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            Dedication

         
         
            This book is dedicated to Drs. Edward and Jolanta Malinowski, who made the ultimate pivot: escaping communist Poland and coming
               to America to give their daughter—and my wife—Dr. Susan Malinowski a better life. Their sacrifice in leaving medical careers
               in Poland to start over in the United States inspired my wife to become a great retina surgeon and improve tens of thousands
               of lives. 
            

             

            May our nation continue to be a land of opportunity, attracting and welcoming the best and brightest from around the globe.
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            Foreword by Ed Bastian, CEO of Delta Airlines

         
         There have been many “pivot or die” moments during my career. I was with Delta for the tragedy of 9/11 and when the company
            filed for bankruptcy protection in 2005. I became president just in time for the 2008 recession and oversaw the merger with
            Northwest Airlines in 2010. But 2020 was the hardest year of my life—both personally and professionally.
         

         
         That January, I delivered a keynote address on the Future of Travel at CES 2020 in Las Vegas. I outlined my vision for what
            was to come for the travel industry, from robot exoskeletons that could handle heavy freight, to parallel reality that allows
            multiple customers to look at the same screen but each see their own flight information. The years ahead looked bright and
            exciting, and it was a long way from where Delta started as a crop-dusting service in 1925.
         

         
         Of course, none of us knew that we were about to face a far different future of travel—or that it would happen so abruptly. There was no playbook for that incredibly harrowing first year of the COVID-19 pandemic. Delta went from $47 billion in revenue in 2019 to losing $100 million every day in spring 2020, as millions of customers canceled their business and leisure travel plans and hunkered down at home. 

         
         In addition, my mother, Mary—an enormous influence on my life and my closest friend—died that February. I felt like I had
            lost it all.
         

         
         Pivoting isn’t just about making the right business decisions. It’s about mustering the courage to show up when there doesn’t
            seem to be a way forward. It’s about being honest about what you don’t know, and having the confidence that you’re going to
            get through. It took a lot of strength for me to realize the opportunity to guide Delta and its incredible team through its
            most pivotal period this century was a blessing, not a burden. A true privilege.
         

         
         Now fast-forward to two years later. Gary had invited me back to CES, for the 2023 C Space keynote. I’m not sure he knew at
            the time what this invitation meant to me and to Delta. Not long before, many had written off our industry as permanently
            crippled by COVID. Gary’s belief in our company and vision was a message to the world: In-person experiences are back. Travel
            is back. In short: We’re back!
         

         
         And if there’s anyone with the experience and insight to talk about pivoting, it’s Gary. CES has long been the place where
            businesses experiment and pivots start—and that’s largely thanks to Gary and the platform he’s created over more than thirty
            years. But Pivot or Die isn’t just essential reading for fans of CES. It offers lessons for leaders and aspiring leaders across every industry, or
            even those who just want to make a change in their own lives.
         

         
         At my company, operating in one of the most dynamic industries on the planet, we’ve taken those lessons to heart. Today Delta
            is the largest airline by revenue in the world. We fly more than 5,000 flights per day. We have the ability now to invest
            more resources than ever in anticipating the pivots of the future.
         

         
         One of these, of course, is artificial intelligence (AI). “This is the age of the AI pivot,” as Gary writes in this book. Delta has deeply embraced the technology pivot, and AI is already playing an important role. The challenge of the future will be figuring out how to use machine science as a predictive tool to help us make the best decisions at five hundred miles per hour. 

         
         Gary understands the nuance of the issue, and the importance of always putting the human factor first. “One special thing
            about humans,” he writes, “is that we are the only species that can make conscious decisions. Only humans can imagine the
            future.”
         

         
         With technology advancing at this pace, we can’t lose sight of the people behind it. That doesn’t just mean people at the
            helm—the founders, the CEOs, the chairmen. Most of the greatest pivots of all time were made possible by the dedication and
            support of the larger workforce, the sometimes thousands of employees who buy into and advance a vision for change.
         

         
         People are, truly, the heart of every business. That lesson is one of the most important I’ve learned in my career.

         
         With that in mind, I want to share one of my favorite passages in Pivot or Die: “Sometimes . . . things that are totally out of our control go wrong. . . . It’s how we pivot from those mistakes and setbacks
            that defines our future. Those who can’t get over their failures move on, whether voluntarily or not, to less visible high-stakes
            careers. Those who learn from their setbacks find that failure can breed future success.”
         

