationship.

This exercise enables companies to have a formal approach to describing,
designing and understanding experiences for customers – not just purchase
paths. Thinking about who owns the target customer’s attention at different
times and in different areas is key to understanding how, when and if you
should disrupt or impact the journey. The simplicity of the process is
underpinned by the data that it uses and the commitment when creating it.
However, it does not live in a vacuum. The findings of this exercise must be
shared company-wide in order to make sure insights and opportunities are
shared – not just quick wins.

In later chapters, we will discuss taking things like this forward and
successfully getting senior buy-in and higher-up approval on things that may
have a somewhat unknown outcome.
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TOP TIP

In order to keep the maps from being outdated and showing inaccurate reflections (what you
have produced is only a snapshot), you should create a small, agile team to identify and update
the map using specific indicators that the group determine are most likely to change over time.
These could include customer feedback, R&D and technology profiles amongst other options.

There is a shortcut …

Both of these exercises and others like them, as well as working with
different agencies, enabled me to create the Consumer Demographic Canvas
(find at www.hereforth.com). This is a one-sheet exercise that enables a
company to quickly spec out their consumer to identify areas of -weakness
and strength. While the sheet is a useful capture document it shouldn’t detract
from conducting the workshops, as it is only through these that subtle
nuances and specific data can be identified.
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TOP TIP

Take some time to construct your own Consumer Demographic Canvas that is specific to your
needs and industry. Brainstorm with industry leaders and people inside and outside your
company. Make sure you go beyond your department, think big and get all the data you can –
you might not use it all but it is good to know what you don’t need.

Step 4 is one of the longest areas of TBD+ and whilst every company I have
worked with is different, this part averages out at around 5–10 hours in total.
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Step 5: Create your Investment Matrix
The Investment Matrix is similar to the Decision Matrix in Chapter 4 in the
sense that bands are decided on and then implemented but the difference
comes in the outcome. Instead of multiple types of decisions that can be
made (further research, do nothing), there is only one type of decision (time,
money or neither) with multiple levels of investment agreed on after careful
discussion. Some companies I have worked with have decided to implement
smaller investment plans and both options are valid and useful for different
businesses. In order to keep things simple, we will discuss how to implement
the former here.

As with the Decision Matrix, there is a maximum score, although as there
are now six scores, the maximum that can be assigned to any technology is
now 60. The first step is to create the investment scenario, outcome or
decision you will make should a technology be given the ‘perfect’ 10 score
by all participants (or on all axes if you are running TBD+ by yourself). Once
you have this score, the next step is to look at the other end of the spectrum
and determine what a zero score would return. Just because a technology
returns a zero score does not mean that it won’t be useful or become of
interest in the future so think hard before you dismiss it out of hand.

Again, as we saw in the Decision Matrix, wishy-washy answers are not
allowed in the Investment Matrix. The process for determining the different
bands or specific numbers is the same but the outcomes of each must be
specific. These can and will be different for companies and industries in the
same sectors but the point is to make it unique to your company. Before we
dive in, remember some key pointers from Chapter 4 or perhaps refresh
yourself with the entire process.

Key points:

TBD is for quick decisions, TBD+ is for investment.
Make sure the outcome is specific, action-oriented and realistic.
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Take time to decide the different bands of the Investment Matrix –
investment is a larger decision than simply researching into something.

Examples of some of the investment best practices that clients have come up
with in the past include:

Within 12 months of agreeing final investment requirements,
[COMPANY NAME] agrees to design, run and evaluate a [SCALE] test
pilot for [TECHNOLOGY]. If successful after a [TIME] period, the test
will be rolled out further. The level/scale of this will be determined by
[PERSON 1, 2, 3] of [COMPANY/DEPARTMENT].
Further time investment is required at this stage to determine the viability
of a [BUSINESS TEST PROCESS] for [TECHNOLOGY]. Therefore,
within 72 hours, a further round of research will be conducted by
[PERSON 1, 2, 3] in order to clarify the following issues for
[COMPANY]. If this is not determined within 72 hours, a further
extension may be requested (but may not be granted). After the deadline
has been reached, a final TBD+ score will be created and a decision will
be finalized by [PERSON 1, 2, 3]
Action is required. If the cost of [BUSINESS IMPLEMENTATION] is
less than [AMOUNT] you are authorized to proceed and report back to
[TEAM/INDIVIDUAL] every [TIME PERIOD]. If over this amount, a
project leader must be assigned who must then fill out the short business
case with the funds request for initial approval.

These will be different for every company; the idea behind getting these
written down beforehand is similar to the reasoning behind the Decision
Matrix:

doing so provides accountability;
people are aware of the potential outcomes available;
people have had a say in creating them so are less likely to fight them;
if something is written down it is more likely to be achieved.

******ebook converter DEMO Watermarks*******



Once you have your best and worst outcomes, decide on the other numbers,
zones or bands you want to have on your Investment Matrix – remember
there is no right answer. Some businesses want lots of outcomes, others only
want a traffic light system. The best advice is to make sure you have enough
outcomes to satisfy your corporate culture and help you make easy, practical
first steps.

Remember: the most successful companies that use TBD created fewer
bands for decisions (ie with five or seven points between bands) with specific
simple actions for the lower bands and intricate instructions for upper bands
rather than lots of complex decisions for each number or lots of numbers.
Fewer bands enables faster movement through the process but often means
questions crop up afterwards. Make sure you decide early on what works best
for the people involved in the process and those who need to sign off on the
outcomes it creates.

As with the Decision Matrix, more hands make light work (although it may
not seem like it at the time) so get other people’s thoughts before the bands
are locked. Remember to talk openly about best cases, likely cases and how
the company has dealt with similar things in the past. Sometimes, because
sums of money are involved in TBD+, people are more cautious with
assigning higher numbers to technologies – make sure to think about this
when creating your bands and discussing your outcomes.
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Figure 5.1    Investment Matrix
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Step 6: Identify existing areas of technological
interest
The next step is to identify key areas of existing technology investment and
interest in the Investment Matrix. These must be areas that are already of
interest to your business – nothing in the future at this stage as these will need
to be put through the TBD+ process. Naturally, these will be different from
business to business (and possibly within the same industry) but think about
the whole process undertaken by your business and the consumer. Think
about what is business-critical and what is a fringe technology you may use
but perhaps don’t rely on heavily – both need to go in but they won’t go in
the same areas of the Investment Matrix. To give an example, think about a
fashion retailer; they would use point-of-sale technology (critical to their
business), they use in-store beacons to offer personalized coupons to
shoppers (not critical but useful) and they might use automatic check-out
stations (not critical but they definitely help the business get money). Each of
these would go in various areas of the Investment Matrix based on the money
you have spent (not that you plan to spend) thus far.

When creating this list – and it may be as long or as short as you like (it
can always be added to) – think about the following areas for inspiration:

existing platforms you are already engaged with;
existing technology you use;
existing partners you work with.

On the list you might include social networks (Facebook, Instagram, Flickr),
mobile messengers (Snapchat, Slack, Whatsapp, iMessage), search
companies (Google, Microsoft), advertising companies (Yahoo!, Facebook),
location data companies (Yext), and marketing technologies (contactless
payment, live research companies).

The key is to think about the top level of the technology you are
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considering – instead of Periscope (Twitter) or Facebook Live, think general
live-streaming video. This will enable you to see more opportunities for
technologies that emerge and potentially disrupt these players rather than
simply having both their names in the grid.

Remember: there are no wrong answers to this question – you can
prioritize and sift out less important technologies later on.
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Step 7: Plot these on the Investment Matrix
Once you have the list, the next step is to place these existing technologies on
the Investment Grid. The simplest way of doing this based on working with
large and small companies is by seeing all the technologies laid out in front
of you and then moving them around in order of importance. The reason we
aren’t putting more rigorous formulas or calculations on these at this time is
that the technologies are already in place and you need to know where they
are now rather than where they could or might be in the future. Use this
exercise to look at the business from the top level – if anything jumps out at
you (like being weak in robotics, for example), write this down for use later.
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06
How to get sign-off

Once you have your TBD+ finalized (or simple TBD if you used that) you
will likely have a decision that requires some sort of approval process or
sign-off. Disruptive technologies often pose greater and unique issues for
investment requirements because of their nature or the uncertainty attached to
them. In this chapter, we will explore a variety of issues and exercises that
will help and enable you to give your requests and budgets the greatest
chance of success.
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Why people resist ideas and solutions
Radical and non-radical ideas can be a struggle to get signed off for various
reasons – understanding these reasons can increase your success rate and
improve future pitching. The most common offender is lack of understanding
about the idea itself; either the presentation is poor or the idea is too complex
and the company would prefer to defer and give a quick ‘no’ rather than
challenge and exert more energy on it. The second offender is that they
cannot see (or are not told) how to apply the idea or the change that is
needed. Often this can be overcome with dialogue but depending on the
complexity it can often be a tough process.

Despite numerous schemas (mental shortcuts we use to make decisions),
people are not programmed to say ‘no’ to new ideas but we are hardwired to
put our world into order. We couldn’t survive in everyday life without a
system to organize the world into different buckets – mental or social, for
example. Gillian Tett, anthropologist and author of The Silo Effect: The peril
of expertise and the promise of breaking down barriers (2015), believes
smart people make dumb decisions for a wide number of reasons but the
biggest is often because we fall foul of stereotypes, tribal thinking and risk
avoidance. Battling these – and other – ingrained issues can be tough but
there are ways to change and alter culture to be more risk-aware instead of
risk-averse. Being risk-aware is the ability to take calculated risks and agree
to move forward rather than simply stay where you are because you haven’t
found a safe position to move to. When talking to senior executives, it often
helps to discuss having a risk-aware mentality as it demonstrates you are
aware of the bigger picture which puts people at ease. In the following
chapters, we will look at creating open businesses and departments –
understanding and predicting can often save a lot of disappointment, stress
and poor outcomes.

Working in-house and externally in agencies has provided me with a
clearer understanding of both sides of the table before, during and after
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negotiations. These experiences have formed a lot of the way I approach
decision makers, negotiate and present information to different parties. Every
business is different – despite some key similarities and focuses – but each
will have its own way of saying ‘yes’ or approving projects. Spotting these
intricacies and exploiting them will help you maximize your likelihood of
success when asking for resources and finance.

Two key areas often stand out: risk and bias. Understanding these areas
and how to combat preconceptions greatly increases your chances of success.
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Understanding risk and why it isn’t a dirty
word
Disruptive technologies are by their very nature risky; untested, emerging and
sometimes using new areas of technology that require a leap of faith. A
healthy risk-aware mindset is key when selling ideas and plans to senior
decision makers.

The difference between being risk-aware and risk-averse is a simple one;
risk-awareness is an active exploration of risk because you believe that higher
risk equals higher returns, whereas risk aversion is a choice to avoid risk and
actively withdraw from risky opportunities and scenarios. If a company is
risk-aware it does not mean that it actively accepts every risky new idea but
that it explores them significantly before adoption. Different strategies are
right for different businesses and at different times of a business’s life. The
idea is not to prevent risk – this is impossible – but to minimize it as – and
here’s the important part to remember – you can’t get rid of all risk.

Any business or organization has brushes with risk on a daily basis – the
size, structure and policies of an organization help determine the culture
surrounding risk. Looking ahead, and to some extent back to recent history,
big gains and historic products have been created because of a focus on risk
rather than turning a blind eye to it. These companies (Apple, Uber,
Facebook, Netflix to name but a few) have embedded risk management into
policies and procedures throughout their organization – some from the top
down and others from the bottom up. Embedding risk management – at any
level – implies a company’s culture values and considers risk rather than
being thrown by it. In essence, it becomes a normal part of the mix and not a
rogue element to be feared.

Risk can be embedded in a few ways – this is a long-term sell-in tactic and
requires help from different levels:

minimizing a ‘blame’ culture by rewarding risks that were taken in the
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right way;
aligning individual goals with those of the organization;
including risk management wording and responsibilities within job
descriptions;
publishing risk stories – like case studies but specifically about risk and
how the right decision was made;
altering new employee on-boarding materials and presentations to include
risk wording and examples.

An interesting point from a report produced by risk management firm CEB
Global surrounds the future of risk and where financial impact will most
likely come from. Historically, risk management is mainly focused on legal
issues, compliance with regulations and financial reporting but between 2005
and 2015 most of the big hits to shareholder value actually came from
strategic and operating risks like failed internal processes, personnel issues
and external events (CEB, 2016).

In other words, the days of risk being a simple thing are fast departing
from most businesses, old and young, big and small. Instead, a new era of
risk awareness is ushering in a new focus on the strategic issues of risk
aversion rather than the easier box checking of other areas. Now is the time to
make real changes so you and your organization’s future journeys are that
much smoother.

Often individuals assume their businesses are more risk-averse than they
actually are because of perceived historic decisions, stereotypes and the fact
that it is often easier to see why others would not want to do things rather
than why they would. Understanding the motivations of people who may
push back is important to maximize your chances of success.
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Bias is everywhere and nowhere
The world of business is fraught with cognitive biases that hinder great ideas
and promote bad ones. From self-interest to making good decisions, it’s a
dangerous world out there and spotting issues as they arise is a huge part of
securing a ‘yes’ for disruptive technology investment. Below are some of the
most common biases that behavioural economists and psychologists have
identified; being aware of these biases can improve your pitch and increase
your chances of success:

Confirmation bias – where people give extra weight to evidence that goes
along with their existing ideas and beliefs despite evidence that
contradicts it.
Anchoring – people root their decisions on initial feelings and fail to move
beyond or explore other decisions.
Groupthink – people look for consensus over more judicious appraisal of
ideas.
Loss aversion – people fear loss more than value gains of the same
amount.
Vividness bias – people focus less on poorly presented data but pay extra
attention to vivid information.
Sunk-cost fallacy – people focus on costs that have already been put down
and fail to take different courses of action despite poor results from the
current path.
Existing commitment bias – when extra resources are poured into a poor
decision because of the existing money, time and additional resources
already invested.
Present bias – people value immediate gains over long-term gains.
Mere-exposure bias – people develop a preference for things because they
are familiar with them.

******ebook converter DEMO Watermarks*******



Status quo bias – people prefer to leave things alone without the pressure
to change them.
Overconfidence bias – people overestimate their own skills and their
ability to affect different future outcomes the further out they seem.

Biases are often deep rooted and difficult to shift – remember the goal is not
to change the person but guide them through the process toward saying ‘yes’
to your plan. Each of the biases can be reversed and used to your advantage –
remember to help them make a decision, don’t railroad them into making
one:

Ditch the data tables – make data vivid, bring it to life for people
(vividness).
Call out the difficulty early in order to explore and move past it (status
quo).
Use short-term gains as a means to sell in long-term gains (present).
Focus on existing project costs to free up sums of money (sunk-cost).
Play back what will be lost before what will be gained (loss aversion).
Regularly exposing disruptive and emerging technologies in various ways
will increase acceptance and preference for similar ideas (mere-exposure).

This last point is key; exposure reduces fear and also opens up minds to the
possible. Show and tell is when by far the biggest ‘aha’ moments occur when
talking about disruptive and emerging technologies to the most
technologically challenged individuals and organizations. Before the meeting
(priming psychology) you may want to organize a Trend Safari. This exercise
is a day out of the office for a select group of decision makers to experience
and absorb different new technologies and concepts and then report back to
the wider team.
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ACTIVITY Trend Safari

Time required: 4–8 hours.
What you will need:

three organizing people;
five to ten (max) attendees;
fresh notebooks and pens for attendees;
an end-of-day space to wrap up learnings and relax/reward.

As the name suggests, a Trend Safari is an activity that you go on and experience rather than
just going through the usual show and tell mechanics. The locations will vary (which is why
careful time planning is essential) and different activities take place. Some will be hands-on
with new technologies, others will be Q&A sessions, and some may be observation sessions
where you simply observe your consumer in the wild. The point of a Trend Safari is to create
an immersive experience that brings technology and changing consumer behaviours to life.
The role of the trend safari can be entirely inspirational as much as it can be used to prime the
‘yes’ pump. In terms of the group, 10 is usually the biggest. More than this and time gets lost
with toilet breaks etc; in addition, many venues will not have the capacity to hold more than 10
because of the stage the business is at. The safari should feel action-packed (with sufficient
buffer time between venues) but the idea is to leave people wanting more after each location.
Building in talking points or even exercises is a great way of maintaining momentum – this
also encourages participants to reflect on insights and actions to take away. Bespoke materials
such as booklets with information about the locations and space for notes will also enhance the
overall feeling of a carefully tailored experience.

Locations/vendors: Finding the right vendors and venues to visit is key. There are
numerous ways to do this depending on where you are in the world and how advanced the
technology is you are looking at. StartupBlink (startupblink.com) is a global map of start-ups
around the world that you can use to zoom in on interesting start-ups in your area.

