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TO ALL YOU FLIPSTARS OUT THERE TRYING SOMETHING NEW,
 TAKING A RISK, AND PUTTING IT ALL ON THE LINE. HOLD THE NERVE!
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introduction:


GETTING FLIPPED!






Flip: A shift in mind-set and thinking; often a counterintuitive approach that reflects the hard reality of the business landscape as it is today, and not as it used to be.




Business today requires new perspectives on strategy, operations, customers, and staff. Most of all it requires a level of flexibility that has previously been considered a weakness in some organizations. To navigate in an increasingly complex environment and zig when the competition are all zagging, you must flip repeatedly between different perspectives and paradigms. And you must do so in real time and on demand.


Flip provides a foundation and guidelines for developing and employing that flexible mind-set. It stimulates a way of thinkingan approach to business and lifethat will remain relevant regardless of the changes that will occur at an increasingly rapid pace in coming years. It does not replace one rigid set of rules with another that will soon be outmoded. To flip is to turn conventional wisdom on its head, whether it be the wisdom of 1987, 2007, or 2027.


This book will, I hope, be a tonic for many readers. Daily I meet people who are struggling to keep their heads above water, crippled by their desire to always be right and to have an answer about what will happen in the future. But you cant know this, nor do you need to. You just need to notice what is and isnt working, and then be willing to flip.


The complexity of the current business climate means there is no single right way forward. There are many ways, and the most successful companies and leaders will try them all at one time or another. They will keep flipping. This is what Toyota is doing with the Scion and with hybrid technology throughout the Toyota and Lexus brands. It is what Apple is doing with the iPod. It is what Richard Branson does in virtually every industry he touches. And it is what Wal-Mart is doing in becoming a leader in environmental sustainability. Flipping, you are about to discover, is what the worlds most effective organizations and individuals do to distinguish themselves from the competition.





There has never been a more exciting time to be in business. Things are changing faster and faster, new opportunities and new markets are opening up every day. In order to profit from these new opportunities and markets you first need to understand exactly what is changing, and what impact this is having on your existing business. Then you need to flip. Flip from the perspective that has governed your business and competitive strategy into new perspectives and strategic directions tomorrow and the day after tomorrow. Mind-set flexibility, not proprietary expertise or resources, will define the successful businesses and leaders of the future.



MIND-SET FLEXIBILITY, NOT PROPRIETARY EXPERTISE OR RESOURCES, WILL DEFINE THE SUCCESSFUL BUSINESSES AND LEADERS OF THE FUTURE.



This book will show you how seemingly upside-down thinking creates straight-up success. That thinking begins with understanding that we have seen the end of an either/or world. Conventional business models are built on choices between mutually exclusive options. Thats a nonstarter in a world where few, if any, options are truly mutually exclusive. For the foreseeable future, you must Think AND, Not OR.


Consider the following statements:




	The world is getting smaller every day.


	The world is getting bigger every day.




Both statements are true. The world is getting smaller all the time because people, things, and ideas move from one place to another in greater and greater numbers at greater and greater speed. And the world is getting bigger all the time for the same reason; all those people, things, and ideas in motion create an ever-increasing number of possibilities and options. Concentrate on one of these statements at the expense of the other and you will miss crucial possibilities and options and cripple your decision-making ability.



IF YOU LEARN TO FLIP, YOU WILL FUTURE-PROOF YOUR ORGANIZATION AND YOUR CAREER.



The need to Think AND, Not OR will pop up throughout the book. It is the overarching context for six major flips I will explore:




	Action Creates Clarityto move forward you must act in spite of ambiguity. Your action will create the clarity youre looking for.


	To keep pace with rising expectations, you cant just be fast, good, or cheap, or even any two of these. Instead you must recognize that Fast, Good, Cheap: Pick ThreeThen Add Something Extra has become the price of entry in every industry.


	To keep ahead of rising expectations and develop competitive advantage, you must Absolutely, Positively Sweat the Small Stuff.


	To satisfy customers needs for engagement and contactspiritual, emotional, physicalremember that business is not business, Business Is Personal. One thing that has not changed in a globalizing economy is that people want to do business with people they know, like, and trust.


	To win mass-market success, Find It on the Fringe. The way to separate yourself from the competitive herd is by being courageous and creating new market space.


	To Get Control, Give It Up. You cannot command and control customers or the talented staff you need to reach them. Instead you must empower others to create, dream, and believe for you.