         
         We all make mistakes. We’ll never know what tomorrow may bring. Sometimes you can plan for change, and sometimes you can’t.
            But Gary has it right in this book: the world is moving fast. So get ready to pivot, be courageous, and be humble. Or get
            out of the way.
         

         
         
      
   
      
      
      
         
            Introduction

         
         On Wednesday, January 22, 2020, I was sitting in an easy chair in my Detroit area home, finishing up some work and looking
            forward to a weekend getaway to Boyne Mountain in northern Michigan. Then, my wife arrived home from work with news that would
            dramatically reshape our lives.
         

         
         Driving home, she’d heard a story on the radio: the Chinese government had quarantined the city of Wuhan to stop the spread
            of an unknown disease. While it’s hard to imagine now, that story wasn’t a top news item. In fact, it was buried behind a
            story on whether the Super Bowl should move to Saturday. But my wife, a practicing retinal surgeon and keen observer of health
            trends, knew that something big was coming.
         

         
         My wife, Dr. Susan Malinowski (friends call her Mal), is the smartest person I know. As a child, she and her family emigrated
            to the United States from Poland. She went on to earn a joint BS/MD from the University of Michigan in only six years, specializing
            in ophthalmology with a subspecialty in retina surgery. She co-founded a successful vitamin company and invented a new, low-cost
            treatment for eye swelling. While she may not be an infectious disease specialist, she knows how to identify opportunities
            and manage risks.
         

         
         “We’ve been to China. We know what this means,” she told me that Friday. “It means the disease is out of control. If China has blockaded an entire city, it means this is a harmful and highly contagious disease. Plus, it’s a new disease. This is serious.” 

         
         While I felt out of my element, I trusted my wife and her instincts. I also started to think about the impact of a new disease
            (at that point few people were using the word “pandemic”) on the business world. As president and CEO of the Consumer Technology
            Association (CTA), North America’s largest technology trade association, I knew that large-scale illness could be one of the
            black swan scenarios that upend entire economies—not to mention trade shows like CES, the world’s most powerful technology
            event, which CTA owns and produces. But as I spoke to friends and family in the days following, no one else seemed especially
            concerned about the looming threat of COVID.
         

         
         Luckily, CTA’s investment committee meeting was set to take place just a few days later. Mal had already been planning to
            join at the invitation of our chairman, John Shalam, the founder and chairman of Voxx International Corporation. After the
            group discussed the new virus and implications for Chinese manufacturing and supply chains, my wife asked to speak.
         

         
         She moved up to the table of C-suite executives, including top leaders from companies like Amazon, HP, and Sony, and dropped a bombshell. She told the initially skeptical group that they were “in the Kübler-Ross stage of denial” and that COVID-19 would eventually infect and even kill people in every country in the world. As a medical professional, she knew that it would take at least a year to develop a vaccine, and she told the board to expect economic tumult and a roiling of stock markets. She predicted that COVID’s spread would catalyze social unrest and asked the board to consider how a world turned upside down would impact business and investment strategies. Later, I learned that half of the executives at that boardroom table thought she was crazy, and the other half were terrified by what she said. Ultimately, her words prompted serious reflection on how CTA could and would respond to what then seemed unthinkable: a global pandemic that would reshape the lives and livelihoods of billions of people. 

         
         The COVID-19 pandemic initiated one of the biggest pivots in history—in technology, government, education, policy, trade,
            retail, and every sector that touches our lives. I experienced it firsthand when the Consumer Technology Association raced
            to support member companies struggling with supply chain challenges in 2020, and then as our team planned the world’s first
            and largest digital tech show—CES 2021—and the largest in-person event post-COVID—CES 2022. I also had a front-row seat to
            the incredible pivots in technology, business, and government that came from the pandemic. It has been a wild ride—and we’re
            still feeling its impact.
         

         
         This is a book about pivoting—what it means, when to do it, and what happens when it goes wrong. In a complex and fast-paced
            world, the ability to process new information and act fast is important in nearly every facet of our lives. In some cases,
            that means investing in the partnerships and strategic alliances needed to meet the rapidly evolving demands of new technology
            developments and consumer desires. Other times, it means recognizing an opportunity and defying industry trends or the status
            quo to seize an advantage.
         

         
         Over my more than forty-year career in the technology industry, I’ve had a front-row-center seat to changes in the tech world. I’ve seen groundbreaking new ideas come to life, including some that seemed groundbreaking at the time but eventually flopped. I’ve gotten to know tech industry founders and CEOs, and watched retailers like Blockbuster, Bed Bath & Beyond, Circuit City, Fry’s, RadioShack, and Sears grow to dominate their industries—at least for a time—only to shrink as consumer needs and wants changed or challengers introduced better business models. I’ve seen major companies like Atari, Eastman Kodak, Monster, RCA, and Sega peak and then descend to licensed names. 