When choosing locations for the itinerary, there should be a strong case for each venue and
its contribution to the overall goal of the day, whether organizing a safari further away or in
another market, or operating on more familiar ground. Once you have identified a number of
interesting locations, explore the surrounding area on foot to spot any additional options –
disruption and innovation tends to be fertile ground for more disruption and innovation. Don’t
forget, live webcasts could be another option if the company you would like to see is not in
your area – although this should be a last-resort option.

Other places to look for inspiration on who to visit include Wired magazine, Nesta.org, MIT,
Techcrunch (‘Disrupt’ conference is particularly interesting), XPRIZE, TED, Investopedia and
good old Google searches.

TOP TIP: To complement your choice of locations, consider including briefings with
relevant speakers on the itinerary, for example during lunch or a coffee break, so the meeting
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location could be linked to the overall purpose of the day (eg a restaurant that boasts
interesting payment technologies or has robotic waiters) as a compelling backdrop for the
guest expert.

Budget: Depending on the venues, transport, lunch and speakers you should aim to spend
between $2,000 and $10,000 on the process. Some clients have used a minibus to get from
venue to venue whereas others have opted to take Ubers or simply walk if this is possible.

Note: Trend Safaris are not ‘agency days’. Such days are often slanted in favour of specific
goals and are not necessarily going to show you disruptive technologies. The beauty of the
Trend Safari is the ability to break out of the usual echo chamber you are in and hear fresh and
exciting perspectives in addition to seeing the latest and forthcoming technologies.

The Foresight Factory (a global consumer trends agency) runs Trend Safaris regularly for
FMCG, travel, and retail brands. Co-owner and CEO, Meabh Quoirin, has a series of tips for
creating the best Trend Safari possible – whatever your budget:

Start and end with the business. ‘Link the safari’s itinerary to existing projects, issues or
trends in focus to drive further action. Linking also provides more ongoing value by
sparking new ideas and triggering insights to follow up on versus the more inspirational
outcomes.’
Look beyond your nose. ‘We select experiences that are likely to be fringe/emerging now
that will develop into more mainstream opportunities. We want people to feel the future
before it happens. We want them to get to the future before the competition.’
Communicate the value early to senior members. ‘Often time-pressed, senior staff may
wonder if the safari will introduce them to anything new or useful. Communicate the value
of a safari and frame the day in the context of commercial goals and initiatives along with
additional benefits like practical experience (“you might know about these innovations
already, but you have not actually tried them yet”) and the opportunity to bring together
different departments within the company which may usually operate in silos.’
Plan time to plan time. ‘Safaris are difficult to wrangle – even with existing
relationships. Ensuring availability and meeting up with key contacts at the different
venues can easily take several weeks.’
Confirm and re-confirm. ‘In the days just before the safari, when you are finalizing last-
minute practicalities and materials, double check the various locations. Is the agreed
timing still suitable for a visit? Is the contact at the venue still available and do they have
any more questions ahead of the day? The organizing team should also run through the
day’s “screenplay” together and identify any possible pain points.’
Plan for the future. ‘Keeping an ongoing database of potentially interesting locations and
start-ups as you identify them (or tapping into the database of a company working in this
space) will also create efficiencies for organizing future safaris. Often consumers
themselves are an invaluable source for locations. The Future Foundation has a global
network of Trendspotters which keeps us primed regarding newly launched venues and
activities in over 70 countries. The people in our network have unrivalled knowledge of
their locales – the coolest retailing, the hottest bars, the newest leisure venues.’

TOP TIP: Think about whether there is value in a ‘reveal’, ie not showing the full itinerary to
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the whole group until the day itself, using ‘teasers’ to whet appetites instead.
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Outsiders are often seen or needed to create
movement
Sometimes you need external help, either with implementation, ideation or
identification of possible solutions. The latter can often be the best route to a
‘yes’ as external experts are often given more boardroom clout based on their
presumed – and actual – expertise. While direct expertise and experience are
always useful, a new trend is emerging called ‘analogous-field thinking’,
which helps companies move forward with new technologies using thinking
and experiences from other fields. This idea is explored more in the next
chapter as it helps to open up organizations and thinking patterns.

An alternative method to help move things along quickly is to remove or
reduce the friction in the process of getting the ‘yes’. Most organizations I
have worked with have had at least three extra steps before sign-off that
could be removed or reduced – this could be the difference between
effectively stunting creative ideas and gaining investment to explore new
opportunities. Streamlining your ‘yes’ process before you ask might be the
smarter move before an external consultant is brought on.
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Selling power … painfully
We are all increasingly selling to different parties whether we are negotiating
with a toddler, a barista or a boardroom executive – each requires different
selling techniques and focuses. ‘People buy emotionally but make decisions
intellectually’, according to Lisette Howlett, Senior Sales Trainer for Sandler
(a professional selling programme). ‘In order to really effect change or get a
person to make a decision, that person must be in some sort of emotional
“pain”. In other words, he or she must understand what this decision will
mean for them.’ By doing this, you reframe the decision from what is best to
something the person needs to protect to something they strive to achieve – a
powerful motivator.

This technique is known at Sandler as ‘The Pain Funnel’ and describes a
series of more and more focused questions that take the decision maker into
their world rather than the role they are being paid for. To be clear, this is
never physical pain – rather emotional triggers that help you understand the
person’s motivations for making decisions that can affect you. In other
words, the decision is not ‘should the company invest in 3D printing?’ but
instead, ‘what will investing in 3D printing mean for my desire to get out of
work an hour earlier each day so I can put my children to bed?’

Howlett suggests five tips when selling in large projects regarding
disruptive technologies.
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1 Sell today, educate tomorrow
Creating a slew of materials upfront might not address what is needed by the
decision maker. Success usually lies in not creating anything (or too much)
upfront and instead interrogating the commitment to the project. Focus on
qualifying the decision maker’s commitment by asking open questions along
the lines of:

The last project you tackled like this one – how was it?
We’ve previously discussed [ISSUE]; is it still an issue, have we given up
trying to fix it?
What would you need to see in order to do support this?
Would else would you need to see to be satisfied?
If you had a magic wand, what would you do?
Similar projects have cost between [AMOUNT 1] and [AMOUNT 2];
what end would you be comfortable spending?
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2 Be a dummy
This exercise is great to get others talking. Instead of going in as the expert
and talking at the decision maker, hold back sharing everything you know
and ask smart questions so you can gauge the person’s interest and
commitment. Amateurs blather on about things they think they know about.
Professionals know what they know and how to find out more. While being a
dummy may sound counterintuitive, it is often a useful selling technique to
help people feel empowered and do most of the talking.

Use phrases like:

‘Did you mean … ?’
‘Let me see if I have this straight … ’
‘Tell me more about … ’
‘I don’t suppose … ’
I’m confused … ’
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3 Prevent buyer’s remorse before they buy
Big projects can be pulled at the last minute when people reflect on them; it is
important to prevent this in a few ways. Double-checking the decision maker
is happy with everything is a good start but going beyond this and talking
about their greatest fears at this stage often surfaces issues that can be quickly
mitigated against. A great way of testing this is to use an imaginary
thermometer. ‘On a scale of 0–10, with zero being “incredibly unhappy” and
10 being “blissfully happy” where are you with our plan?’ Now you likely
have some wiggle room to discuss, call them on it and mitigate against it.
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4 Monkey’s Paw
Based on a nautical term, the ‘monkey’s paw’ is a small ball of rope that is
attached to a larger line enabling the larger line to be pulled in – without it,
pulling in the larger line would be dangerous and near impossible. This
technique is useful when decision makers are totally capable of saying ‘yes’
but are not ready to commit fully. In this scenario, an all-or-nothing approach
won’t work so you need to complete two separate ‘sales’ (or decisions). The
first sale will be a pilot programme or initial step and then the second sale is
the rest of the programme based on the success of the initial one. Completing
the initial project will give the decision maker greater confidence and
transform the next ask you may have.
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5 Blow up the bomb early
Howlett’s biggest tip is owning the elephant in the room or, as she describes
it, ‘blowing up the bomb early’. Disruptive technologies can make people
uncomfortable and come with a lot of caveats, unknowns and costs. By being
upfront and putting forward your concerns (as well as the opportunities) you
can move beyond the fears and concerns and really explore potential and
likely outcomes.
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‘That’s expensive’
As previously mentioned, potential investment should not have limitations
placed on it and until now, both simple TBD and TBD+ have downplayed the
financial aspects of any change looking to be made in the exploration and
refining phases.

Money often has a polarizing (and negative) effect on research and
outcomes because of perceived biases, stereotypes and personal history.

Another reason for this initial blinkering is based on experience and history
of implementing change within organizations of varying size; the best
solution is still the best solution even if you cannot afford to implement it.
Beyond this, of course, money for good ideas usually has a way of being
found. Now that you have put your plan together it is important to think about
the various costs involved – financial, human, social and so on.

Disruptive technologies are often perceived as expensive. Every company
and person is different and the figures you have in your head may be
drastically different to the ones the decision maker has or has access to.
Assume nothing when you go in and instead frame the position or positions
you want to propose.

The good thing when talking about money is that you have lots of options,
from blowing up the issue early (see above) – ‘It’s a given that it will be a
decent amount of money … ’ – to bracketing – ‘What would you feel
comfortable investing in this area?’ – or reframing the issue entirely –
‘Money is unlikely to be the real hurdle here, what I’d like to talk about is
time … ’.
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TOP TIP

Change the thought patterns with different wording. Instead of using these words and phrases
try using some alternatives and observe the different types of follow-up questions and
responses you get.
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Table 6.1    What to say, what not to say

Use Don’t use Example

Money,
invest

Budget,
finance

‘Is now a good time to discuss the money for
the project?’

Decent Significant,
large, big

‘It’s a decent amount as you might expect.’

Comfortable Willing,
able

‘How much money are you comfortable
investing in this project?’

Should Could ‘We might do this in lots of ways but I
wanted to get your take on what we should
do.’

Under How
much, the
cost

‘And you’d be hoping to bring this in under
how much?’

The bottom line of this part of the process is a simple and sobering one; you
can’t lose what you don’t have. Be bold, keep your nerve, don’t baffle with
jargon or too many numbers at once and start to bring them on the journey by
seeing the potential and the risks in a cool, calm and collected way. You’re in
this together after all. Go for gold.

I have three rules when pitching something or if someone is pitching
something to me.
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1 Help me know your product (even if you don’t fully
know it yet)
This tip originates from the start-up circuit and is often bandied about at
hackathons, start-up conferences and investment competitions. Great pitches
have some key characteristics which other experts and books focus on but
without a doubt the most successful pitches I have been involved in had one
thing in common: the presenter made the target understand the product – how
it works, why it is needed and what drives it.
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TOP TIP

Present to your least technical or tech-savvy friend and ask if they understood what was being
sold, the reason and what was being asked for. If the answers to these aren’t what you need, fix
accordingly.
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2 Less is more (but make sure you have the more to
hand)
Thinking back to the times I have been a part of or have had to sit through
decks that are ridiculously long (my record is 203 slides) makes me sad. Not
just because it is time I will never get back but also because it shouldn’t be
this way. Most things are not that complex – so why make them complex?
People believe longer and bigger means money will magically appear in their
pockets – this is not the case. Often, complexity over brevity simply confuses
the information recipient or just creates an inability to make a clear decision.
Neither scenario is desirable, so think about what you need them to know
versus what you want them to know. This is usually about a 1:10 ratio. Ask
yourself, if I was on the receiving end of this presentation would I thank them
for this information at this stage?
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TOP TIP

Review your presentation and ask yourself what every slide is adding and why it is there. If a
slide isn’t adding something vital, remove it, keeping the information in an appendix or notes
section. The information isn’t bad or worthless but right now it is harming your chances of
success because it is distracting, detracting or damaging (the three Ds) to your message or
desired outcome.
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3 Pre-mortem a change
This is a technique I use when I know I have a client who prefers the big
picture or likes to see the goal before the procedural stuff. I fall into this
category and a large amount of top decision makers and C-suite executives
have this characteristic too. The idea of a pre-mortem is the reverse of a post-
mortem where you try to understand what happened. Instead, with the pre-
mortem, you focus on a possible failure and work backwards to identify
potential issues ahead.

Often we get so blindsided by what we are trying to achieve that we forget
the simpler, subtle things that help us sell and get what we want. From my
days studying psychology (and keeping up with behavioural economics
research), some recent findings have application when selling ideas and
projects.
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TOP TIP

Start with a 5–10-year scenario statement along the lines of the following: ‘It is 2020 and our
distribution costs have skyrocketed by 150 per cent – why is this percentage so high?’ Doing
this enables you to pre-empt issues and possible questions the decision maker(s) may have. In
addition, this technique also enables you to play to the ego of the decision maker and appear to
forecast the future while offering up suggestions for possible routes to take.

Blood sugar has a major effect on getting a ‘yes’

Studies have shown that judges gave lighter sentences after they had eaten,
and the same goes for most people making a decision. More positive
outcomes or responses result from a full, not gurgling, stomach. Book in the
meeting after lunch or a mid-morning (or afternoon) snack so sugar and
energy levels are high.

Shut your mouth for a smarter response

TED speaker and author of Gravitas, Caroline Goyder, is a master of helping
people to become more confident and successful. In her now infamous TED
talk (Goyder, 2014), she discusses the power of ‘breathing low and slow’ as
the key to speaking with confidence and clarity. It is the ‘in breath’ that we
take when our mouth is closed that enables us to think before we speak and
also focus on what we will say next.
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Conclusion
This chapter is a crash course in selling difficult concepts, new ideas and
unknown entities. The list of techniques and resources available to you
beyond this is vast and I urge you, if you aren’t 100 per cent confident in
selling, to explore and develop this skill further before diving into the abyss
with large decisions that could totally change your company’s future.

In the next chapter, you will find out about creating an open business
beyond the TBD process.
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07
Open business and innovation

In this chapter, you will find out about creating an open business beyond the
TBD process. By fostering and encouraging an open business and
environment, future investments and explorations into disruptive technology
won’t just be easy, they will be faster too.

This chapter will show you why open businesses are the future and how to:

foster an open business/department;
create a culture of original/open thinkers;
discover the benefits of open and original thinking.

Disruptive technologies require a different mindset to that which many
businesses today display or hold at the centre of their belief structures.
Beyond simply being a badging exercise, being more open and transparent is
not just about looking different – it is imperative for the external and internal
success of a business. By being an open business, you start to see new ideas,
new ways of completing different elements, potential issues and opportunities
to leap forward.

‘Open business’ is a much-bandied-about term, conjuring up images of
open-plan offices, glass walls, graffiti, endless scribble on whiteboards and
the obligatory casual workers slumped on beanbags with faces lit up by their
laptops and tablets. This is a reality for some but the goal for many. This
scenario is the ideal and while it isn’t right or wrong, it has become what a lot
of people strive for or think will solve all their problems. Experience and
history tell me that this ‘ideal’ is far from what most businesses actually need
in order to change, survive or thrive when disruption is occurring. Instead of
amazing offices and flexible working, many executives I talk to actually long
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for a more fluid communication and management style. In other words, the
exterior that your business creates needs to mimic or take its lead from the
interior you have, in order to maximize your people resources.
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What is open business?
At its heart, ‘open business’ means having transparency and accountability at
the core of your business – a dedication to every member of the business and
openness to new ideas. Building on the idea of open source, Alexander
Stigsen invented the open company in March 2009 with his company, E Text
Editor. This was later followed by the much-cited Gittip (now Gratipay),
where he outlined his three main aims in a plain blog post. The aims were:

share as much as possible;
charge as little as possible;
don’t compensate employees directly.

These sound harsher than open business actually is – the employees have
access to and get others things that are non-monetary in value. The idea is to
benefit society as a whole, not just a small collection of its members.

The concept is terrifying for a lot of people because it is not the way they
were taught or ever thought they could work … and yet it is -working for
companies across the world, and not just start-ups. However, when you delve
into open business, most businesses realize they are on the path, already
demonstrating a lot of open behaviours.

There are several key areas that open business addresses:

Principles. A focus and agreement to exchange insights, knowledge and
findings using open source, open standards and other open technology
methods as much as possible.
Sharing knowledge. This is fundamental to open business – a key focus on
sharing knowledge and learnings at all levels and locations. This element
was a driving force behind the way TBD+ was designed to include the
majority of the business leads. Simon Sinek, bestselling author, agrees,
and when I asked him what one thing he recommends businesses do to
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avoid disruption, his unhesitating response regarded this area:

The businesses that will outdo their competitors in the next few years are the ones that
develop comprehensive leadership training. It is a big gaping hole in -companies today. It will
improve the overall quality of the kind of skills in the people for whom we work and we will
all feel that the company cares about our development. (Sinek, 2017)

Finance. All members should be able to see the accounting details and
compensation of others. This is often the most controversial element of
the movement.
Participation. A key part of open business is that everyone participates.
Open individual. Each member of the business is encouraged to explore
their personal development – technical or spiritual.
Community. Non-business-related activities (religious events, family
commitments) are seen as important to the success of the business because
the individual is satisfied.
Access. Each member should have access to the contact details of all other
members – whatever the location (once approved by the member).