Within each of the major flips, there will be more subtle ones. I hope as you read this book you will begin to see opportunities to flip in all parts of your business and life, and each chapter includes suggestions of things to do when you finish reading it. More than specific examples of upside-down thinking, flipping is a philosophy. To be a flipstar like Richard Branson, Steve Jobs, and Rupert Murdoch, to name a few, is to embrace the need for mind-set flexibility. To understand that what was right for yesterday may not be right for today, and likely will be dead wrong for tomorrow. If you learn to flip, however, you will future-proof your organization, your career, and ultimately your ability to live life to the fullest.















1


THE FOUR FORCES OF CHANGE





I hope everyone knows that the world is changing. Pundits in every field talk incessantly about the constant change we are experiencing, to the point that change agent has become one of the biggest clichs of our time. But what specifically is changing? And why does it feel so pervasive?


Allow me to introduce you to the four forces of change that are completely redefining the way you compete in the marketplace, attract and reward staff, and even live your life. And then, through a series of flips, allow me to help you deal with these four forces of change. (The latter being more important.) This is not a book about the fact of change, it is a book about how to handle and profit from change. First, however, it is essential that we identify succinctly what is changing, because only then can we get more specific about what to do about it.


Here are the four forces of change I will be referring to throughout the book:
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	1. increasing compression of time and space


	2. increasing complexity


	3. increasing transparency and accountability


	4. increasing expectations on the part of everyone for everything




These forces are squeezing organizations and individuals alike. If you want to, you can see them as enemies, as the Four Horsemen of the Apocalypse that are ending business as you know it. Or you can welcome them as allies that are indeed changing the nature of business in challenging ways, but that also have the potential to accelerate your success and help you achieve competitive advantage.



IF YOU AND YOUR COMPANY LEARN TO RIDE THE WAVE OF CHANGE, YOU STAND TO REAP MASSIVE WINDFALLS.



None of the four forces is new. Theyve been around in one form or another at least as long as human beings have been creating complex societies. But there has been a dramatic shift in how the four forces affect our daily lives. Theyve never been in as tight and immediate a feedback loop as they are today. Thats why the pundits cant stop talking about change and change agents. Thats why organizations and enterprises all over the world are freaking out about these shifts. And thats why you and your company must get on the front foot and learn to ride the wave of changeyou stand to reap massive windfalls. Just think of Toyota and the car-industry-shifting Prius, or Apple and iTunes leading to the phenomenal sales of the iPod.


Lets take a look at these four forces.


1. INCREASING COMPRESSION OF TIME AND SPACE


Outside of science fiction and the thought experiments of theoretical physicists, it is not actually possible to compress time or space. However, our perceptions of both are certainly malleable.


Compression of time


Human beings have always been impatient. Today we expect things to happen faster than ever before. And not just a little bit faster, but over the last few years a lot faster. The quicker something can be done, the quicker we expect it to happen, whether its the movement of goods by overnight courier companies such as DHL, FedEx, and UPS, the movement of people on flights from one side of the world to the other, or the movement of digital information from anywhere to anywhere via broadband Internet (something that merits fuller discussion below). They all feed our insatiable need for speed.


Staffan B. Linders book The Harried Leisure Class notes that as economic growth and affluence increase, the pace is quickening, and our lives are in fact becoming steadily more hectic. This has formed the basis of a commonly discussed sociological concept: as affluence increases, so does pressure around time. Ask yourself, are you feeling a little bit of pressure around time? Consider the following example.


I was discussing this idea of compression around time with the partners of a leading law firm. Afterward the CEO told me how only a decade or so ago as a young lawyer, he typically spent an hour dictating a letter to a client. Then he figured on half a day for the letter to be typed and returned to his in-box for signature before being put in the mail, two days for it to reach the recipient, two days for the recipient to draft and send a reply, and two more days for the reply to reach his deskmore than a week for a single exchange of business letters. Today, as CEO of his firm, he types and sends his own e-mails, or a short message text on his BlackBerry if hes traveling, and he expects an answer later the same day, if not within the hour.