         
         On a more positive note, I’ve seen countless companies and the executives who lead them show that they have the foresight
            and the capacity to challenge staid business practices. In the face of rapidly changing technology and a rapidly evolving
            world, they’ve been able to avoid irrelevance and reinvent themselves.
         

         
         As humans, we naturally resist change. We like the status quo. The present we live in seems more comfortable and safer than
            the unknowns of the future. In fact, for most of us it’s actually hardwired into our brains. We owe that tendency to the amygdala,
            the part of our brain that interprets changes in our environment as a potential threat, triggering the infamous “fight or
            flight” reflex.
         

         
         While it may have had an evolutionary advantage, this resistance to change often serves us badly in the modern world. Things
            change! And we either adapt, or we wither. If that’s true for individuals, it’s doubly true for businesses. In business, if
            you stand still and don’t change, the odds are high that some competitor will make your products or services cheaper, better,
            or more interesting.
         

         
         Failure can also be a powerful driver for pivoting. In the United States, we appreciate failure more (or, depending on how
            you think about it, stigmatize failure less) than most other countries, because we recognize that we learn more from our failures
            than we do our successes. The people who can do this with humility and curiosity are the ones who will succeed.
         

         
         In two earlier books, I called these people “ninjas.” Ninjas were ancient Japanese warriors who often won their battles despite being outmanned and outgunned. They used cunning, skills, and unconventional means to accomplish their objectives. They recruited warriors with different skills, worked as a team, and adjusted quickly to new conditions. When confronted with a problem, they had a remarkable ability to think fast and find a solution. 

         
         Today’s ninjas don’t just win on the battlefield. Ninjas are master pivoters. They focus on the big goal, and they’re not
            wedded to the steps it takes to reach it; they’re open to exploring multiple paths. They are passionate, committed, and motivated.
            They seek out those with diverse experiences and skills to build effective and impactful teams. Modern-day ninjas problem
            solve in the boardroom, innovate in sourcing and supply chains, and outmaneuver in the market.
         

         
         Not every pivot works, and that’s okay. During COVID, with air travel limited and hospitals in cities like New York soon overrun
            with patients, Mal had an idea for repurposing unused commercial airplanes with hospital-grade air-filtration systems as surplus
            hospital units. We floated the idea by Delta Air Lines CEO Ed Bastian, who liked it enough to assign an internal team to work
            on feasibility. We tapped connections at the American Hospital Association and elsewhere to explore the idea. Thankfully,
            more effective treatments for COVID meant that cities didn’t need as many remote hospital facilities as predicted. But it
            was the “miss every shot you don’t take” type of thinking we felt the nation needed to confront the breadth of the pandemic.
         

         
         Of course, that kind of thinking isn’t new. In the late 1970s, a man named Sheldon Adelson created a series of smaller businesses
            before hitting on his first big success with a Las Vegas business event for computer dealers. That tradeshow, COMDEX, quickly
            grew into the world’s largest business event, which he later sold for almost $1 billion. He took that money, pivoted, and
            put it into an old hotel, remodeling the property into a huge hotel and convention center complex, now called the Venetian—one
            of the most popular venues on the Las Vegas strip. The Venetian, along with other hotels he built globally, made Shelly, as
            he was known to friends, one of the wealthiest people in America.
         

         
         In this book, we’ll explore pivots that reshaped the consumer technology industry and our world. Some worked, some didn’t. Some you may have heard of; others have flown under the radar but introduced major shifts in our society. We’ll explore the pivots that are underway in technology and business, and the political and policy pivots that are needed to protect the “secret sauce” that is American innovation. 

         
         I’ll also share some of the pivots that shaped my thinking. I grew up with a black-and-white TV, a telephone that plugged
            into the wall, and one-dollar-per-minute phone charges for any call made to outside our county. I listened to music on vinyl
            discs. At the age of twelve, I chipped in with my brothers to buy my dad the most expensive gift we had ever given him—a huge,
            early-stage calculator. Fast-forward several decades, and tech has zoomed ahead. On a recent April Fools’ Day, my own teenage
            son jumped onto the ChatGPT craze to prank me, using it to draft a fake email from a major airline CEO restoring my coveted
            elite frequent-flier status.
         