Reading the list may sound anti-capitalist and this argument has been lobbed
at the open business movement many times (and with good reason). Lack of
transparency and hiding behind the need for corporate secrecy are major
causes of upset with employees and external interested parties, yet both have
been a part of business for decades. The open movement is not law, doesn’t
ignore the intellectual property of a business and really aims to improve trust
– internally and externally. If you approach it – as many big businesses do –
as something that should be feared or avoided, you will get poor results.
Instead, I urge you to embrace it as an opportunity to improve and create
more value from assets you already have; you will see very different results.
The speed at which you embrace openness is going to be different for every
business – but as more and more workers list ‘openness’ and
‘trustworthiness’ as key elements they look for in a business, you might be
disadvantaging yourself in both the short and long term by not being more
open. For more information and resources about open business, check out the
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Open Business Council (www.openbusinesscouncil.org).
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Open business does not mean (or require)
Holacracy
Many people mistake open business for Holacracy – a business management
style that flattens (note: not totally flattens) a company structure and morphs
people into roles and groups instead.

Emerging partly due to the public relation efforts of companies who are
adopting it (Medium, Zappos – owned by Amazon – and government
departments in Australia, New Zealand and others), Holacracy is a new style
of organizing business, but it is a management style rather than a larger
movement like open business. With strong pros and cons, Holacracy is an
interesting idea that will work well for some businesses but could also
completely destroy others. Whereas open business is about knowledge and
understanding, Holacracy utilizes a clear set of rules and processes for how
teams break up the work with clear roles and responsibilities, and without
micromanagement. In practice this looks a lot like most of the offices you
have ever been in – ‘cool’ or not. Holacracy is simply small groups in the
same space that may or may not all interact with each other in order to
complete specific tasks and streamline the process of doing whatever they do,
whether that is offer a service or create a good. If you are looking for more
examples of Holacracy look at companies like Zappos, Medium, Decathlon,
Starwood Hotels and Resorts and Kingfisher amongst others. Some of these
companies have fully adopted Holacracy while others have limited it to
specific departments as you do not have to completely adopt the system all at
once for it to be effective.

Sceptics claim Holacracy is difficult to really ever implement with
established companies but while it is unlikely to see mass adoption, there is
an important idea at its heart. Most businesses are not capable of such a
drastic change (although it may be exactly what’s needed) and many
management styles or ideas never progress after the initial period of
excitement (Google’s famous 20 per cent time, for example). Instead, a
******ebook converter DEMO Watermarks*******



simplifying of business structure and a more thorough job description of roles
and responsibilities may be what’s required to gain the benefits many say
Holacracy holds. This is why open business is often an easier sell to
companies.
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So how open does an open business have to
be?
Being truly open might be an unrealistic option for many companies due to
the sizeable financial and productivity ripples it could cause in the short term.
Instead, history tells me a more fluid approach is recommended for most
businesses. Open business does not necessarily mean everyone has access to
all information about salaries etc, although this is a goal of the Open
Company Initiative (www.opencompany.org), a group of companies who are
genuinely committed to open business and creating trust.

The OCI website states:

We envision a world in which companies are generally trustworthy. We believe that the winning
companies of the future will be those that proactively maximize trust, going above and beyond the
letter of the law to cultivate relationships of trust with customers, stakeholders, and society as a
whole.

Companies that have embraced open practices have the freedom to make
decisions, take chances and change strategies without fear of reprisal but with
clear direction and organization. This is a nice sentiment but there’s a lot of
legacy baggage for most companies when it comes to financial rewards in
particular. Therefore, a phased approach is recommended if the ‘ripping the
band-aid off’ approach is not possible for your company. This chapter deals
with the realities of open business and gives you a practical guide and set of
points to think about when making your business more accountable and
transparent. Change starts with you.
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Why is being open such a big deal?
As we’ll discuss in later chapters, younger members of the workforce and
future workforces value openness and transparency so, in order to save
money on recruitment and to recruit the best talent, it makes good business
sense to take openness seriously. Beyond talent, though, what are the other
benefits for a business?

Problems are found and fixed. Instead of being kept secret, hidden for fear
of blame or finger pointing, ideas and issues are sought out rather than
shied away from.
The sum is greater than its parts. Working openly fosters and enables
greater products to be made because people are working on something
larger than they could have created on their own.
Better customer relationships. Building trust is a key reason more
businesses ‘go open’. By providing customers with more access to data
and documents there is less ambiguity for people to feel uncertain about.
This has enabled companies to create better quality, more loyal and more
honest early tester communities (IBM, Zappos, Microsoft).
Lower risk. Being open means employees have the right information they
need at all times, thus lowering risks when it comes to the product and
personnel.
Co-creation. The pool of ideas will always be bigger outside a business
than within it because of the numbers involved. Harnessing these ideas in
a smart way maximizes resources internally but also gets the best from
external sources.
Lower costs and faster orders. Lower costs for development and for
introducing products to new or existing markets have been shown thanks
to the centralized approach and the ability to make multiple decisions
easily. Additionally, experts and users can be accessed quickly thanks to
the organization structure, communication tools and community approach;
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orders can be processed faster because the business has centralized
intelligence on each order.

CASE STUDY Connect and Develop by Procter & Gamble

What

An open innovation project that licenses and acquires products from other
companies to bring them to market as P&G brands. Early success was seen
with successful collaborations with the skin cream Olay, toothbrush brands
and cleaning products under the Swiffer brand.

How

A bespoke submission site enables anyone with access to send P&G ideas
and submit product improvements. P&G then have a dedicated team who
review and evaluate every idea (and keep the owner up to date). Additionally,
P&G use an extensive network of scouts to identify and evaluate external
ideas and technologies that could be applied or added to P&G brands. P&G
have an annual awards show for their scouts and have also partnered with
several universities to get first looks, propose bespoke problems and ideate
from new and emerging designers.

Results

More than 2,000 successful agreements with designers and innovators in the
first 10 years. By adopting a more open and welcoming approach to
innovation and disruptive technologies, P&G have created a positive and easy
system for inventors and people with good ideas to be heard and acted upon
swiftly. Beyond additional revenue from new brands and sustained or
increased market growth for established brands, P&G have created an easy-
to-maintain system (with more than 7,000 virtual and ‘extended’ partners)
that is impacting their bottom line and is a powerful resource for the future.
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For more information check out the case studies on P&Gs ‘Open
Innovation’ site: pgconnectdevelop.com.
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A halfway house is possible … but risky
P&G aren’t an open business in the truest sense of the term but neither are
they alone in their open approach when it comes to disruptive and emerging
technology: IBM, Xerox, Ford, Dominos, Lego, Samsung, Dell, Starbucks,
Cisco, SAP, Microsoft, Google, HP, General Mills, John Lewis, Barclays,
Fujifilm, Unilever, Nestlé, Marks & Spencer, LinkedIn, Ericsson and
hundreds of other companies are all using outside forces to help them
innovate and be less impacted by disruptive new technologies. Agencies are
also launching ‘labs’ and hubs to help clients navigate new arenas, although
these are often vanity projects. I have explained in the Guardian why ‘F-labs’
or fake labs don’t work and offered some helpful advice for brands looking to
go down this route (theguardian.com/media-network/2015/jun/18/agencies-
innovation-lead-labs-incubators).

The key lies in the application back at the base – most initiatives fail
because what happens in the labs or in the department can’t be brought back
to base and made to work. This is why fully open business, whilst being the
best policy, isn’t always applicable and is especially hard when you have a
big business.
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So if open is hard and halfway isn’t great –
where do I start?
When I go into a new client there are a few indicators I look for first – not
just to gauge the lie of the land but also to inform how I approach different
elements of the brief and negotiation. One of the most powerful elements I
look at (or ask about) is how freely employees can actually speak about the
business and how much they actually do this. The majority of the businesses I
work with have ‘open door’ policies but in reality the doors are often very
much closed.

The issue is a simple one; if employees don’t feel able to speak to you
freely about both the big and the little items, you are missing the ideas that
could really push your business forward. Sure, you’re likely to get minutiae
but you could also get a macro nugget that changes the way your business
progresses.

The problem is that people keep quiet instead of speaking up and
challenging people – this holds everyone back and I urge you to beat it from
your business with every fibre of your being. Studies have shown that when
employees feel empowered to voice their concerns and speak freely, not only
does employee retention rise but employers see a dramatic shift in
productivity.

It’s not an overnight task to make your business talk more freely but it is
an important one. Here are some strategic ideas that work in the short and
long term, and will help you transition from a closed to an open office or
department.
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1 Ditch the suggestion box
Anonymity can be used in a lot of situations to get amazing feedback but it
has one significant drawback – it implies, almost confirms, that employees
are not able to speak freely in the first place. Suggestion boxes can be used
but the best results come from when employees are able to speak openly and
see the results of their efforts. Beyond this, there are a few reasons why the
suggestion box is doing you more harm than good. Some problems need to
have details – perhaps a manager is a bad manager or there have been more
serious issues. Not knowing this person’s name is counterproductive to the
process and, because you can’t identify the individual, you have to spend
money on training everyone. Beyond this, the need to then find individuals
and assign comments to them is equally counterproductive.
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2 Don’t make feedback a ‘thing’
Sometimes feedback and little ‘chats’ can seem forced, self-serving and hard
to handle for employees and managers alike. Levels exist and often business
colleagues are not friends – there’s always history between people, even if
that history is neutral. If you treat feedback as a chore and only go through
the motions you are disadvantaging yourself, the employee and the company.
Instead, try making feedback more ‘always on’ and flexible with smaller,
more casual chats that are regular enough and always face to face. Employing
this method builds real trust between people and makes the exchange less
stressful and overbearing through building a real rapport over time.
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3 Don’t walk the floor, know it
Open offices are often just big spaces with offices at the edges. Some newer
buildings are really challenging this but the majority still have the basic
layout and structure. Remember that sitting in offices and discussing topics –
even sensitive topics – raises barriers and implies hierarchy. This is a reality
for most businesses but the perception – or cues – can be softened by simply
relocating and acting differently.

The psychologist J Richard Hackman called these cues ‘ambient stimuli’
and they can be locational and physical (Hackman, 1973). A prime example
is the cost of furniture; the higher up the food chain you go in an
organization, often the furniture climbs in price. If you want people to know
they are on the same level or that such issues aren’t important, use the same
furniture as they do. Beyond this, think about your posture – standing too
close or sitting behind a desk with your arms behind your head may be
comfortable but make an effort to go to the person you are talking to and
match their body language. Often perceived aggression and dominance can
be from simple body cues that people unknowingly purvey – be aware and
alter elements accordingly for the best results.
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4 Brainstorm questions first, not ideas
The average company is often poor at completing high-level brainstorms for
several reasons: poor process, the wrong participants, requesting ‘blue-sky’
thinking and bad timing to name but a few. MIT and Microsoft understood
that coming up with big leaps and breakthroughs is rare so a new system was
needed. Both organizations opted for a more iterative process where
assumptions are challenged before participants get to add to ideas and try to
push them forward. This process enables your employees to challenge their
assumptions and create a deeper understanding of the issue(s) involved
before they brainstorm solutions.
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5 Be clear on the results or next steps
The key is to be specific with what you are asking. If it is unclear what you
need or want from the other person you risk discarding the interaction,
sending the message that the individual’s ideas are useless and you wasted
their time. Instead, think about the question you need answered and how you
can work it into a conversation or – if circumstances require it – how you can
get a quick answer without seeming rushed.

The key is to focus on what is required and important because without
focus you could do more harm than good if ideas, comments and suggestions
are ignored. The best way to do this is a public document, promise or
procedure that all employees are made aware of (ideally in a prominent
place). One of the companies I worked with actually erected a stone in the
lobby of the building that had the process etched into it. After the initial
period of a few months, the stone was moved around the building to
encourage different departments to adopt the mentality too.
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TOP TIP

Being clear on outcomes and processes is absolutely vital at the beginning of new initiatives
and big ideas, otherwise employees simply forget to bother to voice concerns, issues and ideas
in the future. When it comes to implementing emerging and disruptive technology, a good way
of avoiding this fatigue is to create a steering board including members of the business from all
levels (and possibly outside sources – see more later). This method has worked well for several
clients who wanted to create cultures that were not only open but also effective.
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For effective change, you need to create
some disharmony
Think back to the change equation: change = dissatisfaction of the present ×
clear perception of the future × first practical steps. A key part of this is being
angry at the present. The issue is that most companies actually often just try
to make employees conform. Clients tell me that employees aren’t innovative
enough and never come up with ideas but actually, when I dig into the culture
and business practices, it becomes clear they are asking for the exact
behaviour they have never enabled. The company instead opts for enabling a
few people or holding limited exercises with the hope that the outcomes will
filter down or work without much help or further finessing. History and the
speed of change and organization issues we see in the media seem to confirm
that this approach doesn’t work.

Instead, I recommend that clients open up this approach and rather than
focusing on the few ‘superstars’ or participants recommended by department
heads, get a broad cross-section of the business or ideally ‘free’ them all after
explaining that if the business doesn’t do this, it can only expect to produce
similar ideas and creatively stagnate. Giving all employees the opportunity to
generate ideas and solutions will identify issues, new skills and skills gaps to
plug. The key is having a good vetting process (also see the clear next steps
point above).

The judging process needs to be based on the following criteria for
maximum effect and efficiency:

transparent – people must be aware of the process being applied;
status – the process should let applicants know what stage they are at;
honest – not all ideas are good, timely or will work – the key is to have
honest criteria and feedback mechanics to deliver both good and bad
news;
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criteria-based – not all ideas should be judged on the same criteria, but
each must have the right criteria applied to it so evaluation is fair;
celebratory – the process should be public to reinforce additional idea
generation in both the short and long term.
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ACTIVITY Kill the company

A great way of creating disharmony is to unshackle employees and ask them to do the
unthinkable … break the business. In the following exercise adapted from an e-book by Lisa
Bodell (2012) from Futurethink (an innovation training company), employees are given a very
specific task that enables them to be bold, think outside of the box, expand the regular
brainstorming problem/solution mentality and help the company see new areas of opportunity,
threat and prosperity. The reason why this exercise works so well is not because people are
negative or hate the company but because it forces them to really open up and look at what’s
not working. Strategy rarely works this way in any busy business. Instead, planning usually
involves coming up with new ways of doing something, a new element or more of a certain
element. This exercise flips this thinking on its head and helps people identify what isn’t
working now to clear space for new concepts or ideas that will.

Time required: 2.5 hours.
What: Brainstorm (in teams).
What you will need:

a decent sized room;
five to ten (max) attendees;
one to two facilitators;
wall space;
Post-it notes or whiteboard markers.

Step 1: Set up the task (10 minutes). In teams of three to four, set up the room with tables or
access to the space that you have available. Then describe the brainstorming process to the
group and discuss what will happen with the ideas that are generated. Thank the participants
for their time and urge them to have fun, take the task seriously and be brutal.

Step 2: Ask the Killer Question (5 minutes). The main task surrounds a statement that groups
must then discuss and come up with answers to. The idea of the 45-minute brainstorm is to
help people think about new and different ways in which the business could be killed. This is
when you can reiterate that you want them to be brutal. Being ‘brutal’ is a key word here.
Mediocre phrasing within this exercise won’t produce great results. Make sure you tell
participants the gloves are off.

The killer question: ‘Imagine you are [insert your number one competitor here], write down
as many ways that you can think of that could end our business. There are no wrong answers.’

Step 3: Brainstorm (30–40 minutes). Write the statement somewhere prominent and then let
the teams start work on identifying everything that is wrong with the company that competitors
could, should and might exploit. Once the killer question has been read aloud – and it can be
tweaked (although shorter is better) – it is important not to give examples or frame solutions in
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any way so you will receive the most honest and widest-reaching ideas.
TOP TIP: A note on politeness and tact – it has no place in this exercise! Instead, make sure

participants know that you expect to have some harsh statements, ideas and feedback. Give
them permission to ‘make the company bleed’. This is both cathartic and also freeing for
participants – it also enables deeper ideas, rather than surface issues, to be identified.

The room should be noisy and ideas should flow freely – this exercise is less of a
competition and more of a chance to demonstrate ideas and show off knowledge. Give time
updates as the time goes on and in the last five minutes recommend the teams review their
ideas and make sure everything is captured and can be explained.