And this CEO is not some young twentysomething exhibiting the impatience of youth. Increasingly we begin our workdays not fully rested, because we got to bed so late the night before, whether from trying to get overdue work done or to have a bit of social life in the midst of all our other commitments. When the alarm first goes off, we hit the snooze button and go into what a friend of mine calls mathematician mode, calculating the absolute last possible minute we can get out of bed and not be late. Then we race to catch an express train or bus to the office. Whether its a blessing or a curse, technology frees us from the need to interact with anyone as we board; we just insert our prepaid ticket in the slot. When we arrive at work we mill about restlessly, waiting for the express elevator. Then we spend the day responding to the hectic demands of colleagues and superiors. We have two-minute noodles for lunch. And when we get home, we pop our instant dinner in the microwave and stand there thinking, Come on now, I have not got all minute.


An exaggeration, perhaps, but Im sure most people will agree its only a slight one.


Unless you want to go off into the bush and be a hermit, there is no escape from the nearly instant communication and feedback loops represented by e-mail, text messaging, and cell phones. Whether were talking about countries, companies, or individuals, events that happen on the other side of the globe can and do have an immediate impact on our daily lives.


This is only half the story. It is not just that we want what we want faster, but that we change our minds about what we want more quickly. Consider that the average time from concept to product in the U.S. automobile industry is down from between five and seven years (about ten years ago) to around two years today. And what is ironic about this is that the U.S. automotive industry is considered to be among the least innovative and slowest to change on the globe. It is competing with companies such as Toyota, which brings entire vehicle ranges (Lexus and Scion) and new value propositions (hybrid engines) to market while most of their rivals are still trying to digest the fact that there might be a significant near-term profit opportunity in midpriced luxury cars, customizable cars for Generation Y, or eco-friendly engines.



IF THE LATE TWENTIETH CENTURY WAS ABOUT DOING MORE WITH LESS, THEN THE EARLY TWENTY-FIRST CENTURY WILL BE ABOUT DOING MORE WITH LESS, FASTER!




Back in 1979, when the Walkman, not PlayStation, was its signature product, Sony went from product inception to product launch in under four monthsremarkable for the time.


Just recently, however, the PlayStation 3 cost Sony millions because of delays associated with its launch. It was shown to the public at the E3 games convention in May 2005, but didnt hit the shelves until November of the next year. By the time the PS


3 got to market, its competition, the Microsoft Xbox 360, had shipped almost 10 million units, and Sony, a company that was once famous for its speed to market and relentless pursuit of first-mover advantage, lost almost $2.3 billion because of the late entry.


In summary, increased affluence and rapidly developing communications technology are compressing our expectation around time. If the late twentieth century was about doing more with less, then the early twenty-first century will be about doing more with less, faster!


Compression of space


Compression of the way we view space is shrinking the world. People no longer see geographical distance as a barrier to the way they do business. The world is the new market, especially in light of an increasing number of international free-trade agreements.


Distances have always been relative to the time it takes to travel them. In our grandparents youth, the other side of the world was weeks away. Now it is one day away by plane, or one second away given communications technology that makes it less and less likely that we actually need our flesh and bones to be on the other side of the globe.


My own business is an example of this. Daily, thousands of people from all over the planet log onto www.petersheahan.com and some buy productssome of which are digital and can be downloaded instantlyor subscribe to a free RSS feed that will help keep them on the cutting edge of new markets and trends. The point here is not to plug the Peter Sheahan Live section on my site (although I am glad to do so), but to point out that neither time nor geography poses any barrier to these transactions of value. I get visitors from countries I have never been to and make sales to people I have never met. I am able to complete transactions, even though neither I nor any other human is there to service the customer.



COMPRESSION OF DISTANCE MEANS THERE ARE NEW MARKETS TO BE SERVICED, AND NEW WAYS TO SERVICE EXISTING MARKETS.



Compression of distance means there are new markets to be serviced, and new ways to service existing markets. It also means there are more competitorsthe most dangerous of whom may be a twenty-year-old at her computer in Sydney, San Jose, Seville, or Seoul, who in less than a decade could dominate your market.


Now, it is important to put the current status of this change in the proper context. Some economists argue that in many ways globalization is overstated. Consider that, for instance, of all the phone calls made in the world only 10 percent are international calls. And of all the investment in the world today, again only 10 percent is foreign (international) investment.1


But even if the direct international component of business holds steady at around 10 percent, we are now competing against international benchmarks. In an increasingly connected world, customers are increasingly exposed to global trends and fashions. The customers sense of what the neighborhood business can do has irrevocably changed. Although people will always prefer to do business with people they know, like, and trust (see chapter 5, Business Is Personal), they expect those people to deliver at a global standard of excellence, not a local one. There is no escaping the need to position your business today to competein real time and on demandin the increasingly globalized world of tomorrow. Flips are the future-focused way to achieve this.