         
         The transformations we’re seeing today are a direct result of pivoting. While all of us benefit from the pivots happening
            constantly in the field of technology, I’m lucky enough to see it personally at CES. Each year brings some new magic—aha moments
            spurred on by discovery, serendipity, and connection. Businesses get a chance to put their products forward for feedback and
            critique, new products and services are unveiled for the first time, and new partnerships are forged. It’s pivoting in real
            time!
         

         
         After many decades walking the Las Vegas hallways of CES, one thing is clear: The future isn’t just about what we can imagine,
            or what it takes to bring those ideas to life. It’s about how we can adapt and adjust along the way.
         

         
         
      
   
      
      
      
         
            Chapter 1
What Is Pivoting? The CES Story

         
         A pivot is an intentional change in direction. Not more. Not less. It is not a change in who you are, a move away from your
            core beliefs, or an abandonment of your ethical principles.
         

         
         Every pivot begins with a decision. We need to make good decisions to survive, both as individuals and as a species. What
            separates humans from other forms of life are the conscious decisions we make. Single-cell organisms do one thing well—they
            survive. More complex organisms, like reptiles, fish, and birds, make decisions based on instinct. Advanced animals adapt
            and learn, developing habits that enhance their survival instincts. Natural selection allows those who survive to bear offspring.
            These progenies have genes that increase the likelihood of their survival.
         

         
         This cycle of life, repeated millions of times over centuries, passed on the most adaptive decision-making traits to every species, including humans. Of course, good genes don’t help much in the face of big disruptors—including weather shifts like the Ice Age, or seismic or volcanic activity. Visit the centuries-old city of Pompeii in Italy and you will see how a sudden volcanic eruption can devastate a city. 

         
         But the biggest, or at least the most probable, threats to species on Earth come from humans. We overhunt, overfish, overeat,
            fight, and engage in destructive behavior. As humans tamed fire, we also invented gunpowder, dynamite, and nuclear weapons.
            Dangerous weaponry is not limited to explosives. Viruses, bacteria, and chemicals created by humans make extinction-level
            events increasingly possible.
         

         
         At the same time, human behavior is accelerating other existential threats—pollution and climate-altering emissions, growing
            use of limited fossil fuels, the spread of communicable diseases, and more. To bring things back to the tech sector, cyberattacks,
            cyberbullying, ransomware, misused artificial intelligence, and a laundry list of other concerns keep me and many others up
            at night.
         

         
         All of these threats started with—and are perpetuated by—decisions.

         
         Most decisions are inconsequential. But a few are life changing. People make decisions to sacrifice themselves for the good
            of their family or community. A soldier throws himself on an IED to protect his fellow soldiers. On September 11, 2001, passengers
            of Flight 93 intentionally crashed their plane into a field to protect those on the ground from terrorism.
         

         
         In other cases, small decisions to pivot can have monumental consequences. Most initial COVID-related decisions were small.
            Eventually, as the virus’s impact and spread became more obvious, the pivots became larger.
         

         
         
            How CES Pivoted

            The Consumer Technology Association is a nonprofit, and we serve an industry rather than any one company. More, there is no stock or equity—so most profits are plowed back into our mission to promote tech industry innovation. We do this through market research, public policy advocacy, and setting technology standards. (Without standards, electric plugs would not fit into outlets, radios and televisions would not get broadcast signals, and your devices could not plug into your computer ports.) And CES is the most high-profile way we promote innovation. 

            
            CES is an annual trade show owned and produced by the Consumer Technology Association. At CES each January, thousands of companies
               convene in Las Vegas to show off the latest and greatest technology to an audience of well over 100,000 media, buyers, investors,
               and innovators. Some of our attendees come with plans for partnership or acquisition. Others simply come to be inspired. It’s
               the proving ground for breakthrough technologies and global innovators. It’s where brands get business done and meet new partners,
               and where industry’s sharpest minds take the stage to unveil their latest releases and boldest breakthroughs. While I’ve worked
               with CTA and CES in various capacities for more than forty years—including more than thirty as CEO—the show has a long and
               storied history that predates even me.
            

            
            The first CES was held in New York City in 1967. It had 17,500 attendees, just a fraction of the more than 138,000 who traveled
               to CES 2024. It’s a huge physical event, with exhibits sprawling across millions of square feet of space. In 2024, exhibits
               covered more than 2.5 million net square feet—an area larger than forty-three American football fields, or the Palace of Versailles,
               the Louvre Museum, and Buckingham Palace combined. It also delivers a massive boost to the Las Vegas economy, with an estimated
               economic impact of some $300 million each year as attendees flock to hotels, restaurants, and entertainment venues.
            

