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			Book Abstract

			MAIN IDEA

			To succeed and excel in the emerging economy, business leaders need to master six basic strategies:
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			Interestingly, these six strategies are not entirely new. It is now starting to become abundantly clear the key to being a good manager in the future will be to combine the best of what has always worked with the best of what has suddenly become feasible with the ongoing arrival of the new economy. The winning recipe will be to partner enduring principles of leadership with execution performance that takes full advantage of new technology and the Internet.

			Thus, the success strategies of the future will be a blend of timeless leadership principles and new management practices. Business managers that get this mix just right are on to a winning formula. The high growth companies of the future will be those which succeed in combining together enduring leadership principles and the execution innovations made possible by new technology and the Internet. This applies in every industry right across the economy.

			“Each company will find different ways to weave these tenets together. Some emphasize speed, while others focus on customer feedback. Sometimes it’s hard to distinguish among the principles because they are so tightly interwoven. But these rules of the road are certainly the pillars that support a successful business strategy and structure in a tech-driven world. The most talented individuals want to be part of a successful team and feel as if they are working toward important and common goals. This is what’s required of every successful company in the Next Economy – whatever direction it ultimately takes.”

			– James Citrin

			About the Author

			JAMES CITRIN is managing director of the global technology, communications and media practice at Spencer Stuart, an executive search and human capital consulting firm. He specializes in conducting CEO searches and identifying emerging executive leadership for some of the world’s best companies such as Yahoo!, Reader’s Digest Association, Eastman Kodak Company, Akamai Technologies and Penguin Publishing. Mr. Citrin also is a leading commentator on business leadership, governance and human capital issues. He is the coauthor of Lessons from the Top: The Search for America’s Best Business Leaders. Mr. Citrin is a graduate of Vassar College and the Harvard Business School.

			Important Note About This Ebook

			This is a summary and not a critique or a review of the book. It does not offer judgment or opinion on the content of the book. This summary may not be organized chapter-wise but is an overview of the main ideas, viewpoints and arguments from the book as a whole. This means that the organization of this summary is not a representation of the book.

			Summary of Zoom
(James Citrin)

			1. Be capable of doing everything at speed.

			Main Idea

			Today, speed has become an obsession. Consumers expect rapid and responsive service. Organizations must act with urgency to gain a first-mover’s advantage while still allowing enough time for thought and reflection. Thus, the first key to success in the future is to structure your business to do everything at speed.

			Supporting Ideas

			The 10 ways to implement this strategy are:

			
					Either be first to market or be a smart follower.Smart followers watch others struggle with problems, and then get to the market with their own solution as rapidly as possible. The key to both market leadership and smart following is the ability to make adjustments quickly.


					Develop simple, executable business modules.Many companies are now breaking their business models down into simple pieces, and then finding ways to optimize each piece. Keep everything as simple as possible.


					Teach people the real corporate map.Instead of an organizational chart, show new employees how things really work in the company. Develop a guidebook so new people can get up to speed quickly.


					Flatten your hierarchy.Have, at the very most, four layers between entry-level employees and the CEO. If you need more, restructure the business into smaller business units.


					Share the vision.Evangelize what’s special about your company and where you want to head. Employees need to hear this frequently and repetitively if they are to stay on track.


					Measure and then reward speed.Without encouraging recklessness, measure how quickly things are being done. Then align your incentive system so those who achieve greater speed earn more.


					Allow technology to aid communications, not take it over.Concentrate on the quality of your internal communication systems at the same time as you focus on its speed. Be certain you are communicating effectively.


					Analyze how your firm makes decisions.The less time people spend on getting obvious matters through your decision-making maze, the more time they have to spend on creating satisfied customers. Develop some shortcuts that make sense.


					Always think 24/7.The more global your business becomes, the less relevance business hours have. Come up with some creative ways to offer your product or service around the clock. Ideally, you want to be there ready to go whenever the customer wants to do business with you.


					Set a good example.It’s critical that business leaders set a good example. Specifically, you need to be accessible to your people and able to make decisions rapidly. If you’re a bottleneck for the organization, trying to convince employees they should respond to customer needs more quickly will be difficult. In this area, you have to walk the talk.


			

			Akamai Technologies

			Akamai specializes in delivering Web content to end-users as quickly as possible, avoiding congestion. The company now has a market valuation of more than $1 billion based on 2000 revenues of $89 million.

			Akamai describes itself as a sense-and-respond organization. It has a very active feedback loop which starts whenever where customers provide information. The company learns, adapts where needed and then responds very quickly. This is possible because the right people are in place and always available to respond to customers. For example, R&D staff rotate through the customer care department, so technical experts rather than entry level people are available to talk to customers. Akamai also organizes the customer service department by groups, with people from billing, account managers and technical specialists. That way, customers usually get fast and accurate answers to any questions they may ask.

			“We revere speed. We revere people who get things done. We celebrate what they do. It’s just amazing how much people can produce, especially if they realize the culture encourages it and expects it. We look for employees who just love to pack as much stuff as they can into one day. Great employees are also people who have a tremendous ambition. They really want to do something.”