2. INCREASING COMPLEXITY


Increasing compression of time and space produces increasing complexity. Businesses are being hit from all directionsfrom above, as they are saddled with dense and complex regulatory regimes; from inside, with the challenges posed by the adoption of sophisticated new technologies and the explosion of information networks; and from below, with the diversifying and intangible new demands of consumers. The uncertainty and ambiguity this complexity brings can induce paralysis that prevents innovation and positive action, and may in turn force the downfall of once-great companies and careers.



COMPLEXITY BRINGS UNCERTAINTY AND COMPLEXITY THAT CAN PARALYZE INNOVATION AND POSITIVE ACTION.



Increasing complexity is being driven by, among others, the following six things:



	Rapidly interconnecting networks of ideas and peoplefrom interstate highways, planes, and containerized shipping to the information superhighway of the Internet.


	Disruptive technologyinnovations in product and process almost always have unintended consequences that challenge our ability to adapt, and reward those with the flexibility to flip into new modes of acting and thinking.


	Explosion of choicein a globalizing economy, no one has a monopoly on any product or service for long, and the consumers biggest problem is often choosing among apparently identical offerings.


	Increasingly intangible desires of the marketrising affluence shifts the business imperative from supplying customer needs to meeting customer desires for emotional fulfillment, no matter how mundane the product or service.


	Increased sophistication of technology, systems, and processescomplexity begets complexity.


	Legislationwhether its financial transparency, safety, the environment, or human rights, the worlds governments are regulating it.




Rapidly interconnecting networks of ideas and people


Ive already mentioned increasing flows of people, goods, and data, but theres more to the story. Think of every person in the world as a node in a vast information system. Each node has different perspectives, ideas, and desires from the other nodes in the system. Some differences are slight; others are large. And a slight difference in one context may loom large in another.



Now connect those nodes by all the networksphysical and virtualthat link them together: text message, e-mail, landline phones, cell phones, express delivery, container shipping, and transportation networks for people comprising motor vehicles, trains, ships, and planes. These links crisscross the developed and the developing world, and more of them are overlapping all the time. Traffic on all these networks is constantly increasing, most notably in the form of digitized words, images, and numbers moving at the speed of light.


A senior executive at Google shared some interesting statistics with me when I spoke to a large group of managers at Googles headquarters in Mountain View, California. Did you know, for example, that 20 to 25 percent of daily searches on Google are unique? They have never been searched before25 percent! This is not so surprising when you realize that 25 to 30 percent of the Web is new all the time. We are generating contentopinions, survey results, perspectives, ideas, or just pointless garbageso fast that at any one time more than one-quarter of the World Wide Web is brand-new. According to Time magazine, the world produced 161 exabytes (161 billion gigabytes) of digital information in 2006. Thats more than three million times the amount of information contained in all books ever written.2


This ongoing, explosive content creation challenges us to assimilate greater and greater amounts of often conflicting information, increasing the complexity, ambiguity, and uncertainty in our lives. This rising noise puts a premium on what I call confusion management, which is without a doubt the most important asset for a leader today. Confusion management means dealing with ambiguity, contradiction, and uncertainty while still retaining the ability to function. More on how to do this later, but for now back to the challenge it represents. Separating the wheat from the chaff in the information pouring in on us, recognizing when two or more apparently conflicting ideas must be utilized in tandem, and accepting that new ambiguities will constantly arise are exactly what will distinguish winners from losers.


Disruptive technology


Add to this immense creation of knowledge (a generous label for much of what is online) the fact that the world has always been and always will be unpredictable because of unanticipated consequences. New technologies in particular have a history of creating unintended consequences, and nowadays new technologies enter the market faster and more frequently than ever before.


Take, for example, the diminishing impact of a thirty-second television commercial. Once a guaranteed way to drive sales, this form of media and advertising has become much less effective, especially with younger people, since the growth of the Internet, or more specifically of massive multiplayer online games, social networking sites, and greater access to broadband connections. Imagine what it is like for the forty-year-old ad account director advising the fifty-five-year-old consumer-goods brand manager that the market requires entirely new messages delivered in entirely new formats through entirely new media. Youll definitely have confusion and ambiguity in the mind of a once-unstoppable executive. Perhaps you are that forty-year-old ad executive, or your industrys equivalent. Oh, and just when youve worked out what that new message and media should be, the fickle consumer has moved on to even newer things.