            
            In July 2020, I announced a pivot to our first all-digital CES show, a full seven months before the event. At that point, COVID cases were surging, and the director of the National Institute of Allergy and Infectious Diseases, Dr. Anthony Fauci, had just testified that the US could see as many as 100,000 new cases of COVID a day. The US was two months into “Operation Warp Speed,” a federal public-private partnership to speed up vaccine development, and while Moderna was just about to announce promising results in its early-stage trials, widely available vaccines were still many months away. 

            
            Leaning on advice from medical advisers, the physicians on our board, and my wife, Mal, it had long been clear to me and the
               CTA executive board who approved the decision that we could not responsibly host CES 2021 as an in-person event. We wanted
               to give our exhibitors and attendees as much time as possible to adjust. After all, CES isn’t built in a day. (For those less
               familiar with the trade show world, the planning and execution of the big brand showcases—and even the smaller-scale booths
               hosted by smaller companies—happen many months in advance.) Despite what we felt was both a responsible and practical decision,
               we immediately faced questions and even criticism from other event producers who thought our pivot was premature. But we stayed
               steadfast in our plans.
            

            
            To put this in perspective, canceling the physical presence of CES 2021—which also meant investing in an all-digital presence
               for the show that year and creating a fair refund policy for companies that had already committed to physical exhibit space—cost
               CTA millions of dollars in expenses and in lost revenue. It meant forgoing an opportunity to bring together thousands of exhibitors,
               members of the media, and executives from around the globe. It was not a decision I took lightly.
            

            
            What’s more, the huge drop in revenue meant that CTA had to cut expenses. Along with so many other CEOs at that time, I had
               to make an extremely difficult and painful decision—to lay off employees. In one terrible day, we lost 10 percent of our staff.
            

            
            At the same time, we were focused on pivoting to reinvent CES as the world’s premier digital innovation event. At that point, a digital event of that size was unprecedented. We had no idea how the exhibitors we worked with would react. We had no idea whether a digital CES would, or could, have the same impact. Would people show up? If they did, would they find that the wonder and serendipity of CES translated to a virtual platform? 

            
            Planning CES 2021 required a totally reimagined experience. We had to create an event that let exhibitors, media, thought
               leaders, and executives connect in ways that were both safe and meaningful. We knew we couldn’t re-create the beauty and magic
               of Las Vegas or the five-sense experience that comes from being on the show floor. We were painfully aware of the hit to the
               Las Vegas economy when the show moved online—estimated at nearly $300 million. But we saw it as an opportunity to do something
               that had never been done before.
            

            
            We had to pivot, as a team, from producing the world’s biggest physical business event to creating the world’s coolest online
               digital event. More, we had to do it quickly and present an experience consistent with the CES brand. After soldiering through
               crises at previous CES shows, our team was confident that we could handle anything. But our Las Vegas expertise revolved around
               floor space, hanging signs, union labor, busing, and the many other logistical questions and quandaries that go into producing
               the massive physical CES. This was different.
            

            
            Karen Chupka, then our CES show lead, had an inspired idea: along with the move to an all-digital show, we could shift the
               show a week later without causing any problems with hotel or convention center arrangements or travel plans. In January 2021,
               our CES audience was at home anyway, and the shift bought us extra time to explore the possibilities of a purely digital platform.
            

            
            That decision proved prescient, given the challenge of finding a platform to host the first all-digital CES in our history. Even before the pandemic, we’d seen dozens of demos from software and digital platform vendors, pitching us on the idea of taking CES digital. But in the prepandemic world, we were skeptical that our executive audience wanted to create avatars and explore virtual exhibits. 

            
            It took months to finalize a deal, as we negotiated with platforms unfamiliar with contracting for an event that involved
               so many exhibitors and the many features we knew would be needed to put on the show. By the summer, we’d decided to team up
               with Microsoft for its Teams platform, technical and cybersecurity expertise, global scale, and experience in creating compelling
               digital content. With Microsoft technology, CES 2021 attendees were able to build profiles and select areas of interest for
               a tailored event experience, complete with content recommendations. Before the show, we had over 70,000 people register and
               opt in for a “networking experience”—a sign that people were hungry for connection and community, even if that meant logging
               in from home.
            