Additional idea/option: You can organize people by job, department or function if you
believe this will give better results or you have a specific business reason for doing so.

Note: Avoid framing. Resist referring to the ideas as ‘big’ or rewarding the best idea – all the
ideas are valid and no idea should be ‘best’. Instead, recognize individuals and draw out major
themes; this demonstrates group cohesion at the end of the task. Naturally, some may need an
example so think of one before the exercise begins in case it is needed. You may be surprised
just how many ideas the group can come up with.

Step 4: Collate the ideas (20–30 minutes). Once the brainstorming time ends, teams then have
to discuss the ideas with the rest of the group. Each idea is then put on the wall and grouped
together if there is overlap or if ideas correlate (ie same department, same issue). There should
be multiple areas of overlap.

Step 5: Review the ideas (20–30 minutes). First, mentally review the clusters yourself – are
there any themes? What does this tell you or indicate about the business and the culture right
now? It is now time to think about possible solutions so, as a group, you now determine the
priority of the ideas that have been generated. Severity, cost and time to impact should all be
taken into account (make sure people are aware of the final criteria you choose – every
business will be different). You now have a choice on how to proceed, to identify what idea
(or, more likely, ideas) should be focused on. Using Post-it notes or a Google Form that can be
created on the fly (this avoids groupthink and people simply voting where the majority have
voted already) every participant votes on the top three ideas they believe are most critical for
the business to address first. Alternatively, you can be more scientific and follow the method
laid out in Bodell’s Kill the Company (2012) and use a matrix to prioritize the ideas.

******ebook converter DEMO Watermarks*******



Figure 7.1    Impact vs likeliness matrix

Using two criteria – severity of impact to business and likelihood of happening – draw an
axis with ‘High’ on the top and right points of the axis and ‘Low’ on the left and bottom axis
points.

Now place each theme within a quadrant. The most pressing issues should be put in the top
right quadrant as these have the biggest impact on the business and are most likely to happen.
Think carefully about the placement of each and why they should be placed in each spot – if
you find this difficult, use a scale as you did with the Decision Matrix (see Chapter 4 if you
need a refresher).

Note: Just because an issue falls into the bottom-right-hand corner does not mean it does not
need to be addressed – this process simply prioritizes the issues. Make sure you understand
each issue fully and create a mitigation or monitoring solution in order to assess if issues
change over time.Remember – TBD is about long-term thinking, not just short-term iceberg
spotting.

Now you have the final quadrants mapped out, stand back and look at the issues that will
most affect your business in the short term and long term.

TOP TIP: Pause at this stage and think about what these say about you as a business, your
corporate culture and the future of your business – its direction, ethos and consumer trust. How
will changing the issues you’ve highlighted affect these (and other) issues? How will you make
sure only positive outcomes occur?
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Figure 7.2    Implementation vs impact matrix

Step 6: Context (20 minutes). Finally, your killer issues need some context. How easily can
competitors implement these issues? Draw out another matrix with ease of implementation
(Easy to Hard) vertically and the severity of the impact on the business if it happened (Low to
High) on the horizontal axis.

Step 7: Now kill the competitors (30 minutes). Once the most popular ideas have been
identified, use the remaining time to brainstorm ways in which these issues can be neutralized,
lessened or mitigated against. In other words, how can they stop the competition now that they
know what isn’t working and where the potential areas of weakness are? You may want to
prime the group slightly by using words and phrases like:

What strategies can we …
How do we …
What do you recommend that we …
Stopping them …
In order to differentiate us …
How could we protect ourselves from …
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These words and phrases focus people on the task and the group at the same time – a key
moment of focus that can bind people together towards achieving a common goal.

Write down each solution next to the corresponding idea. Do not rank them or ask for more
clarification unless the idea or implementation is totally unclear – it is ok not to have all the
details at this stage.

Step 8: Relay the findings and demonstrate clear next steps (10 minutes). Once all the ideas
are exhausted or the room feels like it’s coming to a good point to break, review the whole
activity. Thank the participants again for their time and candour. Make them aware of the next
steps in the process; these will be different for each company but usually there will be some
form of review. This is a good point to ask if there are one or two people that would like to
volunteer to keep the group informed (with the help of yourself/whoever else should be
involved). This is not necessarily vital but it is a good way to keep people involved and make
sure hierarchy mentality is avoided where it is unnecessary. Spend as much time on this step as
you need based on your corporate culture – this is a key moment you have to ‘sell’ change into
the wider business.

TOP TIP: This step is a good point to congratulate, thank and identify good behaviours.
Sometimes it can be a fun task to award funny faux awards like ‘Most out-of-the-box idea’,
‘Most likely to … ’ etc.

The benefits of this activity are far-reaching – not only does it free up employees to think
about big and small ideas that have an impact on the business, the ensuing discussion also
instils a sense of pride and commitment when ideas are identified and acknowledged.
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Sometimes you just need one thing …
someone else
When clients ask me to talk on the subjects of change, disruption and
emerging technology, I am often met with warmth from senior levels that (I
am told) the client does not see across the organization. Clients often talk to
me about how frustrating this is, to which I usually remark, ‘You are not
alone – lots of companies have the same behaviour … it’s not necessarily
bad’ or something similar. The company (but really senior decision makers)
simply needs to hear someone else talk about the issues that have been raised
or documented before, in order to check a box and reduce the risk of being
wrong. If this scenario sounds familiar to you, the next few chapters will
really be of help when coming up with your future strategies.

Often, but certainly not always, the best results are seen when companies
utilize the skills of outside experts, industry figureheads, business leaders or
consultants. Using such individuals not only makes the process look like the
company takes the desired outcome seriously but also means your company
gains multiple viewpoints to the proceedings. Some CEOs tell me they feel
uncomfortable bringing in outside help. When I hear this I tell them about
Sun Microsystem CEO Bill Joy’s famous quote: ‘No matter who you are,
most of the smartest people work for someone else.’
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Using outside counsel when it comes to disruptive
technologies
You already have a good system with TBD+ but you can get extra insights or
substitute out personnel for experts if need be. In this instance, it is a good
idea to focus the efforts of the outsider in order to maximize the benefit to the
company. Here are some tips for working with external experts and
consultants:

Focus the brief – make sure you are clear on what you want the individual
or team to achieve. This could be general coaching, planning or perhaps
an oversight function – each would require a very different brief from you.
Think about additional introductions – using the Expert Referral Staircase
methodology (see Chapter 5), you can get a lot of value from external
parties by leveraging their networks via introductions and contacts. (Note:
This process works best when it isn’t contractual and beware of those who
fail to keep promises in this arena.)
Add on training – many businesses use experts and consultants on a single
project and forget about the individuals who then have to bring it home.
The best results I have seen are from teams who have a clear goal and then
create opportunities for additional development and practical advice on
how to implement what is required of them.
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Conclusion
As we’ve seen already, disruptive technologies and innovations scare people
because of the speed at which they work and the impact they have on
businesses. Changing this mentality is tough because of historical evidence,
personal reasons for maintaining the status quo and/or lack of knowledge of
impending events. However, change isn’t impossible.

Clients tell me that change is increasingly hard as the pace of change
accelerates within and outside of their organizations. There’s -nothing easy
about change but you can change one thing easily – your attitude (to change).
There are often big opportunities attached for businesses who go beyond
simply avoiding icebergs. Ask yourself a question: on a scale of 0–10, zero
being ‘not successful at all’ and 10 being ‘I could not be more successful’,
how successful over the last year have you been at pushing new ideas
forward? Or put another way, how many approvals have you gained over the
last year for big-ticket items? If you’re not answering six or above, the next
chapters will help you increase this ability by helping you to spot potential
issues and create a greater chance of success.

This chapter explored some extremes of ongoing movement – a push
towards being more open, transparent and accountable in order to create the
best products and services and have a happy workforce. In the following
chapter, we will specifically look at the issues you can expect to encounter
and should be on the lookout for.
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08
What to look out for

This chapter is about roadblocks, speed bumps and problems that will occur
on your journey.

Specifically, you will learn to:

look at why disruptive strategies can go wrong (and what to do about it);
understand what to do when disruption threatens your company;
understand the icebergs and how to navigate the different types;
persuade your company to accept change;
explore some tried and tested ways to encourage disruption, innovation
and innovative thinking.

As previous chapters have described, disruption happens for a wide number
of reasons but generally when things aren’t quite right or a company gets
complacent with the status quo. Numerous companies continue to fail to
change for a wide variety of reasons: ‘big ships need time to turn’, the
company refuses to see it coming, ‘our people won’t do it’, and other
responses are common. TBD is a great way to avoid these scenarios but even
when you use TBD, surprises and problems can and will arise. This chapter
covers what to do when these (and the other) issues arise.
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Expect the unexpected – they will
Entertainment, transport, music, media and manufacturing – all have gone, or
are going, through massive changes due to technology and shifting consumer
expectations. Having spoken to companies that have gone out of business or
that are being hit side-on by technologies like 3D printing, many just didn’t
see the mythical ‘it’ coming. I say mythical because ‘it’ is rarely one thing
but rather a collection of events or elements that ‘conspired’ against them.
Rightly or wrongly, this attitude helps no one and because the companies did
not expect disruption when it happened the effects were that much worse.

Disruption often comes from the side or the outskirts of industries – the
little guy, the start-up or the guy who people said ‘no’ to. Having looked at
these people I see they have things in common: they expect change, they
make it happen and they seek out difference. Most companies do the opposite
– does yours? If instead you expect disruption, you can plan for it and lessen
the impact, potentially staving it off completely or even turning it to your
advantage. Some clients I have worked with have taken this thinking to
another level – effectively assuming that new models will supersede their
current business model and creating scenario plans for this eventuality. Not
only did this create new ideas and highlight key issues but it also enabled
them to identify multiple routes or options open to them. Instead of fearing
change, they chose to be proactive and face the issues before they could
become issues. These companies see disruption as a part of business, not as
one-off occurrences. Thinking like this is not puffery or naivety; it is a
strategy to reframe a situation and gain the most from it. The key here is the
mindset towards disruption, not necessarily what you do when it arrives;
what you do before it arrives often determines the ultimate success or failure
of the disruptive force.

‘Dematurity’ is a great term that has been created for old industries that are
becoming, will become, or are ripe for disruption because of new
technologies like artificial intelligence, 3D printing and nanotechnology.
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Whether you are in a new or an old industry, the ways of reaching consumers
are changing, technology platforms are shifting year upon year, and new
behaviours are increasing the demand for new products as well as innovation
from existing ones at an unprecedented pace. TBD has demonstrated how
some of these changes can be identified, foreseen and turned to your
advantage but if history tells us anything it is that not everything can be
predicted. This is why a flexible approach like TBD is the best strategy and
why flexible, open businesses are often the most resilient to outside forces.

Remember, there are always multiple options open to you and not all
disruption is bad or has negative effects. You may identify new partners,
smarter ways of doing things, additional products that can help people (and
create revenue and jobs) or you might simply replicate the new idea in your
own way. As business becomes more diverse and less predictable, an ability
to roll with (and learn from) the punches may just be the best skill you ever
learn.
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Run away if you hear senior executives say
‘it won’t happen to us’
Prediction is hard at the best of times (see earlier chapters for examples) but
business predictions are often even harder because different biases act on us
and the pressures are different than for, say, predicting what 3D printing
means for us personally. The TBD framework is built on using what you
know versus what you think may happen; however, disruption can still
blindside companies. It is important to keep a keen eye on outliers and
maverick companies using the TBD methodology, as well as completing a
quick quarterly sweep along with a robust monitoring and alert strategy.
Unfortunately, some industries will feel the effects or stings of disruption
faster (and more acutely) than others because of their interdependence or
traditional structures. The following is a guide to these industries with
examples in brackets of technologies, platforms and people attempting to
give them sleepless nights.

Industries that have already felt the effects of disruption:

auto (new competitors, lower ownership desire, ride-sharing and Uber);
retail (Amazon, online price checking);
TV/media (Internet, Netflix, Facebook, Google News, augmented reality,
virtual reality, Snapchat);
telecom (VOIP, messengers, challenger brands, Google);
insurance (automation, standardization, peer-to-peer networks, telematics,
price-comparison websites).

Industries that are feeling the effects of disruption right now:

finance (new challenger brands, payment technologies, blockchain
technology, removing profit centres);
manufacturing (3D printing, distribution, on-demand, new longer-lasting
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materials);
telecom (messengers, Google Fiber, VOIP);
grocery (Amazon, Deliveroo, food box delivery);
construction (3D printing, graphene, nanotechnology).

Industries that are about to feel the effects of disruption:

healthcare (3D printing, connectedness, social networking, big data, AI);
education (social networks, Lynda, MOOCs);
law (peer-to-peer networks, on-demand economy, AI);
HR (AI, machine learning, automated processing);
wealth management (AI, machine learning, cryptocurrencies).

You should ask yourself the following: Is your industry listed above? Is it
where you think it should be? If it isn’t listed, what bucket would you put it
in? Why? What does this tell you?
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Remember: fearing the iceberg is wrong
Often forming naturally or breaking away from larger ice formations,
icebergs can be beautiful, dangerous and signals of much larger issues. The
danger comes from the 80–90 per cent of the ice below the surface of the
water – this is probably why they are often used as metaphors in explanations
of disruption and disruptive or emerging technology.

Instead of a fear or warning metaphor, I find it useful to use the iceberg
analogy to help innovation or disruption ‘champions’. Whatever term you
want to use, the important thing is to understand the challenge ahead and
what will be required in order to change a business mindset or the direction a
company is going in.

Draw an iceberg in your head. Now imagine you have sliced through it
vertically so you can see a cross-section. You can see 10–20 per cent above
the water and 80–90 per cent will be below the water. Above the water is
what success looks like. This is what people see. Think about what would be
on this part of the iceberg. It might be increased profits, it might be more
staff, or it might be a new product. Whatever it is, visualize it there.

Now think about the 80–90 per cent underneath the water. This is your job.
This is what people don’t see. This is the hard work part. This is the segment
that will take your dedication and your commitment. It will require good
habits and cause you frustrations. List these out now on a sheet of paper –
what will frustrate you along the way or during this process? Be specific –
name names. Be ruthless. Now put this piece of paper somewhere safe. Think
about the disappointments you may have along the way and the sacrifices you
will need to make in order to push this ‘over the line’. Think about what will
go wrong. What will fail and what will be in your way? What are you going
to have to persist through? Write these things down too.

Now you have two lists of negative things. Are these insurmountable? Do
they look smaller now you’ve written them down? Does it feel like an action
list waiting to happen? Could you mitigate anything straightaway? Should
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you?
This exercise is a good one for visualizing issues before they arise – they

can form part of a mitigation strategy session or simply a star to chart your
course by and check in on from time to time. Not everything on your list will
happen but knowing about it allows you to think about the effects it could
have and what (if anything) you want to do about it. Unfortunately, when it
comes to big changes, you rarely get the glory without the guts.
Understanding this is key in the war to win over hearts and minds – other
people’s and your own. Stay the course, knowing that doing so will be worth
it.
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What you should do and what you
shouldn’t do
Experience tells me that three core things happen when disruption is expected
and companies begin to plan for it. Some are good, some are less good – here
are some core do’s and don’ts.
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1 A transformational individual is brought in to ‘save
the day’
Whether it is Chief Transformation Officer, Head of Digital Transformation,
Chief Change Officer, Innovation Director, Disruption Specialist, Chief
Innovation Technologist, Chief Growth Officer, Innovation Hacker,
Technology Hackologist – the name is irrelevant; one person is often brought
in or promoted to fix the issues and act as the face of the fight. There’s
nothing particularly wrong with this approach – it has worked before. Some
who have been put in this difficult job have seen great success, but the vast
majority see frustration and often quit one or two years into the job when
little has been achieved.

DO: Focus after a solid initial review

If you must focus on an individual, review the deliverables carefully. Often
the bar is set way too high before the individual or company considers all
issues relevant to the bar being set.

DON’T: Ignore the rest of the staff

Hiring a big-name, high-profile or outside consultant is a tried and tested way
of bringing in talent that won’t go away overnight. However, be cautious of
those who do not make empowerment of the existing staff to help them (and
the company) the first issue they address upon arrival. Some corporate
cultures can sustain this ‘impact’, but others can be polarized (or worse,
damaged) by the ‘individual’ fixer coming in. Audit the staff, plug
weaknesses and create a regular opportunity to increase skills – the majority
of staff will be interested.

DON’T: Hide behind a title

Understanding a job title is core to how people approach and think about the
individual – having a title that is easy to understand is a smart move to focus
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everyone on how this is part of business as usual despite the fact you are
trying new things. Communication, not titles, is key.
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2 The company lacks actual commitment
Commitment is a core reason why initiatives – big or small – fail. The ability
to push things ‘over the line’, knock things ‘out of the park’ or simply deliver
on promises is the difference between a company that is moving forward and
a company that is in neutral, or worse, moving backwards. The ability to
foster commitment is not easy and takes time. Once you have commitment,
the hardest task is to keep that commitment.