Whenever technology changes rapidly, actions you took yesterday may have a different effect today. These unintended consequences make planning difficult, and they constitute yet more new information that eventually joins the crowded flow of data you must digest and evaluate. This book will help you do just that. I will speak in later chapters about the need to unlearn and relearn at a much faster rate in order to stay in step with not just this but the other three forces of change as well.



WHENEVER TECHNOLOGY CHANGES RAPIDLY, ACTIONS YOU TOOK YESTERDAY MAY HAVE A DIFFERENT EFFECT TODAY.



Explosion of choice


More information, more knowledge, and more options ultimately mean more choices. Yet too much choice can actually paralyze. This is both a challenge and an opportunity.


The opportunity is for a business that can make itself easier for customers to choose and interact with. The challenge is that it is not just the customer faced with more choices, but the business as well. In an increasingly global economy with more and more sophisticated technology, there are not only more markets you can serve, but more ways you can serve them with a greater array of offerings.


The paradox of choice is now a fact of business throughout the world, as companies reexamine which products and services to specialize in, which markets to serve, and how best to design, create, and deliver a growing selection of offerings to increasingly broad and diverse markets.



Increasingly intangible desires of the market


Not only are the markets we serve more diverse and more demanding in terms of choice, they are also increasingly looking to intangible qualities to differentiate between one offering and another. The truth is most businesses are operating in oversupplied markets, where customers can choose between multiple products with the same functional value. In such markets, customers inevitably base the decision to buy one product over another on previously superficial features, a subject Ill explore in detail in chapter 4, Absolutely, Positively Sweat the Small Stuff.


Increased sophistication of technology, systems, and processes


The technology, systems, and processes that you and your competitors use to access and service the market keep becoming more sophisticated. It is commonplace to buy things such as a server, laptop, or software, only to find that the tool requires an updateor even worse is completely obsoletebefore you have even integrated it into your existing business processes and trained your team to use it.


To share a personal example, I have spent serious money and time configuring my own business systems so I could get the information I need from the database whenever and wherever I want. I cant tell you how challenging it has been to get members of my team to understand how the technology works and also to get me the exact information I need. Just when I thought I had my finger on it, online customer-relationship management (CRM) programs like Salesforce.com may have gathered enough momentum and critical mass to make my locally stored data a business process of the past.


This both excites me and hugely frustrates me. Im sure you have had similar experiences.


Legislation


It is not just new technology, new choices, and empowered staff and consumers that are leading to increased complexity. It is legislation as well. Consider the following two examples.


Enacted in the aftermath of the Enron, WorldCom, and other business scandals, the Sarbanes-Oxley Act of 2002 (SOX), named for its key sponsors in the U.S. Congress, places new demands on corporate financial reporting. Because of the global reach of the U.S. economy, SOX has serious global impacts. For example, its strict guidelines on independent auditing of financial results have greatly complicated matters for both non-U.S. and U.S. companies, especially in terms of their relationships with the four major global accounting firms.


And this is to say nothing of the complexity of tax legislation around the world, especially for multinational companies with operations that span the globe. I read recently that the U.S. Internal Revenue Code is 7,500 pages and contains 3,500,000 words.



MANAGING CONFUSION IS USUALLY A CASE OF DOING MORE, NOT LESS, AT LEAST INITIALLY.



The second is a more grassroots example of a take-out restaurant I visited the day after attending a friends wedding. Still recovering from the previous evening, I went to buy a kebab to try to settle my stomach. When I asked them to cut my kebab in half, they said they were not allowed to do so because of hygiene regulations. They even pointed out a sign they had posted to that effect. I told them they were off their rocker and wondered if it wasnt just an excuse to avoid extra work. But a week later I was doing some consulting for the Institute of Environmental Health and I related my experience to a former chief food inspector, who suspected, but could not say for sure, that cutting the kebab in half wasnt forbidden. Now, if a former chief food inspector doesnt know for sure, I obviously cant blame the restaurant proprietor for interpreting the law as he did.


All of this bureaucracy and complexity tends to lead to paralysis. In the face of the confusion, you do less. But taking less action is often counterproductive. Managing confusion is usually a case of doing more, not less, at least initially.