            
            Ironically, while the show was digital, our partnership with Microsoft required frequent trips to its headquarters in Redmond,
               Washington. Looking back, the trips themselves—taken at the height of COVID—were somewhat surreal. Our team traveled on near-empty
               airplanes to desolate airports. I later learned that the visible security presence at our hotel wasn’t a sign of some highly
               private celebrity staying on-site, but the hotel’s dual function as a quarantine site for COVID patients. I ate too much Chinese
               takeout and tried to keep my eyes on the prize: a well-executed CES.
            

            
            The Microsoft team members were consummate professionals and did everything in their power to make things run smoothly. During
               our December 2020 visit, as we recorded our keynote remarks and other presentations, Microsoft’s campus felt like the site
               of a Hollywood production, complete with beautiful stage settings, multiple cameras, directors, and producers.
            

            
            Everything seemed perfect, until nature threw a curveball our way. When we returned to Redmond in January for the CES live event, full of anxiety and anticipation, we found howling wind and rain. On January 11, the morning of the first digital CES in history, we left the hotel before six a.m. for the fifteen-minute Uber drive to the Microsoft campus; on the way we saw downed tree limbs and power outages. On arrival, we learned that Microsoft was also experiencing a historic first—the first power outage in its history. Thankfully, the foresight of Microsoft’s campus planners saved the day as backup generators hummed to life and saved our digital event. Sometimes, even the best pivots can’t beat advance planning and built-in redundancy. 

            
            Ultimately, CES 2021 was a triumph. Neither our team nor our various audiences felt the all-digital experience could match
               the “absolutely overwhelming spectacle of technology and humanity” that comes from wandering our CES Las Vegas convention
               center halls.1 But the show still delivered incredible new technology and tantalizing hints into the technology trends animating the industry.
               We were thrilled when, months later, Trade Show Executive recognized CES 2021 with the Gold 100 Grand Award for best digital event.
            

            
            CES 2021 had 1,000 virtual exhibits, 150,000 visitors, and 100 programming hours. The show featured rollable phones, transparent screens, sanitizing robots, and vacuum cleaners that could throw away their own waste. Amid a rush to upgrade home technology, CES showed faster-than-ever laptops, high-end headphones, and 8K TVs making the leap from niche technology to the mass market—outpacing even the content available. We saw a big move toward product sustainability—a trend I’ll discuss later—with devices like Chipolo’s ONE Ocean tracker, built from fishing nets, trawls, and ropes collected in shallow ocean waters, and Panasonic’s low-cobalt batteries earning media praise. And in a sign of the times, Razer’s Project Hazel gaming “smart mask” concept featured both customizable LED lights and a reusable N95-grade filter. As CNET put it, while “flashy three-story booths and auditoriums full of tech nerds were replaced by highly produced livestreams and virtual pitches from executives,”2 in the end, “it was still CES.” Our pivot to the digital world was a success, and our entire team breathed a sigh of well-deserved
               relief.
            

            
            While CES 2021 met our brand and customer goals, there was no denying the tough hit financially. We were about as generous
               as we could possibly be to our exhibitors and incurred a lot of our own costs. We were mindful that, as an industry, we were
               very lucky—first, because the technology sector as a whole prospered and grew during the pandemic, and second, because our
               show is held in January, which gave us time to pivot after the virus hit the US.
            

            
            Of course, as anyone who helped navigate a business through the COVID pandemic can attest, one pivot isn’t always enough.
               We pivoted again when we decided to make CES 2022 a hybrid event—returning to our home in Las Vegas for an in-person show,
               bolstered by a strong digital presence. The show was the first in-person event of that size since COVID, and it didn’t come
               without criticism. Some people thought it was simply too soon to return to in-person events, with COVID still infecting millions
               each day globally.
            

            
            More, some still wrongly blamed CES for bringing COVID to the United States. In spring 2020, a major US public broadcaster
               had run a national radio piece with an accompanying article speculating that CES was the super spreader event that introduced
               COVID-19 to the United States. The story, based on an account from just one CES attendee, was initially passed over by several
               media companies. But once published, it was picked up by scores of media.
            

            
            I was horrified by the allegation. The story had several inconsistencies, not least of which was the time line: the person making these allegations was at CES for less than twenty-four hours and reported symptoms upon leaving the show. Even more significant, CES 2020 was in early January and COVID-19 cases were not reported anywhere in the US until later in the month, with no cases reported in Las Vegas until March. While the editor ultimately agreed to revise parts of the written story and add context from reputable medical experts, the sensational claims in the original story received vastly more global attention than the revision. Even the CES attendee pushing the story told media he didn’t fault CES and that he would consider attending future shows. But the harm had been done. Even as a seasoned trade show veteran, the incident both scarred and scared me. As Warren Buffett once said, “It takes 20 years to build a reputation and five minutes to ruin it.” That’s especially true in our headline-driven, clickbait environment. 