DO: Talk about what will happen if you lose commitment

The advice I give clients is to question commitment at all stages and make
sure the other parties (often senior decision makers but not always) know
what you will do if they fail by discussing it before it happens. Ramifications,
knock-on effects and consequences are all good motivators. Setting
expectations early, along with suitable predictions, enables you to look
prepared, seasoned and in control. Not only this but you will feel more in
control and be able to spot issues earlier.

DON’T: Get frustrated and become demotivated

This is the easiest path but the least righteous one to take. Instead, investigate
the why, where, when, how and who of the situation and see what you can
fix. Remember, you are at least 80–90 per cent of the success of anything –
buckle down, refocus and push forward.
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3 Our/the business just doesn’t have the right
__________ to change
Attitude, understanding, mentality, knowledge and experience are all words
clients have used to fill in the blank but really what they refer to is a poor
corporate culture or environment in general. Companies these days have a
hard time motivating staff for a number of reasons but change is a big area as
it can cause uncertainty and fear from individuals of all ages. The current
climate notwithstanding, many are in jobs they aren’t fully happy with and so
corporate culture activities often leave these people deflated or wanting.
Culture is a hard thing to change but it can be done – changing it takes more
of your 80–90 per cent.

DO: Make a short-term statement and a long-term stance

Whether it is something big or small, announce it. Many companies scrimp
on the communication of initiatives but doing this undermines the impact.
How you announce something has a huge impact on the way that thing is
perceived and carried forward. Beyond this, the reinforcement of ideas and
new initiatives can also be skimped on, so plan a long campaign, not a week
of activities or a poster campaign, if you have something that is fundamental
to your business, spend some time and spend some money – short- and
especially long-term benefits will be more visible.

DON’T: Ignore influential individuals

While big ‘shows’ are good and necessary, most cultural change will come
from people demonstrating and reinforcing good behaviours that others then
follow and learn from. Not all people or businesses follow a shepherd and
sheep metaphor but every company has individuals that others look up to or
look to in order to gain a sense of where to go and what to do next. Use this
to your advantage and subtly identify a list of individuals who are problem
solvers, relied upon by others, who leverage relationships carefully, assess
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the political landscape astutely, keep others’ confidences and are often long-
time employees.
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TOP TIP

Utilize key areas – transform main entrances on launch day, get everybody together, take
photos, sell the ideas back, make them individually accountable by putting their faces against
the idea of success. One company I worked with created a video wall that showed the progress
of the task every day and used RFID (radio-frequency identification) tags in the employee
badges to personalize the messages to each employee as they swiped in and out during non-
peak times. This saw an increase in accountability, recall and goals achieved by individuals
and groups in the organization.
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Expect that things will also go wrong
By now you should be feeling a bit better about the uncertain future that lies
ahead of you. You are aware of and understand several technologies that will
disrupt multiple markets (3D printing, nanotechnology, artificial
intelligence), you have a decision framework to help you evaluate issues
(TBD) and a methodology for proactive ventures (TBD+). Things could be
worse, right? Even with all these tools there are some common issues that can
arise when the TBD process is used that I have observed over the years or
that clients have relayed back to me. Here is a list of the most common issues
and what to do about them.
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Problem 1: You never repeat TBD after the initial
session
TBD takes a significant amount of time the first time around; after this, things
do get a lot faster and people set up alerts and calendar reminders to help
them with an always-on approach.

Solution

Blow up the grenade before it blows up on you. If you believe commitment to
be a real issue, then you have to call it out to the relevant parties before it is a
problem. Testing commitment is hard but there are some helpful phrases that
can help you and other parties:

Is there anything that would stop you from … ?
What would you like me to do if this happens?
Experience tells me that …
Is that going to be a problem? Want to talk about that?
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TOP TIP

Using a freelancer to complete a quarterly update is not a crime. Everyone gets busy and
resources are finite. Whilst taking the time to do it yourself will usually yield richer results in
both the short and long term, a solid brief and review process should mean you can be made
aware of potential threats rather than forgetting or ignoring the process for a quarter.
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Problem 2: Senior execs just don’t get ‘it’/see ‘it’
Disruptive technologies require a level of buy-in and often the process can
feel arbitrary if you aren’t sensing anything snapping at your heels. This is
the best time to complete the process; as Finley Peter Dunne once said about
the job of a newspaper (Shedden, 2014), your job ‘is to comfort the afflicted,
and afflict the comforted’. Don’t wait for your company to be in pain, pre-
empt it.

Solution

This can be a tough one. Moving people from negative or positive can be
easy but neutral is the toughest position from which to create movement.
Before you get downhearted, bring them on board early and ask them how
much problems would cost to fix, how they have previously handled them
and what it meant for them personally (longer working hours, stress, ill-
health, unhappiness).
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Problem 3: You get sideswiped by a technology
nobody saw coming
Disruption comes in many forms and often does not follow a direct path –
companies like Uber, Deliveroo, Tesla, Airbnb and Snapchat are great
examples of this. Most were seen as annoyances at first by established
players and forces before they dominated the headlines and upset multiple
markets. Many CEOs and competitors look back on disruptive forces and
remark that they discounted the technology too early. This element is why
TBD builds in a review and mitigation layer for your business to keep a
watchful eye on seemingly innocuous technologies that may later pose a
threat (or opportunity). The key is being prepared.

Solution

Run or re-run the ‘kill the company’ exercise from the previous chapter –
focus on technologies specifically so future issues can be potentially spotted
or areas further researched to avoid, neutralize or mitigate similar impacts.
No company is immune from disruption – thinking this simply allows
disruption to happen faster when it eventually occurs because there is no
preparation or flexibility against the impending force.
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Problem 4: You lose momentum after completing the
initial TBD process
This is a common occurrence with disruptive technology projects because
often, after the ‘wow’ moments and the planning, little immediately happens
that is visual or ‘wow’ in nature. There is a lot of research and next steps.
You have already seen how to claw back enough time to complete the TBD
process but beyond this, maintaining enthusiasm and keeping people up to
date can be hard and requires more time and willpower by you. Beyond this,
people become busy and time does not expand.

Solution

Plan for the lull. Often clients tell me this issue is a matter of perception
rather than reality. You have lots of options: run a mini-TBD, call a quick
meeting, use mini-chats or create a robust visual update for the entire
company somewhere prominent (not their inboxes!). The choice is yours.
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Problem 5: Your company isn’t innovative enough
and can’t afford big agencies to help
TBD is run by agencies as much as it is by companies. Both have high and
low points and different levels of expertise but neither is better or worse than
the other at the process – some are just more open to it. Neither the agencies
nor brands have infinite budgets or time to waste but the ones that get the
most out of it understand the value TBD provides and what they are looking
to achieve. Many of the businesses I have worked with or for stifle
innovation by requiring the movement of ideas up through levels of
management before getting any investment – sometimes this is intentional,
other times often unknowing. It is important to think about whether this is
something your business does before starting TBD as you may need to
approach things slightly differently as a result.

Solution

Creativity isn’t the bastion of any one person or department – even creative
agencies tell the world this at festivals like Cannes or conferences such as
TED. Instead, the job is to shape, direct and lead. Good ideas can come from
anywhere. Adobe knows this and has enabled its employees by creating the
‘Kickbox’, a kit the company gives to employees who have an idea
(explained below). Your company may want to create a similar toolkit.
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An innovation toolkit
The previous chapter talked about creating new mindsets and corporate
behaviours – this isn’t easy and results can be slow. Sometimes a large
initiative is needed that, if promoted well, can really kickstart new behaviours
and a surge of enthusiasm that is hard to dissipate. One of the best examples
of this was the ‘KickBox’ that Adobe created for its staff. Kickbox is a
physical box with a big idea behind it; a senior executive of Adobe said he
came up with the idea because he didn’t like the odds of making large bets.
Instead of investing (or risking) $1 million on an idea, by enabling 1,000
Kickboxes, Adobe can make 1,000 smaller bets that could pay off big in the
short or long term – much better odds. According to Adobe’s Kickbox
website (Kickbox.adobe.com) the kit is ‘designed to increase innovator
effectiveness, accelerate innovation velocity, and measurably improve
innovation outcomes’.

The physical box contains a variety of items:

instruction cards (known as ‘Levels’);
a pen;
a timer;
two Post-it note pads;
two notebooks;
a bar of chocolate;
$10 Starbucks card;
$1,000 pre-paid credit card.

You read that correctly, $1,000 on a credit card that the holder can use any
way the box owner pleases without having to justify, ask for permission or
worry about repercussions. By taking this route instead of the usual ‘just
expense it’ route, Adobe avoids frustrating paperwork and approval friction,
and offers a huge level of trust – almost guilt-inducing trust you might say.
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No one wants to waste money, right? After the card is depleted, it sends a
signal to the user to pitch their idea to the senior team.

Note: A promise of money for ideas to be tested is another route but the
trust element of the credit card method is the key ingredient here. By giving
something immediately, Adobe fosters what psychologists call the
Reciprocity Norm or Principle – if someone gives us something we feel
compelled to give them something back of similar or greater value.

The process is a detailed procedure for innovative thinking and product or
service development; there are six ‘levels’ and each has to be completed
before moving on to the next. Before we explore the six levels it is important
to note a few things:

an employee at any level can request a box and their manager cannot veto
it;
the card can be used on anything the employee needs or would like,
without ever having to justify it or fill out an expense report;
the idea gives the individual permission rather than approval.

The levels are an important part of the process and are not meant to stifle
creativity but instead guide users through the process to maximize their
chance for success:

Level 1: Inception. This level talks about purpose, motivations and the route to success.

Level 2: Ideate. Helps the box holder learn methods to help creativity flow by focusing on how
the world should be and not how it is.

Level 3: Improve. This level helps the box holder understand that not all ideas are good and how
to determine what makes a good idea.

Level 4: Investigate. This level helps the user evaluate an idea with simple experiments.

Level 5: Iterate. This level helps the user understand the data from Level 4 and move the idea or
ideas on to discover ‘the true nature of your idea’.

Level 6: Infiltrate. The final level is about ‘corporate combat’ where the user is helped to create a
winning pitch using data the organization wants to see.
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As senior execs point out when interviewed about the product, Adobe only
needs one bet to pay off to pay for the entire project. Since distributing more
than one thousand of the boxes, Adobe reports that more than 20 completed
boxes have been ‘sold’ to senior management – that’s more than 20 ideas that
were previously locked away or never thought of. One of the ideas even led
to a more than US $800 million acquisition of stock photography company
Fotolia, which cemented a larger product (Adobe’s Creative Cloud)
marketplace position and access to a different part of the worldwide designer
audience.
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TOP TIP

Create your own version of the kit – Adobe allows you to do this and encourages using the
Kickbox in your organization. For more information or to download your own version of
Adobe’s Kickbox head to: kickbox.adobe.com.
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Conclusion
This chapter focused on changing the perception that disruption is unlikely
into one of it as inevitable, and that it makes good business sense to prepare
as much as possible for this so the impact will be as small as possible.
Getting the right people involved is key and smashing preconceptions as well
as opening up is imperative for businesses who are looking to really step
away from the crowd and not just survive. The next chapter focuses on
additional elements your company needs in order to make it to 2020 and
beyond with the least amount of disruption possible.
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09
Dis-innovation

This chapter focuses on larger topics that will impact the future of your
business and disruptive technology strategies:

why just thinking differently won’t save you;
why thinking ‘big changes are hard’ and ‘small changes are easy’ is
wrong;
what needs to change in order for your company to be ready for 2020.

So far in the book we have discussed and touched upon some key indicators
surrounding disruption: distribution changes, production efficiencies,
consumer behaviour shifts, competition coming from the side and new laws
or regulations amongst others. Each of these changes has implications and
responses that will differ based on the industry you are in and the type of
culture you have. The key – beyond spotting them early – is reacting
accordingly. In the last chapter, we spotted icebergs and looked at how to
respond to stalls, poor corporate culture and other issues. This chapter will
focus on your company thinking moving forward, specifically around
‘thinking differently’.
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Why ‘think different’ probably won’t work
for you but thinking differently will
Apple famously used the slogan ‘Think Different’ in a 1997 ad campaign
created by TBWA/Chiat/Day in response to IBM’s simple ‘Think’ slogan.
The former slogan has since gone down in history as the epitome of how
businesses should think about everything but it is very wrong for most
businesses.

‘Think Different’ works for Apple because they are Apple and
fundamentally it is what the company stands for about everything. Apple
moves beyond technology and looks more at the hand and mind that is to use
the technology. As one of the biggest and frequently recognized brands
currently out there – and for the foreseeable future – thinking differently
works for them because it is synonymous with their identity. Can the same be
said for other businesses? Probably not. If you haven’t already, take a
moment to review Simon Sinek’s TED talk about Apple
(http://bit.ly/DTsinek) and you’ll see why Apple does what Apple does. The
key is understanding your ‘why’. The aim of most businesses isn’t to be
Apple or even similar to Apple, but to learn from their behaviours to create
ones that work in and around your business.

Success rarely lies around simply copying something that worked for
someone else; the best way forward is adapting it and creating the perfect fit
for your needs. Therefore, this chapter will help you to actually think
differently rather than simply telling you that Apple’s doctrine is the way
forward for your company.
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How you fix a bench says a lot about you
and your company
Disruption is and comes from everywhere – it is a constant in our world.
Without it we would move forward slower and create fewer truly new things
able to propel industries, economies and such. However, most companies
would rather continue to fix surface issues in the hope that these will fix the
underlying issues, problems or rot. I call this bench theory.

Some people use a bench the ‘normal’ way for its entire life – that is to say
as a table to sit at. Others choose to use that bench as a workstation, creating
things on it. Others simply use the bench as a place to store things. In reality,
there is no right or wrong way to use a bench. However, when that bench has
a mark on it or a crack appears, how you react and make your next decision is
key. Do you:

Apply a layer of lacquer?
Cut out the bad part and replace it?
Throw the bench away and get another one – a better bench?
Give up on the bench and use the good wood for something else?
Do nothing – it’s just a crack.

There is no right answer but the answer you pick says volumes about you and
the way your business reacts to issues. Look at which answer you picked and
explore that on a blank piece of paper. Put the decision in the middle of the
paper and create a spider diagram answering questions like:

Why did I decide to ____________?
What elements lead me to believe that this particular course of action will
occur?
What does this say about the way I approach things that are broken or
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need mending?
What should I be wary of in the future?

Many people make decisions in their everyday lives, and increasingly work-
related ones, out of fear concealed as practicality; this is also known as the
‘easy’ route, the ‘right now it’s fine’ route and the ‘don’t make waves’ route.
I am telling you now – make waves because things are not fine. If you think
things are fine, re-read the Introduction to this book. Change is coming faster
and faster.

******ebook converter DEMO Watermarks*******



Complacency is the killer, commitment is
key
Often you know the right course of action (or the desired outcome) but the
first practical steps seem so huge or insurmountable that you don’t change or
you implement a non-change (something so small it is barely noticeable and
has no effect other than ticking a box). Often what is asked of us or what we
want to happen seems so ‘out there’, ‘impossible’ or ‘not us’ that people
don’t even try, and this is deadly to a business. Those who do ask for it often
actually make it happen. I am telling you now, ask for it. Those that do, with
the right support, attitude and conviction, make things happen. You don’t
have to be Steve Jobs or anyone else; just remain aware and focused. You
have permission to make it happen. Be hell-bent on pushing things forward
and making a difference. People who do this – even if whatever ‘it’ is doesn’t
happen right away – are on the whole happier, more satisfied and more likely
to inspire others around them. At the very least they are fighting for
something they want and not waiting for something to impact them. Take the
chance. Few jobs are forever – this is especially true for the younger
generations coming into the workforce (see the next chapter) – so make every
move count.

The trouble with thinking differently is that the act itself is often only
committed to for a short period of time; a brainstorm, an away day, a pilot or
a short test that yields no results and therefore the whole idea is abandoned. I
see these issues arise time and again but especially with disruptive
technologies because of the unknown factor, individual priorities, the
immediate value and, sadly, greed. You can stem these issues, though, and
it’s not even difficult, but it does take a bit of consideration.
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Your approach to any change has to be
tailored
There are vast differences between helping financial clients with change and
disruption and helping agencies or car manufacturers. Each industry is unique
and while there is a lot of crossover, every company in and of itself is a
different beast. However, the same processes, exercises and tools can be used
to understand the issues at hand.