3. INCREASING TRANSPARENCY AND ACCOUNTABILITY


As my reference to Sarbanes-Oxley may suggest, the flip side (I couldnt resist) of the increasing volume and complexity of information flow is greater transparency and accountability. The digital communications revolution has put global information in the hands of literally billions of individuals, who then can share that information with one another at will. I have talked about the expanding exchange of knowledge and ideas, and how much additional complexity it creates for companies as they try to manage their databases. Even more important, information technology puts the power to obtain and share data in the hands of the individual.


The constant upswell in information, misinformation, complexity, ambiguity, and confusion thus does not increase opportunities to hide your mistakes and misdeeds. It actually has the opposite effect, subjecting you to increasing transparency and accountability.


You would think that people have enough to do, given how busy everyone is, and how overloaded they are with information, without worrying themselves about your actions. Again the opposite seems to be true. There are always people ready to catch other peoples mistakes with todays information technology. When they find mistakes, or what they think are mistakes, the very same technology allows them to spread their knowledge and opinions to literally the whole world. There is a good chance they are in the cubicle outside your office, bored out of their minds and looking for something more interesting to do.


Accountability is being forced onto businesses in three interconnected ways:




	Top-down accountability. This is where legislation such as Sarbanes-Oxley and government oversight are being introduced to make businesses more accountable for their behavior. In the near future, legislation on new behaviors such as carbon offset trading will shed an increasingly bright light on companies environmental impacts.


	Lateral accountability. The existence of competitors in your marketplace gives customers the ability to talk with their feet when they dont feel as though you are meeting their increasingly intangible and constantly changing desires.


	Bottom-up accountability. A grassroots movement (be it word of mouth or mouse) can have a big impact on your reputation because of a positive or negative experience people have had with your brand.




Let me give you an example of these three elements playing together. A bottom-up movement has led to a growing awareness of issues related to climate change and the impact business has on the environment. This growing awareness creates an opportunity for a company to differentiate itself (or for a consumer to discriminate against a company) based on its level of greenness. Take Westpacs every generation should live better than the last campaign and its joining nine other global banks in signing the Equator Principles in 2003, promising not to finance projects that endanger local communities or the environment. It was the only Australian bank to do so. A consumer may now keep competitors of Westpac accountable by not doing business with them, because they have not been as transparent and green in their behavior.


Or consider the example of McDonalds. Once upon a time if you had a good experience in a restaurant you might tell two or three people. If it was a bad experience you might tell ten or eleven. These days if you have a bad experience you can tell many times that number. You type an e-mail, put up a blog post, and clicka viral public relations attack!


I followed with interest the move by McDonalds to post a series of short videos on YouTube under the theme of the McDonalds you dont know. On a recent visit to YouTube, I found the most popular of the McDonalds-produced videos had received 1,746 views. What intrigued me was that a video directly above this one had been viewed 387,747 times. It was not a video about how great the Golden Arches are, according to the company, rather it was a frame-by-frame video of how McDonalds had allegedly inserted its logo into the programming of the popular TV program The Iron Chef. This may sound perfectly normal, except that the alleged logo allegedly appeared for only one frame, long enough to be processed subconsciously but not long enough for the viewer to realize what has just happened, a very sneaky way of manipulating the viewer. It is an example of how companies can be held accountable in the publics mind for their actionsor even their alleged actions.


4. RISING EXPECTATIONS


The fourth force of change results from the other three and in turn feeds back into them: rising expectations for faster, better, cheaper products, for more varied options, and for greater transparency and flexibility in response to customer needs and wants. Lets consider the following product time line.


Twenty years ago it was standard to have two or three keys for your carone to open the door and start the ignition, one to open the trunk, and perhaps another for your gas cap. This evolved into just one key, with buttons inside the car for access to the gas cap, trunk, and hood.


In an attempt to further improve the user experience, luxury-car manufacturers decided to save drivers the immense effort required to stick a key in a lock and offered remote keyless entry, allowing the driver to press a button to unlock the door.


Then they would need to put that remote key into either a traditional ignition and turn the car on, or more recently hit the start button.


Now even this is too much, and you dont even have to take the key out of your pocket. The car automatically senses the key in proximity, and when you place your hands on the door handle the car unlocks instantly. Then, leaving the key in your purse or pocket, you hit the start button and the engine starts up. Not only that, but some leading cars will automatically reconfigure the seat and mirror settings based on the programmed owner of the key. To top things off, keyless ignition moved in the space of a few months from a luxury-car feature to one available on mass-market cars such as the Nissan Altima.