            
            That reality was top of mind as we planned for CES 2022. We sought input on measures to reduce the spread of airborne infections
               from many sources including volunteer doctors and an outside medical consultant specializing in events. Based on their views,
               we required all participants to be COVID vaccinated and masked. We widened many aisles, created one-way corridors in busy
               areas, and offered Abbott BinaxNOW COVID tests to all attendees. We also created protocols to deal safely with those testing
               positive on-site. While these choices may seem obvious, especially in retrospect, each required careful discussions within
               our leadership team, given the polarized and politicized views on masking and vaccination.
            

            
            Things looked great—until they didn’t. Around Thanksgiving 2021, the Omicron variant began to spread around the world, prompting some major exhibitors to cancel or scale down their presence in the last weeks of December. The press amplified the big-name cancellations, putting pressure on us to cancel our physical event. We weighed the evidence and decided to proceed with CES, although we did shorten it by a day. What persuaded us to stay the course was the recognition that so many companies, especially startups and smaller tech companies, rely heavily on CES for much of their annual business. I was also moved by our board discussions as well as private input from the CEOs of a few Fortune 500 companies, including Qualcomm’s Cristiano Amon and Abbott’s Robert Ford, who urged us to go forward on principle. The nation needed leadership in learning to live with COVID. 

            
            The tough decision to go forward, by almost all accounts, turned out to be the right decision. While the show was smaller—attracting
               around 44,000 in-person attendees and featuring just 1.27 million net square feet of exhibit space—both exhibitors and attendees
               were thankful and joyous. Many of the smaller companies participating told us that this CES was a great opportunity for them
               to grab the spotlight and connect with buyers and media. We also saw success based on the principled leadership position we
               took, with the US Travel Association lauding CES as “a model for how business trade events can take place.”
            

            
            At CES 2023, we built on this success and focused on reducing transmissible illness as a whole. We consciously shifted to
               a more touchless environment. We strongly recommended but did not require vaccines, including flu shots. We kept many facility
               doors and even a few loading dock doors open. We hired eighty greeters to help welcome and open doors for arriving attendees.
               And we had remarkably few positive cases and near-zero social media chatter about illness. Afterward, we surveyed our attendees
               and found that fewer than 10 percent reported any type of sickness in Las Vegas or within three days of returning home. That’s
               especially amazing considering the scale of the show: nearly 120,000 attendees and more than 3,200 exhibitors.
            

            
         
         
            Pivoting and Resiliency

            Some of the best pivots—most of them, I would argue—come from the need for resiliency. Hosting CES 2021 virtually wasn’t ideal,
               but we learned lessons on creativity in using new technology and working with exhibitors that drove our planning for CES 2022
               and beyond.
            

            
            Our all-digital CES wasn’t my first hard-won lesson in resilience. In 2017, CTA’s executive board met at a new hotel in Napa Valley. It had beautiful rooms with wonderful views, electric blackout shades, and even a high-tech toilet that raised its cover as soon as you entered your bathroom. 

            
            The final night of our stay, wind gusts buffeted the valley and knocked out the area’s electricity. In the wee hours, the
               hallway emergency light sputtered on periodically, sirens followed, and few of us could sleep. The rooms were pitch black,
               and the heavy electric-powered blinds could not be opened. The room lights were useless, the landline hotel telephones were
               dead, and our smartphones soon became unusable for anything other than their power-sucking flashlight function.
            

            
            Tired guests gathered in common areas and soon learned that it wasn’t just their rooms that had turned dark and unwelcoming.
               Fires were spreading nearby, and there was talk of evacuating the hotel. But there also was word of long lines of bumper-to-bumper
               traffic and a concern the fire was approaching the main roads. We were urged to pack. This presented a special challenge to
               me personally as my suitcase was on the patio outside our room, which could only be reached by raising the heavy, electronically
               controlled blackout shades.
            

            
            As the hotel put out a cold buffet breakfast outside and delivered candles to each room, we decided to accelerate our meeting
               time. In a sunlit room without electricity, phone connectivity, and coffee, we spent the next couple of hours discussing a
               vital and substantive topic. Without the distraction of connected smartphones, we had our group’s full attention and soon
               concluded an important and productive meeting.
            