As previously mentioned, ‘think different’ isn’t for everyone (or indeed
anyone other than Apple) but thinking differently is. This is not giving you
permission to stop thinking in a big and complex way or saying that small
changes can’t make a difference but it should inspire you to do these things in
new ways. The ‘old ways’ fail or often fail to give us the best (or freshest)
solutions to increasingly complex problems. All too often, clients tell me ‘the
devil’s advocate’ comes out to play and shoots down good ideas with clever
criticism rather than addressing realistic issues.

Tom Kelley, CEO of IDEO – a design and innovation consulting firm –
believes devil’s advocates are a huge problem in the business world and
discusses how to handle them in his second book, The Ten Faces of
Innovation (2008). Kelley believes devil’s advocates smother ‘fragile’ ideas
with negativity and so wanted to stop this behaviour happening so frequently.
He identifies 10 types of people that businesses have in different
combinations and shows, through examples, how each helps different
businesses evolve, adapt and diffuse change and disruptive forces.

Considering your business’s personas is important before launching
anything – beyond simply making more sense for tonal and imagery
considerations, understanding what drives and inspires your workforce is a
smart way to roll out new initiatives and ideas. See Kelley’s 10 personas
below.

‘The Learning Personas’ (no one can be complacent):
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1. The Anthropologist – observes behaviour and brings new skills into the
business through deep understanding of how people behave and interact
with each other and products or services.

2. The Experimenter – regularly comes up with new prototypes and is a key
proponent of trial and error.

3. The Cross-Pollinator – looks at other cultures and industries and creates
fits for your organization. Described as analogous thinking, this approach
is explored further towards the end of this chapter.

‘The Organizing Personas’ (ideas are games of chess – everything must be
considered):

4.  The Hurdler – understands how to overcome obstacles within a company
to achieve innovation.

5.  The Collaborator – brings disparate groups together to achieve unique
and considered new solutions.

6.  The Director – beyond bringing the right people together, this persona
inspires the assembled team to achieve more than would be possible if
they were alone.

‘The Building Personas’ (ideas happen when people are empowered and are
channelled):

7.  The Experience Architect – focuses on needs, the experience and how
people connect with the final result.

8.  The Set Designer – helps other people do their best by creating the right
environments around people.

9.  The Caregiver – service as standard is the start for this persona – they
anticipate needs and create to serve them.

10.  The Storyteller – inspires action by tapping into fundamental values,
beliefs and traits.

Before you go on, think about your company. What are you made up of? Ten
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per cent Caregivers, 90 per cent Set Designers? Perhaps the reverse? What
does this mean for future programme rollouts? What does it mean for your
hiring policies? Training requirements? Beyond your initial gut reaction, how
are you going to challenge these assumptions to know the real mix of
personas that make up your company?
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TOP TIP

The devil’s advocate has a reason for being there; sometimes the devil may be right. It is
important to listen to all concerns but to think positively and openly. Dismissing concerns is
also not good for individual or group morale. Instead, as Kelley suggests, encourage your
innovation persona by saying, ‘Let me be a Collaborator for a moment; our customers believe
in good value and the environment, so we should make sure we talk to buying and PR before
we decide anything.’
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TOP TIP

Think long and hard about how you will communicate ‘thinking differently’ projects. In my
work with different industries, one thing has become clear; people like new opportunities but
fear the unknown. When I work with clients I often get funny looks when I start to ask about
communal areas and how this will be rolled out, as if success is a given. Instead I urge clients
(and you) to think about and assess the corporate culture, current general mood and tone.
These three elements are imperative for success and increased favourability towards future
projects and getting budgets approved. Often new projects fail before they begin because of the
way they are introduced. Don’t skip thinking about the introduction.

Remember Bill Joy’s quote in Chapter 7? ‘No matter who you are, most of
the smartest people work for someone else.’ Now imagine an extra 3 billion
new minds out there – this is the number of people coming online in the next
10 years (or less if current adoption rates increase). Many of these people
may never be full-time employees of any corporation and many will have
learned their skills and work exclusively online. Let that hit you for a minute.
That’s a lot of new people to add to the other ones already out there. People
will have different viewpoints, experiences, networks, resources and ideas.
Imagine the possibilities of bringing that sort of vision to fruition to help your
company.
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Thinking differently requires other people,
not just you
Disruptive technologies are often – but not always – totally new. In other
words, they are usually the great unknown, which means deducing how they
will impact you or how your rollout of the technology will be difficult.
Deduction is often not possible despite many companies running complex
modelling and looking at multiple sources of data. Instead, companies often
have no choice but to effectively commit to trial and error. The best option
for new products or services created from disruptive technologies and forces
may just be to launch and learn.

Analogous thinking is a solution to the issues above. The emerging
practice is becoming more and more popular as the benefits are seen
throughout organizations and departments (and not just start-ups; small–
medium enterprises and big businesses are using this method). Analogy and
‘analogical reasoning’ has been used for many years in fields like biology,
adaptive systems, software and computing to aid understanding and solve
problems but more recently it has evolved into the world of business as
‘analogous thinking’. Analogous thinking is the process of looking for help
with known issues by referring to and connecting with unknown but
potentially similar areas with the aim of transferring and adapting learnings
from one to the other. The reason for the increase in interest is twofold:
firstly, analogies are everywhere and somewhat easy to mould but secondly,
and more importantly, analogies enable people (leaders, strategists and such)
to look at the picture more widely and evaluate decisions in a new way or
through a new perspective. As we have seen via the TBD framework,
understanding how decisions are made is crucial. Analogy can help decision
makers make more informed choices – especially when faced with emerging
and disruptive technologies (often unknown entities), as solutions come
through applying the same or similar lessons from previous experiences or
from something the decision maker heard about. Unfortunately, few people
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actually realize they make decisions in this way and this is a huge problem.
Bad analogies are of course rife throughout the business world. Going

beyond bad analogies and challenging yourself to stop using them is step 1.
Step 2 is to challenge your own tendencies to seek out information that
confirms your (own and your company’s) beliefs. Psychologists refer to this
as the ‘confirmation bias’. Combating this bias is tough but it is possible.
First, you must look at the sources you are using and how they don’t relate to
the issue you have. It sounds counterintuitive but you must try and make the
analogy not fit. Only by doing this will you really use quality inputs for your
solution and arrive at a quality output. When looking for differences it is
unlikely that you won’t find any but if you don’t this is totally fine. Your next
job is to adjust for the differences that you have found so that you can then
map or learn from the different thing, scenario or event. Once this has been
done, you can really look at the solution you have in front of you and further
adjust or finalize based on additional knowledge or elements. The key is to
really focus on justifying why the item you are assessing accurately correlates
to your issue (or why it doesn’t). In doing this rigorously you will avoid
creating cosmetic or weak analogies that will not help you in the long run.

Studies have shown that solutions provided by people from similar (but
different) markets often have lower immediate usefulness but the amount of
ingenuity, creativity and novelty is significantly higher compared to ideas
generated by people from the same industry. In fact, more quality creative
solutions are returned the further the field is from your own.

Chapter 5 introduced the Expert Referral Staircase (a process that helps
you get increasingly rich information from experts recommended by other
experts) which, when slightly adapted, can be used to identify areas where
different experiences and analogies may exist for you to utilize to your
business’s advantage.

First, think about the issue you want solved – be as specific as possible. As
you have read above, being specific at the beginning of any analogy-mapping
process is key for success. Once you have the issue or the area you need help
with, you need to identify the person you would initially ask for help if you
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alone had to solve the issue. For the greatest potential of success, having
several ways to describe the same thing is often helpful here as it unlocks
different connections in the brain. The third step is sufficiently framing the
question or request for help in such a way as to unlock the expert’s superior
knowledge or insight to help lead you in the right direction.

Instead of asking your initial target for situations or industries that are
similar to the problem or issue you are looking to solve, hold back. This isn’t
a one-question meeting. Instead get the person thinking about your issue with
a good description and superfluous but related chat or information in order to
get them accessing the right areas of their brain. Some people are good at
having questions shotgunned at them but most are not, so warm them up
before the big ask.

Then, when you believe it is a good time to strike, adapt or use one of
these possible ways to frame your questioning:

What do you think of when you think about issues to do with
[CONDITION]?
What two companies do you think would have similar problems?
Who do you know who has had this or a similar problem?
Who else would possibly suffer from [ISSUE]?
Who else uses something similar to [PRODUCT]?

Depending on what you ask and the issue you have you may need to ask for
the next person on the staircase – do this when the conversation comes to a
natural end, then repeat until you believe you have reached the peak of the
staircase and the ideas being received seem ridiculously implausible.

Once you have done this, do a little more research (including asking the
person who gave you the information) to formulate your answers.
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TOP TIP

Avoid e-mail with this as much as possible – you may want to prime the person being asked
beforehand but it is best to keep the purpose of the question a mystery as this often produces
the best results. Remember, radical ideas can be found if you look in the right places – usually
outside of your contacts. Use LinkedIn, Facebook Groups, community forums, university
lecturers, app developers, anyone! Everyone can potentially help you with this task.

Based on a study by Franke, Poetz and Schreier in 2011, this method is a
good starting point but the key is the tenacity in finding new people, not just
friends, co-workers and the like – go outside your industry, go deep and go
wide. For example, in the original study, a mask manufacturer was the client
and the people that were asked included skateboarders, roofers and
carpenters. An unlikely trio but each provided a unique angle on the same
problem. You are looking for new answers so go wide.

Caution: Analogies are not foolproof. They require a lot of attention and
many are often shoehorned into fitting a solution. Be wary of this and fight
against it. Analogies are imperfect but can be revolutionary for companies
who fight to find the right ones. Use swift methodological approaches and
stop or refine what isn’t working.

Anything that helps someone make a good decision should be applauded
but often we unknowingly reason with ourselves based on previous
experiences or because of external pressures. However, if you focus on how
you make decisions, you can often make better ones and make fewer
mistakes. Strategists are incredibly guilty of this subconscious reasoning, but
while these folks tend to abhor being challenged, the best ones will always
take it in their stride, challenge their assumptions and engage in analogous
thinking. You have to accept the flaws and embrace them so you can turn
seemingly mediocre ideas into ones that could save your business from
disruption.
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Conclusion
This chapter is a critical one to help you adopt the right mindset to push your
strategy forward. Beyond this it is a realistic one that helps you predict and
handle issues that you will come across (and therefore your apprehension
should be lower as a result). Completing TBD is step 3 on a never-ending set
of steps – making things happen from it is the hard part. Using analogies and
maintaining a constant vigilance on the direction and the map you are using is
a good strategy for success.

The next chapter moves away from strategy slightly more to discuss the
human side of disruption with a specific focus on the young worker
demographic coming into the workforce (often referred to as ‘Millennials’).
We will look at why the young demographic is so key to your business’s
future and what opportunities this group presents.
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10
Disruption and the Millennial
generation

Millennials are about to be the biggest group in the workforce and this poses
a unique opportunity (and threat) for employers and businesses. This
generation is rewriting the book on employment, retention, training and
shifting purchasing power. Never before has there been a more disruptive
generation, thanks to the tools, abilities and power that they have at their
disposal. Disruptive technologies are what this generation grew up on, and
how you use them will be a big part of your success.

Specifically, in the next chapters you will learn:

how to harness the power Millennials have for your business;
the future of the Millennial workforce.

One of the – if not the – largest generations in history is about to move into
its prime spending years. More than just the simple consumers of previous
generations, Millennials are different. Millennials are already beginning to
reshape economies; their unique experiences will continue to change the
ways people buy and sell and companies will need to continually adapt. This
is the generation that might just say ‘enough is enough, here’s where we need
to be and here’s how we get there’. Don’t misunderstand; like any group of
people there will be different groups and elements that jar with this image but
never before in history have we needed such a perfect storm of technology,
behaviour and data to enable change on a massive scale if the systems already
in place allow it (or perhaps even if they do not).

An important question for businesses to ask now is: ‘Who picks up the
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baton next?’
Generations have always fascinated, annoyed and plagued me. Roughly

speaking, the previous generation ‘names’ the next and someone somewhere
along the way gets rich. Generational titles have been around for a number of
years and speaking with several experts, no one really knows why they came
about. Listed below are the most commonly used generational titles today –
more are undoubtedly on the way as the world and pace of change increases
(Sanburn, 2015):

GI Generation: 1901–1924.

Silent Generation: 1925–1946.

Baby Boom Generation: 1946–1964.

Generation X: 1965–1979.

Millennial Generation: 1980–2000.

Generation Z: 2000–2020? (No one has offered anything different … yet!)

The term ‘Millennial’ echoes down the corridors, decks and conference
rooms of agencies and brands across the world – and with good reason, as
we’ll see shortly. It is important to note, before we get into detail about this
demographic, how the term came about. Neil Howe and William Strauss are
famed for coining the term ‘Millennial’ in or around 1999 and therefore got
to decide the traits associated with the group. If you were born between the
years 1980 and 2000 you are dubbed a ‘Millennial’.

A quick Google search and flick through most media outlets reveals a great
deal of agreement when it comes to defining this generation. Summarizing
these findings, Millennials are a generational subset of the population, made
up of individuals who are:

lazy;
obsessed with technology;
living with their parents;
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narcissistic;
overly ambitious.

The trouble is … Millennials don’t really exist.
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Why saying ‘Millennial’ is not helping you
or your business
Beyond making a speaker look old, saying the word ‘Millennial’ or any other
generational title will, more often than not, make them look foolish.
Generations simply don’t exist – they are made-up names for stereotypes and
the grouping together of people who are often vastly different, within the
same country, let alone in other countries around the world. Although it is
highly unlikely that there is not a single person born between 1980 and 2000
who doesn’t exhibit some of the traits listed above, the same could be true of
people born 1950 to 1970 (or any other period in time). There are many other
points to consider when using generation generalizations. Most – if not all –
census bureaus do not define generations. Beyond this, using generalizations
isn’t helpful to the question often being asked or the problem looking to be
solved. Often the opposite occurs and we simply tend to only reveal our own
prejudices and opinions about the people we are attempting to describe.
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TOP TIP

Take five minutes now to think of five better terms to use when describing age demographics
or target groups. Here are two to get you started:

People born before/after …
Your parents’ parents.
___________________
___________________
___________________

History tells us that all new or emerging ‘generations’ are usually somewhat
negatively perceived by the incumbent generation – especially regarding their
attitudes towards technology. Many marketers struggle with new
demographics in general when they emerge but Millennials are particularly
perplexing because of the transformative nature of the technologies and
ideologies they have given way to.

The problem with these classifications is that they don’t really help anyone
and often lump people together to normalize behaviours, for speed rather than
accuracy. Speaking at ‘Deep Shift’, a marketing conference, Adam Conover
(the US TV presenter) summed this up: ‘“Generations” are usually just old
people talking smack about young people.’ This practice has been going on
since older people have had younger people to talk about. This idea is key to
understanding and challenging our own biases, predetermined attitudes and
schemas (learned responses) to get to the truth or correct decisions.
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Challenge your myths about Millennials
In order to fully understand disruptive technologies you must challenge your
beliefs about them and who uses them. Understanding Millennials will be a
huge part of your business’s future strategy and success whether you like it or
not. The B part of TBD is incredibly important here because the new wave of
young people coming into the workforce have vastly different ideas and
ideals based on the technology they have at their fingertips, have grown up
with and in some cases have even helped create. Charlotte Burgess, a Senior
Director for C Space (a global insight, brand and innovation consultancy)
was asked to focus on this group:

Where former generations were happy to get a sense of meaning and purpose from the church or
state, the Millennial workforce today expect this from their work. So they seek to join businesses
which have a bigger societal impact (or that give them some sense of a bigger purpose), and this
gives them existential meaning. (Burgess, 2016)

It is important to focus on this group because of the unprecedented changes to
the way information is shared and goods are bought (amongst other things)
and the other technologies that will be enabled by existing technologies in the
coming years. Let’s look at debunking some of the big myths surrounding
this group before we look at why they are so important to the future.
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Millennials are no lazier than previous generations
From Time magazine covers (‘The Me Me Me Generation’) to major socio-
demographic reports from Pew and others, Millennials are dubbed as lazy
and entitled but these images are not representative of the group. Regardless
of whether you believe this to be true or not, the biggest point of interest for
business owners is that the group is about to become the largest demographic
in the workforce. Your workforce is about to change dramatically – how you
handle this change will radically impact the course of your business.
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Millennials display narcissistic traits more openly, but
they are not necessarily more narcissistic
The ‘narcissistic’ label is hard to refute in this world of selfies, status updates
and tweets. A 2010 study by Trzesniewsk and Donnellan looked at this
element but found no significant difference: ‘We find little reason to
conclude that the average member of “Generation Me” is dramatically
different [for narcissism] from previous generations.’ In other words,
behaviours manifest beliefs in other ways. While younger people have more
technology than previous generations to utilize and create things with (ie
followings, content, connections), the same life stages occur and attitudes
change accordingly.
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Millennials love technology … just like every other
generation before them
It is important to remember, and identify, that it is technology changing
society and the world, not Millennials – that would be too much of a stretch,
for now at least. Whether we look at the video camera, the computer or the
pocket calculator, every generation has had ‘their’ technology; this group has
had more than most as the pace of technology has advanced significantly but
there is undoubtedly more to come based on the technologies we are seeing
unleashed today and in the near future. Author Douglas Adams (2002)
summed up different attitudes to technologies:

Anything that is in the world when you’re born is normal and ordinary and is just a natural part of
the way the world works. Anything that’s invented between when you’re fifteen and thirty-five is
new and exciting and revolutionary and you can probably get a career in it. Anything invented
after you’re thirty-five is against the natural order of things.
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Millennials live with their parents
A significant amount of people in this group do live with their parents but
this is through necessity rather than choice, due to a variety of factors but
mainly economic ones. Like most people born before them, ‘flying the nest’
remains a rite of passage but due to the choices made by previous, mainly
living generations, those born between 1980 and 2000 are the most
economically challenged in recent history. This should concern every
business owner and brand out there as this fact will have massive impacts on
consumption trends and attitudes.
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Millennials are overly ambitious
I hear this a lot when talking to managers and CEOs of brands I work with
and it is an interesting observation. In some respects, I agree – many of this
group are overly ambitious for the level or role they are in but when you look
at the circumstances they find themselves in, would you be any different?
They face massive financial uncertainty, have a strong desire for a work/life
balance, and have multiple working scenario options. Multiple studies
suggest this drive for early success implies their primary motivation is strong
family commitment and a desire to provide for them in the long term.