A SATISFIED NEED NO LONGER MOTIVATES. ONCE A NEED IS MET WE MOVE UP OUR HIERARCHY AND START DESIRING MORE AND MORE OF LESS AND LESS PRACTICAL THINGS. THINGS THAT WERE ONCE A DESIRE RAPIDLY BECOME A NECESSITY.



Whats next is guesswork, but perhaps it will be fingerprint or voice recognition only, no need for a key. Or, wackier still, your car will know what you smell like and open and start upon sensing your uniqueness. (That is probably not a visualization you needed just now.)


The point is that what we are satisfied with today, we will not be satisfied with tomorrow. A satisfied need no longer motivates. We move endlessly up our hierarchy of needs and start desiring more and more of less and less practical things. Things that were once a desire rapidly become a necessity. Or, in business terms, features that once differentiated your product in the market fast become the price of entry, as competitors rip off, copy, and enhance your own innovations.


In autumn of 2006 the Pew Research Center, a nonprofit, nonpartisan think tank, reported on the percentage of people who consider various items a necessity in life. Not nice to have, but a necessity. Here are a few selected items from that report:





	car, 91 percent


	home air-conditioning, 70 percent


	cell phone, 49 percent


	television, 64 percent


	cable television, 33 percent


	high-speed Internet, 29 percent


	flat-screen television, 5 percent


	iPod, 4 percent3




High-speed Internet is barely a decade old, and it has only had a critical mass of users for less than five years, yet already just under 30 percent of people surveyed in a random sample said it was a necessity for their life. At first glance you may think the 5 percent who call a flat-screen television a life necessity should join the real world, but if you do this survey again in five years, as no doubt Pew will, it will be more like 25 percent saying a flat-screen television is essential, and 5 percent saying one in each room. Expectations keep rising higher and higher.


The way you treated your customers and staff up until today will not be good enough tomorrow. You need to keep getting better, and with the compression of time you had better start getting better a whole lot faster, too.


In closing this chapter, I will say again, change is not new. Hopefully now you have a clear understanding of exactly what is changing, and are beginning to see the impacts these changes are having on your business. Within this context, lets now explore the flips and how to turn them to your advantage.



FIVE THINGS TO DO NOW



	1. Hold a solo brainstorming session and write a list of all the ways the compression of time and space affects your business.


	2. Think about complexity. What impact does it have on your business? More important, what impact does it have on your customers? Now think about strategy: How can you alleviate some of that complexity by simplifying existing services, or offering entirely new products and services?


	3. Nominate someone from your team to become a red-tape renegade. Give them six months to cut as much bureaucracy and complexity from your internal communications and the interactions you have with your market as possible.


	4. Ask yourself, What do we currently do for our customers as an added bonus that may become the price of entry in our market in the next few months or years? Start thinking about how you can add new value to the same market.


	5. Present the findings of the above four activities to your boss, or better still the executive team, and make some recommendations for the business.
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ACTION CREATES CLARITY





There is nothing more important in business today than an action orientation. If you take nothing else from this book, take this: you cant plan your way to greatness. There is nothing more valuable for your business (and for your life and career) than to do away with your commitment to microplanning everything and to let loose with some bold and courageous action.


This does not mean planning and strategizing are unimportant. Of course, having a plan remains vitally important. Although some pundits have declared the end of strategy, I think that is far from the truth. But the big changes happening in the world mean that your plans must be shorter and more flexible. They must be built on the fundamentals of the most impressive human characteristic, behavioral flexibility. Most important, you must let your strategy and vision be refined, crystallized, and improved by the feedback you get from the actions that you take.


As you read your way through this book, youre going to be confronted with some pretty challenging suggestions about the things you must do to stay competitive in the face of the changes that are occurring in the market place. The overarching lesson from the ferocious rapidity of all of these changes is that you cant possibly understand them all before they happen, nor can you predict precisely what those changes might look like tomorrow.


So the worst thing you can possibly do is sit down and try to factor every suggestion and every change into your next project plan. It would be time poorly spent. The best reaction you could have is to put this book down and do something. Trust me when I say the feedback you get will be more valuable than any plan you ever fashion.


Consider this book itself as a case study. As I was struggling to gain traction with this book, a mentor asked me, Pete, hows Flip coming along?


Great, I replied.


How many words have you written?