			– George Conrades, CEO, Akamai Technologies

			Commerce One

			Commerce One sells software that automates the procurement cycle between multiple buyers and sellers. The company was founded in 1994, reorganized in 1997 and went public in 1999. Year 2000 revenues were $400 million and Commerce One has a market valuation of approx. $1.2 billion.

			Commerce One began building stand-alone online commercial marketplaces for Ford and General Motors, and then suggested the companies should combine (along with the other major car makers) to create one giant electronic clearinghouse where all the automakers could buy all their component parts. This marketplace, called Covisint, has now become the world’s largest virtual marketplace. Commerce One is also consulting with a number of other Fortune 100 companies about how they can best use the Internet to smooth out their supply chains and achieve greater cost efficiencies. Commerce One helps these companies not only with their software requirements but also with help in meeting the challenge of building a business around the new e-marketplaces.

			“I think it has become clear to everyone that large companies, one have to move more quickly, and two have to be more aggressive. They need to change the way that they manage their supply chains today in the marketplace. As it is structured, it’s way too rigid and inflexible. Electronic commerce is going to continue to allow established companies to be much more flexible. For example, in the case of the automotive exchange, it is ultimately going to change the way the major auto companies build their cars by changing their sourcing strategies, reducing costs and accelerating the time from order to sale.”

			– Mark Hoffman, CEO, Commerce One

			2. Create a true learning organization.

			Main Idea

			The key drivers of corporate value are moving from physical to intellectual capital. Thus, your company’s ability to capture and disseminate what is being learned is a critical business building activity. The second key to success is to enhance your organization’s capacity for learning.

			Supporting Ideas

			The 10 ways to implement this strategy are:

			
					Shorten your internal feedback cycles.Don’t rely on your previous research. Find out what customers are saying today, and get that information to the people who can use it to enhance the product or service.


					Encourage the transfer of knowledge.Make mentoring, informal teaching opportunities and formal teaching situations arise more often and systematically. Create a corporate culture of learning.


					Expand your “listening circles”.Walk around the business and talk with the people who are face-to-face with customers every day. Remember every customer and every employee may have a piece of information that can mean the difference between future success and failure.


					Look for what’s really going on, not how it’s dressed up.Change your perspective. Focus on the final outcomes of everything that happens within your company. Don’t let your own PR blind you to the way things are really happening.


					Measure the things that encourage organizational learning.Whatever you measure and reward will be what everyone spends the majority of their time doing. Thus, develop ways to index even the soft issues – like corporate culture and quality from the customer viewpoint.


					Find ways to reward teaching and learning.The more visible the reward you give to those who succeed in learning, the more everyone else will get the message this is a good thing to do. Make the rewards you deliver impressive and memorable.


					Study and use history.As well as keeping a personal archive of what you do, learn how others in similar situations have addressed the issues you face now. Then broaden your perspective by studying how great leaders have acted in the past.


					Encourage employees to have outside interests.As well as making them better rounded, they will get into the habit of learning about something they’re passionate about. This will encourage learning at work. It will also enable them to be more creative and emotionally healthy.


					Assess all learning initiatives in context.Make sure all learning activities match their audiences, so:
	Your first-movers feel excited and enthused.

	Your followers feel motivated to action.

	Your observers feel something great is happening.




			

			Acknowledge the efforts of others who seek change.

			Take a little time to tell each employee about the impact they are having as they learn new skills. Learn how to give credit effectively to those who are doing the real hard yards, and weave a compelling vision of the future.

			The Motley Fool

			The Motley Fool (so-named after the “Fool” in Elizabethan dramas who was the only person prepared to tell the King the truth) began as a newsletter put together by two brothers in 1993. The business went online in 1994 and has continued to grow rapidly since then. The two Gardner brothers, Tom and David, have also published four business best-sellers.

			The Motley Fool’s mission statement is: “To educate, enrich and amuse individuals around the world”. As such, the company teaches how to invest in memorable ways. For example, the company runs a series of portfolios as teaching tools, with names like “The Rule Breaker Portfolio” and “The Rule Maker Portfolio”. Motley Fool is also well on its way to becoming a powerhouse brand, as a result of the success of the company’s Web site, books, newspaper and magazine columns, radio show and even a PBS television special.

			“The Internet really enables you to listen to what people actually want from your service, what they cherish and what they don’t like, what they’d like to see you add, what they never want to see you do in terms of different services or products you can offer. Every business needs to listen to its customers. The Internet makes it incredibly easy to do that.”

			– Tom Gardner, co-founder, The Motley Fool

			eBay

			eBay runs the Internet’s largest auction site. The company launched on Labor Day 1995 and has grown ever since. Unusually, eBay is profitable. By 2000, the company has more than 22 million users generating merchandise sales of several billion dollars, a revenue stream of hundreds of millions, profits in the tens of millions and a market capitalization of more than $13 billion. At any one time, around 5 million articles are offered for sale on eBay.

			eBay’s mission statement is simple: “To help people trade practically anything on earth”. The company has grown because it has excelled at learning what people want and delivering it to them. For example, the company’s founder, Pierre Omidyar, originally set up eBay to buy and sell secondhand computers. Not many people were interested, but some people wanted to trade other things. He listened and added more categories. Progressively, the voice of the customer has suggested which features should be incorporated into the business. That process is continuing today.