            
            I found the experience transformational in my thinking. We assume the availability of basics like water, electricity, and
               a telephone signal. Yet our society, homes, and lives are increasingly vulnerable due to real changes in our environment and
               dependence on technology.
            

            
            Increasingly freaky weather, electricity outages, cyberintrusions, nuclear threats, looming trade wars, and dependence on an array of technologies means we need to start thinking differently. We need to start considering risks and balancing them with prudent investments. We need to focus on the resiliency of the essentials in our lives. 

            
            This book is all about pivoting—in technology, in business, in government, and in our personal lives. We’re going to talk
               about the four types of pivots, which will overlap in places but will provide a foundation for understanding how to steer
               your business (and yourself) through challenging waters and find success in a rapidly changing world. We’re going to look
               at case studies of companies and organizations that have and haven’t pivoted well. Some of them have changed the course of
               history or improved the lives of millions of people. Some of them have simply delivered connection, entertainment, or delight.
               Along the way, you’ll hear how these pivots can inform how you should think about pivoting in your own organization and even
               in your own life.
            

            
         
         
            The Four Types of Pivots

            
               The Startup Pivot

               Most successful startups have to pivot at one point or another to find success. In a survey by Wilbur Labs, a San Francisco–based
                  startup studio, 40 percent of founders reported pivoting to avoid failure. And that’s just the percentage willing and self-aware
                  enough to admit to it! Pivots included adapting business plans, improving products, diversifying revenue streams, and rebranding.
                  What’s more, the study found that “founders willing to pivot tend to raise their odds of success.”3 
               

               
               The best startup pivots are a combination of rational and gut decisions. Taking an analytic and thoughtful approach makes sense, by definition. You think carefully. You consult others with relevant knowledge, those you trust and those who have a stake in the outcome. You define important factors. You create lists of pros and cons and weigh them against one another. With ChatGPT and other AI programs and apps, you can even get some tech-driven guidance on which option is best. 

               
               Rational decision-making is what most businesses do. They survey existing and potential customers, show them prototypes, and
                  get input. Indeed, we facilitate this process at CES each January in Las Vegas, where companies introduce thousands of new
                  ideas, prototypes, products, and services. In fact, this is what our startup area Eureka Park is expressly designed to do:
                  expose entrepreneurs’ innovative ideas to a global audience of tens of thousands. I counsel Eureka Park exhibitors that it
                  will be like drinking from a fire hose over four days as they get reactions and feedback from what can feel like an endless
                  stream of potential partners, customers, and investors.
               

               
               I promise them that the idea or innovation they bring to Las Vegas will most likely shift based on the input they receive
                  from the people stopping by their booth and engaging with them. In fact, if the experience doesn’t give you new ideas and perspectives, you might just be doing it wrong. Each year, close to 100 percent of Eureka Park exhibitors
                  responding to our post-CES survey tell us they’re satisfied with their CES experience. They go on to adjust their planning
                  and make decisions about building, marketing, and selling their products and services.
               

               
               Rational decisions are usually good ones. They prove that careful work, written strategies, and a lot of research can help
                  improve the odds of success. With data and metrics now available for nearly anything, it’s also far easier to make data-driven
                  decisions, and a growing number of CEOs and C-suite executives have declared themselves data obsessed. The downside of rational
                  decisions is that they take time. Rational decision-making may slow down action while gutsier people act.
               

               
               That’s why rational decisions need to be counterbalanced by gut decisions. The beauty of a gut decision is that—when the stars align—it just feels right. The disadvantage is that these decisions can sometimes fly in the face of logic, facts, and reason. In fact, they can be precisely the opposite of the rational decision I outlined above. People trying to sell you something know that potential customers make decisions based on how they feel. Good salespeople try to form a bond, a strand beginning a relationship so you’ll grow to like and trust them. The best ones ask questions, helping to keep you so focused on your response that you forget to think about whether you’re actually interested in the product or service. Salespeople want you to think you are making a rational decision. But I’m sure I’m not alone in realizing too late that I’ve bought a product I didn’t really need or want. Why? I had a gut feeling about the salesperson and the product. 

               
               People who go with their gut often beat the odds and make a wise decision. In fact, studies show that melding gut instinct
                  with analytical thinking can help people make decisions both faster and better.4 That’s even more true for the overthinkers, or people facing “best of the bad options” decisions. Gut pivots can help people
                  veer from the status quo and
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