Ambition in and of itself is neither a bad nor a negative thing but if left
unchecked this behaviour can become problematic. However, is this any
different than previous generations? No. Every generation has been labelled
‘entitled’ and ‘ambitious’ since the dawn of the terms themselves. Would you
prefer a workforce that wasn’t ambitious? Do you think your company would
thrive or be in the same position in five years’ time if the workforce you have
was less ambitious? Be careful of making this mistake. Be open to ambition
and cultivate it – this may mean changing policies or creating new ones.

Based on these points you could conclude that generational stereotypes are
about as useful as horoscopes. Whether you agree or disagree with me is not
particularly important but the way you approach individuals born between
1980 and 2000 will, for a wide number of reasons, determine the success of
projects, initiatives and ultimately your business. Dan Keldsen (2016), author
of The Gen Z Effect: Six forces shaping the future of business, summed this
up to me nicely:

The number one myth about Millennials is that they are any better or worse than any other
generation, young or old. The entire philosophy behind the ‘Generational Gap’ (popularized in the
1960s by Margaret Mead) was an off-hand remark; it was never meant to be etched in our
collective minds that ‘no two generations can ever stand each other, let alone understand each
other.’
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Why are people who were born between
1980 and 2000 so important?
The one thing you can say – without doubt – about the group of people born
between 1980 and 2000 is that they are the most diverse group of people born
in a specific period for at least 100 years (certainly for most Western
cultures):

Young people are more tolerant of races and groups than older generations (47 per cent vs 19 per
cent), with 45 per cent agreeing with preferential treatment to improve the position of minorities.
This may be attributable to the diversity of the generation itself, which recalls that of the silent
generation. The shifting population is evidenced with 60 per cent of 18–29-year-olds classified as
non-Hispanic white, versus 70 per cent for those 30 and older. This reflects a record low of whites,
with 19 per cent Hispanic, 14 per cent black, 4 per cent Asian, and 3 per cent of mixed race or
other. Additionally, 11 per cent of Millennials are born to at least one immigrant parent. (US
Chamber of Commerce Foundation, 2012)

Racial diversity is a huge element of disruptive technologies – different
backgrounds, different upbringings and different interactions will lead to new
ideas and strategies forming.

This diversity in and of itself has enormous power to change many
technological, cultural and international issues that are present in society
today. However, it is important to note that this power has yet to be fully
realized and wielded by anyone, let alone young people. Any business owner
should realize that this will change drastically. Policies and practices will
need to reflect this diversity if a company is to look appealing to the new
wave of candidates, the next wave and the outside world.

In 2015, a tipping point occurred in the United States that had already
happened in other parts of the world and is taking place in others as you read
this: Millennials now outnumber the previous generation in the US
workforce. More people born between 1980 and 2000 entered the workforce
than from the previous generation, making them the most powerful force in
the labour market. Diversity and workforce aside, this group of the world’s
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population has several other interesting points – political power being one
that is fast going to become an issue.

The demographic shift has huge implications for the business world
beyond simple numbers and human resource issues – this group of people
thinks differently because of the world they grew up in. Previous generations
were defined by physical wars; this generation has technological ones. It is
the speed of technological change that is really empowering this generation
and increasing the potential of what they will achieve. Disruption is the
normal way of life for this group and as such, static businesses and structures
seem antiquated and are rebelled against or avoided in favour of new ways.
Being the most educated generation to date, those born between 1980 and
2000 are in more debt than previous generations but are also the most
forward-looking, with over 70 per cent of them already saving in some way
for retirement.

Adam Smiley Poswolsky, author of The Quarter-Life Breakthrough:
Invent your own path, find meaningful work, and build a life that matters,
explained to me why Millennials matter:

The average American is staying in their job just five years. The average Millennial is staying in
their job about two to three years. Already, 34 per cent of the American workforce is freelance,
and this number is only expected to grow. The traditional corporate career ladder is dead. For the
average -millennial, a job is a brief experiment and learning experience. (Poswolsky, 2016)

Poswolsky went on to describe how businesses should approach Millennials:

The companies that want to attract the top millennial talent will have to engage and train
employees for a short, two- to five-year learning journey (and then help them find their next great
opportunity). They will have to understand and accept that no one wants to stay at one company
forever. Employers can think of their employees as not just independent contractors, but as
dynamic individuals with long-term career and personal ambitions. If they help someone move on
to something even better, that former employee will continue to have brand loyalty and may even
recommend their friend for the job they just left. It’s going to be a much more fluid system of
sharing and investing in talent.

The comments above should concern any business owner; this is a huge shift
in thinking, resources and the status quo. These concerns highlight how
important it is to attract the right thinkers and talent to your business in order
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to maximize the potential for disruptive technologies but also not be
blindsided by them. How your business prepares itself for this shift could
mean the difference between being in business and not. When it comes to
‘Millennials’ the name may be irrelevant but the behaviour and the shifts this
group will continue to cause are anything but.

Beyond these changes, however, is the future for this group – a drastically
different one not because of wars or economic crises (both have been norms
for this group). When you look at the leaps and bounds science and
technology are allowing, the future for this group could be truly fantastic –
from cryptocurrency that could revolutionize everything from banking to
buying a coffee, to Tesla’s great solar power plans. These technologies alone
have the potential to impact business through increased customer spending
thanks to more trustworthy online purchases and more expendable income
because of lower bills. The next two decades are extremely likely to see a
large share of previously impossible leaps – many in part made by those born
during this time. According to Benjamin F Jones in his paper ‘Age and Great
Invention’ (2005), the peak innovation age, based on Nobel Prize-winners, is
between 30 and 40. The argument here is that while age brings wisdom (or at
least as the old saying goes), the opposite may be true for innovation and
openness to disruption. Data in studies conducted around CEO age and
innovative -behaviour has shown that younger CEOs file more patents than
older ones and also hire younger innovators – a trend that has massive
ramifications for the older workforce. If your company can’t attract young
talent you are in trouble, not just immediately but further down the line too.
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Your business needs EQ not IQ – form a
Millennial mindset
Millennials are the first generation that grew up with the Internet as standard.
Let that hit you for a second. Open source, collaboration, unlimited
knowledge and access has been a ‘right’ for this group since they were old
enough to know what a keyboard is. Because of this, Millennials are fast
adopters (and deserters) of technology that helps them achieve their goals.
Instead of simply accepting the status quo, this group are dealing with the
sins of their forefathers and saying there is (or has to be) a better way. This is
Emotional Quotient (EQ) – a person’s ability to work with others, understand
them and what motivates them. IQ remains important to them but EQ is what
sets them apart. This EQ is partly due to their diversity but more because of
the issues they face. EQ is an important factor when thinking about TBD and
disruptive technologies because of the behaviour element of TBD;
understanding what people need is an important skill when it comes to
spotting or creating opportunities to use disruptive technologies.

The ramifications for businesses are clear:

new training will be required to make sure people understand each other;
different managerial styles and structures will be needed to make sure
people can work together effectively;
greater transparency will be needed in order to attract and retain this group
– think about how open you can be and how you will demonstrate this
back to the group;
opportunities for collaboration, job share and upskilling will be required to
interest this group;
new HR practices will need to be created and developed – this group like
to recruit for you as much as they will leave you when they have learned
everything from the opportunity;
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open systems and mentalities will need to be developed to handle the
innovation and new ways of doing things this generation will bring to
your company if you let them.

Letting them is of course the key here – working with both large and small
clients with issues in and around this area has opened my eyes to the
challenges businesses face with this generation and generations to come. Do
not dismiss the disruption this group can, and will, cause your business from
the inside or the outside. By enabling individuals and having a happier
workforce, businesses will be able to focus on bigger issues, take bolder steps
and make strategic headway in uncertain times using the right technology and
making the right technology bets and decisions.
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TOP TIP

Consider eliminating the annual review – instead perform quarterly check-ins. According to
American Express, only 48 per cent of companies actually complete annual performance
checks and these increasingly frustrate younger members of the workforce as a year is seen as
an eternity with the speed things are happening around them. By setting smaller, achievable
goals, not only do you increase year-round motivation, you also allow all groups – not just
Millennials – to course-correct and proactively deal with challenges as they arise rather than
wait and have issues or frustrations fester.
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Do not dismiss the desire for meaning and
meaningful work
As mentioned when we discussed the myths about Millennials, working for a
meaningful goal or employer is one of the largest motivators for this group.
Peter Diamandis, Chairman and CEO of the XPRIZE Foundation, calls this a
massively transformative purpose or MTP. A good way to think about MTP
is as mission-driven but not a mission statement. Instead, most MTPs are
guiding principles rather than simply good straplines.

Some good examples:

TED – ideas worth spreading.

Quirky – make invention accessible.

Tesla – accelerate the world’s transition to sustainable energy.

Google – organize the world’s information.

Airbnb – become a trusted community marketplace for people to list, discover and book unique
accommodations around the world.

Cisco – connect everyone and everything, everywhere, always.

Singularity University – positively impact one billion people.

Unique. Lofty. Bold. Believable. These MTPs have lots of things in common
and it is easy for big companies to say such things but as Diamandis points
out this focus, goal or big-picture belief symbol is what drives a lot of the
people coming into the workforce. In their 2015 book, Bold: How to go big,
create wealth and impact the world, Diamandis and Kotler explain how to
determine which is the right MTP for your company and why it is so
important to make sure the company’s purpose is understood by all:

Autonomy is the desire to steer our own ship. Mastery is the desire to steer it well. And purpose is
the need for the journey to mean something. You’re not going to push ahead when it’s someone
else’s mission. It needs to be yours.
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Retaining Millennials is, and will remain, a core area of interest for business
owners for years to come as business trends change, people evolve and new
technologies alter career paths and opportunities. This does not mean it is
impossible. Here are some easy wins I have observed through my
experiences working in-house, at agencies and with big and small brands –
ways to retain Millennials and utilize the resource rather than being swept
away by them:

Create the right environment, not the coolest. Silicon Valley and the
media have perpetuated the stereotype that an office needs to have skate
ramps, foosball tables and a barista. These are nice to have but obviously
not everyone can, does or want to work in a warehouse. Millennials are
looking for employers that embrace the freedom to move about rather than
being sat behind a desk.
Challenge them. Use the traits of the group to your advantage by giving
them the authority to challenge you. This may seem counterproductive but
challenging them, or a small group, to prove why something is better done
another way can be time better spent than employing ‘experts’ who will
agree with you.
Create a free innovation team. This group want to impress and are
technologically advanced. Allow them the freedom and ability to test new
technologies and make suggestions to you about what to implement.
Whether it is augmented reality, 3D printing or machine learning, the
chances are they know more about it than you and may even be able to
introduce you to an expert via their extensive ‘life’ networks.
Flexible hours aren’t a joke; they are a way of life. The elusive 9am to
5pm seems to be a running joke in several agencies these days, which is
dangerous. Instead, a better way of thinking about time is measuring it in
tasks that are completed rather than hours that are worked. Some of the
best young minds send me e-mails at 1am because that’s the way they
work or when something came to them. Give this group the freedom to
work in whatever way they choose (within reason) and get out of the way
– it might be the best decision you ever made.
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Fight the one-and-done training. Employee development programmes
should be an always-on affair. Whether it is shadowing, job share or co-
working, you should be changing working roles up and making sure this
group feel challenged and inspired to look forward.
Motivate in the right way … which includes money. Millennials can be as
or more principled and mission-led than any generation that came before
them but they still have bills to pay. Instead of simply rewarding with a
salary, though, think about what else you offer them. From prizes to
friendly competition, some of the old tricks, done in new ways, work
extremely well.
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Conclusion
Millennials will remain a subject of derision as long as people allow it.
Always remember that writers get rich through naming generations – fight
against using and perpetuating the stereotypes. Unleashed, this generation has
the potential, drive and ambition to make big changes if we get out of their
way. We live in strange times where one tweet can take down an entire brand
or a single video can knock 62 cents off every dollar of a share price. The last
reference is an example I cite regularly because it was the perfect storm of
TBD. Domino’s Pizza suffered embarrassment and a massive 10 per cent
stock drop when a film of two employees doing unsavoury things to a
customer’s pizza went viral on YouTube (Kim et al, 2015).

Millennials expect a lot and why shouldn’t they? They’re ready to give a
lot in return and know what is on offer in uncertain times. I ask executives
who talk about Millennials as a huge problem, ‘Would you act in a different
way if you had grown up as they did?’ As you travel through the uncertain,
choppy waters in the coming years, having the right team with you makes
sense – a steady hand, a map and the people who challenge you to get to your
destination more efficiently. If you have an open mind, you might find
Millennials won’t just treat you as a place to learn something; they may help
you fight to keep the lights on and want to stay for the long haul.
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11
The future of TBD and disruptive
technologies

In this final chapter, we will draw everything together and look forward.
Specifically, after reading, you will be able to understand:

why success in the future means flexibility now;
why TBD will travel with you;
what future elements may be added to TBD;
why the future shouldn’t be feared.

Before we move on to the future, it is important to look at where we are now
so we know where we want to go and what it will take to get there.

We are living through a massive period of uncertainty, including:

tectonic changes to social and political ecosystems;
a media ecosystem in turmoil and disarray;
wars in several nations;
multiple digital platforms bigger than most countries that are controlling
information in various ways;
climate change on a scale previously unheard of.

This combination would usually be enough to make any business entrench
and take stock but increasingly – due in large part to disruptive technologies
– this position is untenable. Technology is progressing much too fast and
businesses risk being left behind and dislocated by incumbents in the market,
let alone emerging competition. The world is not as stable as it was 12
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months ago, and this situation is unlikely to change significantly in the
following 24, possibly more, because of the far-reaching impacts of recent
events. Disruption from technology, political change and economic change
are nothing new but the effects can be faster and wider-reaching thanks to
new and emerging technologies. Technology has had a large part to play in
recent events, whether economic, political or simply spreading information;
the next few years will be critical for most businesses as they look to grow
and move forward in unchartered waters.

The future could be said to be highly unstable and undesirable but before
you close the book and begin rocking, pause for a moment. We live in a time
where space tourism is a realistic possibility for the first time ever, renewable
energies are finally becoming cheaper than fossil fuels, smartphone
penetration means continents are more closely connected than ever and the
poverty gap is decreasing. All of these issues require us to be one thing –
flexible. The reason for this is simple: this is what’s coming, and what’s
coming after that is going to be exciting, scary and exponential.

With such uncertainty looming, the best advice is usually to make
decisions that enable you to be more agile and able to absorb knocks that will
come at you. TBD is a flexible framework that can be used as is or altered to
fit the needs of your company today and tomorrow – whatever comes your
way. Disruption (and the increasingly used ‘dislocation’) seems to be coming
from all sides and for many it is. For many, however, it just feels like it is and
it is important to know the difference. The framework and the two versions of
TBD enable users to have a more controlled and focused approach to the
future. This control and the ability to remain agile are what will set your
company apart from other businesses.