			“One of our philosophies on eBay has always been to watch the marketplace, see what is evolving and then take a small step into it. We’re an online company, and we’re all about trading. And we’re also about community. And community is how the company grew up. It’s about shared ideas of interest that made eBay successful. eBay hasn’t been a passive utilitarian concept; it’s highly evolving, as we learn from our customers. It brings a sense of gaming to it, a sense of winning, a sense of finding, and a sense of sharing common interests. So it’s become part of people’s lives, as they shape what it becomes. There really is no limit to just how broad this place called eBay can be.”

			– Brian Swette, chief operating officer, eBay

			3. Obsess over the needs of the customer.

			Main Idea

			Smart companies stay in tune with their customers in real time. That way, as customer needs and priorities evolve, the company can move right along with them. The third strategy for success is never to lose sight of what customers want and to keep coming up with new ways to deliver precisely that.

			Supporting Ideas

			The 10 ways to implement this strategy are:

			
					Find out who your customer really is.Don’t talk of customers in the theoretical sense. Get out and meet the people who buy what you offer. Speak with individuals and learn about how they view your product.


					Have a comments box on your Web site.And assign someone to read what comes through and respond. You’ll be amazed at how candid consumers can be when their comments are submitted electronically.


					Say “thank you” to your customers.Purely and simply take every opportunity to thank customers for doing business with you. Acknowledge they have other choices and show genuine appreciation.


					Manage your customer databases well.Decide what’s important to know, store that information well and then analyze it continually. Respect the customer’s privacy but use everything you know about them to maximum effect.


					Give customers exactly what they want.Ask your customers what they want, listen to their ideas and then find effective ways to do exactly that. Don’t become welded to the past – move with your customers as their needs evolve.


					Consider affinity or “viral” marketing.This is simply Web delivered word-of-mouth marketing. Make it easy for people to talk about your product by ensuring you do the right things exceptionally well.


					Be sincere.Concentrate less on telling your customers you care than you do on actually doing something about improving their experience. Let them know there is


					Keep things simple.

					Wherever possible, personalize.

					Be obsessive about the overall customer experience.

			

			
			
			
			
			
			
			
			
					Follow through on any commitments.

					Consistently deliver excellence.

					Foster long-term relationships.

					Become a trusted and respected adviser.

					Deliver value every day.

			

			
			Main Idea

			
			Supporting Ideas

			
			
					Set up internal experiments, not contests.

					Offset personal and organizational risks as far as possible.

					Encourage the “creative destruction” of old processes.

					Identify and support your key risk-takers.

					Eliminate office politics – build a meritocracy.

					Don’t even try to control everything.

					Ask your people to “make a difference”.

					Encourage open and honest debate.

					Challenge the old ways of doing things.

					Watch your competitors and be ready to act.

			

			
			
			
			
					Create a work environment where people can experiment.

					Hire people who want to make a difference.

					Let these people get on with what they do best.

			

			
			
			
			
			
			
			
					The “Sundown” Rule – every inquiry or problem has to be answered or resolved by sundown each day.

					The “10 foot” Rule – every Wal-Mart salesperson is required to acknowledge every customer that gets within 10-feet of them. Wal-Mart.com adapts this by having an exceptionally large customer help center where staff take a personal interest in resolving problems for online customers.

					The “Continuous Communication” Rule – where everyone in the organization knows about goals and objectives from the board of directors to the operating leaders, the district managers, every sales associate and then on to each customer.

			

			
			Main Idea

			
			Supporting Ideas

			
			
					Have a preference for action rather than talk.

					Build momentum for change slowly and phase it in.

					Be visible as a leader.

					Remind everyone some anxiety is normal and natural.

					Let people know how your plans will affect them personally.

					Use passion to keep everyone involved.

					Be completely open rather than secretive.

					Fix the problems that lie ahead, not behind.

					Don’t let the little things take over.

					When you change your mind, admit it openly.

			

			
			
			
			
			
			
			
			
			
			
			Main Idea

			
			Supporting Ideas

			
			
					Understand what you do well – and what you don’t.

					Don’t let potential deals linger on.

					Pay attention to your deals and partnerships.

					Always think win-win.

					Don’t let prior relationships color present arrangements.

					Find the best partner you can.

					Share a common vision with partners.

					Look for some short-term wins.

					Create a long-term strategy.

					Consider proximity and distance.

			

			
			
			
			
					A shared vision between both companies – on how the customer’s needs will be met and where the new company will fit in Cisco’s world.

					Some short-term wins – so people in both companies are motivated and enthused by the transaction.

					Long-term strategic potential – so the company being acquired becomes an integral part of Cisco’s own future.

					Good chemistry – so the people from Cisco and the acquired company will look forward to working together in the future.

					Geographic proximity and stock options – so the new people have a desire to stay with Cisco for the long haul.

			

			
			
			
			
			
			Key Thoughts
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