None. I am still doing research.


How long have you been talking about this book, two years? Isnt one of the chapters about how action creates clarity, or something like that?


Whats your point? I asked.


Nothing really


It is always a little aggravating when someone gives you your own advice. We teach what we most need to know, the saying goes. I had taken two years to get to this point. Thorough and well researched, perhaps; slow and delayed, yes! I had employed a full-time researcher, and even sponsored a Ph.D. project on related themes. Despite all of this work, until my mentors question I had nothing to show for it.


Perhaps this sounds like the logical way to approach writing a book or accomplishing any major task. Given that this is my fifth book, I would like to suggest that it is not. It is in fact the opposite. Your best work does not happen when you are planning. Your best work happens when you are in the flow. On a plane, in a coffee shop, or locked in your office late at night. It happens when you are taking action. Sure, you need planning time, but at some point you have to stop thinking, stop planning, and just do something. Anything!


Counterintuitively, the clarity I was so desperately trying to find before I started writing came only after I started writing. The point is, of course, that only through taking action, and the more the better, I say, will your strategy reveal itself (and rarely in one fell swoop) and the clarity you seek will be gained. Not only is the potential upside of this action orientation great, the downside of overplanning and overanalyzing can be worse than merely being confused. In a market being squeezed by constantly rising expectations, less client and customer loyalty, and a compression of time, distance, and required effort, inaction means you will likely miss the opportunity you were planning to exploit.



AT SOME POINT YOU HAVE TO STOP THINKING, STOP PLANNING, AND JUST DO SOMETHING. ANYTHING!



What are you procrastinating about, as you plan and plan and plan?


It is like the young couple (or singles nowadays) saving for their first house during a property price boom. House prices keep increasing faster than their ability to put together a sizable down payment. They effectively save themselves out of the market. The longer they save the further they are from their goal. A flip, no less. It can be the same in business. When we delay our action we deny ourselves the intensely valuable feedback that comes from putting the product to the test in front of a real consumer (or employee), who spends real money, and uses it in real life situations. Life and business move and change so fast that the longer we procrastinate the more we put ourselves at a competitive disadvantage.


It is small wonder that David Vice, CEO of Northern Telecom, says, In the future, there will be two kinds of companies: the quick, and the dead.


What about you? Have you ever had an idea that someone else made a squillion on? You know, you had it in the back of your mind, shared it with friends, even made some preliminary notes about it, only to mess around thinking about it for so long that one day you read a two-page profile in a magazine about someone half your age who did what you wanted to do and made millions doing it.


Or worse, have you ever knocked down an idea that someone in your team came up with, by saying it was a good idea, but the market would never want it or be prepared to pay for it, only to see your competitor nail you to the wall with it the following year?


You get the drift. If you want to develop a better business strategy, and a more compelling and achievable vision, then act first, and plan later. Action creates clarity!



























































































































































































































































	1. Recruit a champion. Find someone high in the organization who you think is a closet flipstar as well. Recruit them for your project. Stop them in the foyer, stalk them at lunch if you have to. Tell them what you are up to, tell them that it is undercover, and ask first that they make some suggestions on how to further the idea, and second that they help you to get your new idea a hearing at the level of the organization where things can actually change.


	2. Recruit some helpers. If you are bored, I can guarantee some of your coworkers are, too. They probably dont have the rebellious energy required to start a guerrilla project themselves, but I am willing to bet they would happily work with you on yours.


	3. Make sure it works. Dont be all self-righteous just because you are doing something. Although I think you have a right to feel great about your risk taking and orientation to actionI have been writing about it nonstop in this chapterit wont get you anywhere in your organization by itself. No one can argue with results. Get your prototype up and running, make sure it can work, crunch some numbers, and then show people. Not the other way around.


	4. Move on. Your little experiments will often fail. Get over it. Start another one.


























































































































	Decisions lead to action. When you finally make up your mind about something, it usually leads to action. There is no need at this point to say why this is a good thing.
 

	Decisions create momentum. The action that follows your decision will give you the clarity that was preventing you from making the decision in the first place, and now you are off on a positive upward spiral. Action, clarity, confidence, decision, action, and so on.
 

	Decisions create confidence. The decision gives not just you a sense of confidence but also those around you. If you are to get your team or, if you are a CEO, your whole bloody company moving in the direction of your stated trajectory, you had better instill some confidence. Decisions create that confidence.
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