The future is rarely certain, but with recent events, this statement has never
been truer than it is today. Seismic shifts have happened and will continue to
happen thanks to the fallout of these events, and how you handle them and
consider them will determine your success. The TBD framework was
developed for ultimate flexibility for such scenarios. Both versions of TBD
were designed so that such events can be factored in and adjusted in order to
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make strategic decisions faster and retain agility.
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TBD is a framework – you are what makes
it work
The decision to fly to the West Coast of the United States to start my career
wasn’t a well-thought-out one but it was a defining one. Clients, friends and
family tell me a lot of the drive and energy I have comes from my time in Los
Angeles but my love for technology lies at the feet of my father and his
father. Whether it was upgrading the computer, a new car in the driveway
when we went to see the grandparents or going to a Curry’s to browse,
somehow I’d find a way to evaluate it. While I am sure both had an impact on
the way I view disruption – and indeed how I go about solving problems for
myself and clients – I put it down to two simple things: limited time and
choices.

Chapter 2 discussed how to manage your time better but many people
don’t know what they are managing it for. I urge you to think about the
career you are in carefully because of the reason that keeps me going.
Limited time.

Let’s put this into perspective. Take a piece of string or rope and look at it.
It is a continuous line that has a start and an end. This string represents your
life. Now take a pair of scissors and get ready to make some cuts.

Cut off a third of the string – this is the amount of time an average person
spends sleeping. Now cut off a quarter of the remainder; that’s your
childhood and early education. What you have left is the time you have at
work and retirement, except it doesn’t factor in exercise and entertainment.
Cut off another third of what is left; this third represents the time an average
person spends at the cinema (two and half years if just three visits a year …),
all the TV time and the ‘extracurricular activities’ people get up to. You
should be around the 21 years left mark. That’s not bad, right? Twenty-one
years doing what you want to do? Wait, don’t forget eating and drinking
(eight years), waiting in lines (five years) and things like housework (six
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years). Added up, these equate to about half of what’s left. Chop off another
half. The rest is what’s left for you to work. All the string at your feet is
taken; what’s in your hands is what you decide to do with it. You have
roughly 10.3 years to make a difference, make a mark, take a stand, change
things, leave a better place than you were given. But will you?

Let’s say you live to 80 – some argue more, some argue less but an
average in the UK is around 80 years. If this was represented on a page it
would look like Figure 11.1 – your age on one axis and each week of your
life on the other axis.

******ebook converter DEMO Watermarks*******



Figure 11.1    Your lifetime in weeks over 80 years

Find out where you are now and cross through the weeks that have been
used. Now cross off the final 10 years – people aren’t usually that productive
in this part. Now think about all the ways you use your time and put lines
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through it – it sure goes quickly. Some of it is already gone, other parts of it
won’t be productive or … gulp … you may not get to use all of it. The
shaded bit in the middle, that’s now for most people reading this book, is
what matters, or is at least when you can have the most impact doing what
you love to do.

How much time do you have left?

How many weeks do you have to make changes?

How are you going to make everything count?

The point of this is not to depress you but rather to focus you on spending the
time you have on this earth wisely. Regardless of whether you believe in a
higher being or not, everyone gets a set amount of time on this rock, and what
you choose to spend your time focusing on is totally up to you.
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Why TBD goes with you through life
The earlier chapters are key to really understanding disruptive technologies
and creating the time and attitude to do something about them. Knowing that
your time on earth is short is one thing but understanding actually how short
the potential is for you to change things and impact lives is quite another.
Individually, time spent at each job is shortening – especially for younger
demographics. Understanding that the time you have to make changes and
implement ideas is always decreasing shouldn’t depress you; it should
motivate you to make bold choices and smart decisions. Time is a huge part
of what disruptive technologies not only require but demand because of the
times we live in and the changing variables that act upon us. Knowing all this
should spur you on to focus your time on achieving and trying great things. I
know it certainly does for me and the clients I get to work with. Make it
count.

Clients tell me they often find themselves using the simpler version of
TBD to make daily choices. One even went so far as to create a writing pad
with it on instead of writing out three columns and evaluating ideas and
platforms before decisions are made so it became habit. Beyond this, though,
simple TBD does enable you to do one simple thing: commit to action.
Clients tell me that motion, or even just the appearance of motion, is often the
biggest element to success or big leaps forward so making things visible and
easy to understand and communicate back is critical. TBD helped them do
this because it was simple and flexed as the situation required.

TBD+ is still a flexible framework but the focus is different. Due to the
way it is set up, TBD+ brings companies closer together but also produces
robust results. Results from clients are varied – it works really well for some
while others simply find it a great way of coming together to forge new paths
or correct old ones. Beyond this, if used correctly, it can continually offer
new ways of thinking and doing things. People tell me it is because of the
flexibility and continual refreshing and progress-checking process that TBD
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moves with people as they progress (upwards and onwards).
Beyond the TBD frameworks, success relies on the commitment to do

things differently, work differently and focus differently. Understanding this
is also a huge part of making disruptive technologies like blockchain and 3D
printing work for you. The status quo, ‘because we’ve always done it that
way’ and the non-boat rockers will increasingly find it hard to fit into the
world that is emerging. You don’t have to be first movers to gain value from
the technologies that are coming over the horizon.
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The future should not be feared
In times of political and economic uncertainty one thing is to be expected –
fear. Fear of the unknown is nothing new but it is important to recognize it
and deal with it. Fear manifests in lots of ways; anger, pauses, denial to name
but three. The issue with fear is not to avoid it but work through it and
mitigate issues before or as they arise. TBD is a good, flexible framework
that bends and moves with a company allowing for any eventuality to be
explored in a safe and positive way. Use TBD as your guiding light and make
disruption work for you. We live in exponential times and this should be
celebrated. In previous chapters, we have looked at ways of predicting and
avoiding potential roadblocks, but knowing you will never predict or avoid
them all should give you a sense of calm – safe in the knowledge you can at
least predict that.

Fear is a natural emotion. Fear is a survival instinct and one of the easiest
emotions to trigger. Recent events have a lot of fear circulating, some
perpetuated by powerful technologies (Internet, mobile) that did not exist 30
years ago, and this only adds to the confusion, unease and concern. The
potential for these technologies is great but it would be poor judgement if we
did not consider all sides of the argument – a core feature of TBD framework
and methodology.

Take artificial intelligence, for example; we simply do not know how this
technology will ‘evolve’ but most agree we are at the early stage of a massive
period of change – some good and some that will see jobs change. I discussed
the future of AI with Jason Pontin, Editor-in-Chief and Publisher of MIT
Technology Review, and he agreed (Pontin, 2015):

The most important new technology for many digitally oriented businesses during 2017–2018 will
be a domain of artificial intelligence called ‘deep learning’, which has very wide and important
applications for many industries.

Deep learning is a term applied to software that attempts to mimic what
happens in the neocortex of our brains – specifically the activity between the
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layers of neurons. ‘Learning’ happens when patterns are recognized from
digital images and sounds, and can be correctly identified by the computer.
Pontin continued:

We are already seeing the effects of deep learning in several areas – not all of them positive. It’s
very hard to guess the full impact of deep learning; the technique has already made unprecedented
advances in image and speech recognition, translation, and predictive modelling. It could be that
‘unsupervised learning’ will allow really startling breakthroughs. These advances in AI and
potential breakthroughs from unsupervised learning will suggest many innovations to companies
while continuing to place downward pressure on the wages of middle-class workers around the
world, because they allow the automation of many jobs.

Blockchain is another example. There will be many implications and
manifestations before we consider this technology ‘mainstream’ or indeed are
close to seeing the ‘full impact’. Job loss is a core concern for many
individuals out there who are usually of a certain age and skillset.
Understandably, fear mentality may present itself and it is important to never
forget the human element of any and all change – hence the importance of the
B.

Uber is now more valuable (on paper) than the majority of Fortune 500
companies but if it were a public company it would not have made the list.
This is the beauty and the danger of start-ups and why it is important to really
research and critically assess even the rosiest or most well-known start-ups.
Uber has a chequered past and an interesting future but the beauty is not the
company itself but the ecosystem it creates and enables. However, regardless
of it dominating the headlines, in the long run, revenue and profits will
always matter more in the current economic systems we are embroiled in.
While Uber is not a great example of disruption per se, it is a great example
of a company that could soon be disrupted. Thanks to legislation challenges
and public opinion, several governments are now looking very closely at the
company in both a positive and a negative light. Beyond regulation, of
course, we have other issues to contend with – the human element can never
be discounted.

The issues that matter are changing; platforms and companies were being
built, whereas now we are seeing what can be built on them and because of
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them. No longer are we worried about what a smartphone can really do; the
basics are there and incremental changes don’t mean as much anymore. But
the potential of the devices through software and technologies like GPS
means they still have much more to offer us because of where they are in
terms of development.

We are living through times where people who have never been in a
classroom can have more work experience than the average college graduate.
Tapping into new skillsets and smart people will require new techniques,
open minds and new procedures. This is, of course, if they want to work with
you. Fresh talent, political uprisings, open minds, new systems and old
systems will all play a part in the rich tapestry of disruption. There are more
disruptive technologies on the way than we have discussed here, and I for one
look forward to seeing what world we live in when the following really begin
to shape aspects of our lives:

Next-generation batteries. Dyson, Musk and others are bullish on
renewable energy and now that supply is meeting demand thanks to lower
costs and energy storage improvements, new ‘mini grids’ are possible
which will disrupt power companies and possibly whole countries.
Beyond powering homes and offices, supercapacitors charge faster and
are more flexible than other existing options – perfect for handheld and
small devices.
Nanosensors. There are billions of connected devices but where this area
of technology gets interesting is with healthcare and buildings. Having
sensors inside the body, or houses that can alert and fix issues, will disrupt
multiple markets and companies to innovate and provide new services and
solutions.
Autonomous vehicles. The dream of self-driving vehicles for many meets
with visions from Hollywood but others are thinking about the future of
the office, the systems these vehicles could create and what this means for
roads and other service industries. Uber, Tesla, Google and most car
manufacturers are heavily invested in bringing this vision to fruition
sooner rather than later to stave off disruption and corner markets.
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Quantum computing. Quantum computers have the potential to perform
certain calculations significantly faster than any silicon-based computer.
Recent improvements to the lifetime of superconducting quantum circuits
mean that harnessing the power of atoms and molecules to perform
memory and processing tasks is closer to reality than ever before.
Microsoft and Google are already racing to make these computers to gain
a competitive edge and offer new services that they can monetize.

Most if not all of these technologies have two big things in common: one,
they are building on existing technologies to create new systems of value and
two, they deal directly with value to the individual – an important distinction
with some of the technologies covered in this book. Some of these are brand-
new technologies and the full effects of them have yet to be imagined, let
alone seen. The connection to value to the individual will remain key for
successful disruptive technologies. Mary-Ann Russon, Senior Technology
Reporter for the International Business Times, told me she believes the
biggest technological disruptions of the future will be the ones that impact
human life directly:

Technology can only be ‘disruptive’ if it helps and changes physical human lives. For example,
the advent of drones to inspect things from the air will improve efficiency and safety in
agriculture, land surveying, construction, industrial sites and historical building preservation.
Similarly, robotic exoskeleton suits will make jobs significantly easier by enabling factory workers
to lift heavier loads while preventing workplace injuries. (Russon, 2016)
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The future of TBD
TBD is not a static procedure and I have been thinking hard recently about
steps to alter it to include something I am passionate about – design. Design
is something I have always been interested in; when form and function truly
work together magic happens.

Design is a subject as big as it is subjective but recently I have seen more
and more written about it as design thinking takes off and more tactile
devices flood markets. Whether it is data visualization, user experience, user
interaction, usability, interaction design, visual design, systems design or the
myriad other sub-genres that are springing up, design is increasingly
important.

Consumers demand that things work first time, and are easy to use and
intuitive. Companies have never had it harder (or easier) to please the final
user but still we seem bad at doing just that.

Previously, business has been defined by war metaphors and terminology
but those days are numbered because of the new wave of collaboration,
learning and value-based outcomes we are beginning to see in businesses like
Unilever, Google and the start-up culture in general.

As we head towards 5 billion mobile users (currently there are around 2.5
billion) mixed with Google, Amazon, Facebook and Apple (GAFA for short;
you’ll start to hear this more and more frequently now) – tech giants who
make their own hardware – unprecedented opportunities are arising for
brands to essentially build on the shoulders of giants (a phrase made popular
by Isaac Newton). New hardware opportunities, new networks to exploit and
utilize, new markets to uncover and new content to create – there are more
ways to compete than ever before. Now factor in the recent developments of
machine learning (AI) and we get down to single-digit error rates for things
like speech recognition and visual recognition. An incredibly interesting
future is emerging that mixes computers, humans and super-fast calculations
– or technology, behaviour and data. The only variable is you. What impact
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will you have? What will you add to the future? How bold will you be, or
allow others to be? How frictionless will you make your business in one, two,
five years?

Never before have businesses had a bigger opportunity to change and
create amazing products and services that not only make people’s lives better
but indeed change the very world we live in – or perhaps even lead to a new
one.

The world we live in is changing, physically, spiritually and
technologically. Businesses are about to experience the need to respond to
scenarios and climates that have never existed before. Agencies will be
making things they’ve never made before and the coming decade will require
agencies and businesses to start to think about things like virtual reality
rights, identity brokers, smart contact developers, waste data managers and
mixed reality architects. Increased collaboration will create friction as much
as it will create opportunities and push boundaries. Existing and new
networks around things like wearables will spring up and be gone overnight
but each will offer an opportunity to people who are prepared, agile and
flexible enough. Experts will come and go but ultimately those who are
adaptive and think critically will see the most success because, honestly, a lot
of the future will not have existed before in any shape or form. You can fear
it or you can prepare for it.

Short-termism is something I hear being discussed with increasing
frequency at industry conferences but worryingly little in the business and
agency boardrooms I frequent. In every region, there is uncertainty that
seems to be growing despite the availability of more data and smarter tools. I
urge you to use this book as the start of your permission to stop thinking in
the short term. Force yourself to think ahead and make plans – plans can
always change but if your north star is low, while easier to reach, it is
unlikely to satisfy or create value for anyone. The best goals force you to
reach further – be bold. With people at all levels of an organization staying in
positions shorter than ever, along with a generally challenging landscape,
going for the easy win or the short-term goal is desirable but this is not where
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success or greatness lie. Both these things will always be given to those who
push harder and higher than the rest. There is no participation award when it
comes to greatness and disruption. The time to take risks is never next year.
Plan and ruthlessly execute – make a conscious decision to think long-term
using TBD and TBD+.

Disruptive Technologies started out with a look backwards to see where
technologies came from and why they were created. As the book progressed
we saw how, more and more, factors beyond simple technological advances –
like behavioural, economic and political disruption – become factors in future
technological advancements; disruption seems to be coming from all sides.
The next period of technological advancement is critical for the human race
because of the systems provided by the last period of technology, like social
networks, live broadcast, sensor networks and GPS to name a few. As GAFA
– and other disruptive powerhouses – continue to morph from their original
businesses, new, exciting and scary propositions emerge. An open but critical
mindset is required in order to see the possibilities and understand the
consequences of the choices being made by these companies, and so thrive on
the disruption they will cause. Whatever continent you reside on, it is clear
we are all living through incredibly uncertain times thanks in large part to a
changing class system, changing political landscape and economic upheaval.
There has never been a more important time to have a clear perspective and
strategy for handling disruptive technologies.

Thank you for reading – I hope you use this book to push your company to
new heights.
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“Lots of books attempt to predict the future of technology. This one does
something different and more valuable: it provides thoughtful, step-by-

step advice on how companies can prepare themselves for the era of
unprecedented change that lies ahead.”

Harry McCracken, Technology Editor, Fast Company

“Paul provides a powerful overview of how technological disruption
happens, and how you or your company can make it happen for you.

Clear and concise.”
Mathew Ingram, Senior Writer, Fortune

In ten years’ time, almost 40 per cent of the world’s top companies
won’t exist in any meaningful way. Who will they be? Will yours be one
of them? It’s easy to think that these companies will fail because of poor
product choices, a lack of effective leadership or a tough economic
climate. In reality, it is a lack of foresight and an inability to adapt to
change that will relegate these previously successful organizations.
Disruptive Technologies outlines the steps businesses can take to avoid
this fate and engage with emerging technologies in order to serve the
consumer of tomorrow. From technologies such as blockchain (Bitcoin),
artificial intelligence, graphene and nanotechnology to other external
factors such as the sharing economy, mobile penetration and a millennial
workforce, this is a practical handbook for assessing and responding to
disruptions that affect business, client service and product models.

Using a quick-to-master evaluation and decision-making framework
structured around the key dimensions of technology, behaviour and data
(TBD), Disruptive Technologies provides a roadmap for assessing what
the upcoming changes in technology are, when to respond to them and
what the best response will be. Packed with frameworks, checklists and
activities to evaluate the possibilities of new technologies and forecast
potential scenarios, this is essential reading for anyone who needs to
think quickly and strategically about future technologies.
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