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    Book Presentation: Build Your Own Garage by Bernd Schmitt and Laura Brown


    Book Abstract


    MAIN IDEA


    Garages are revered in business folklore as places where good ideas can be grown into new businesses. But it isn’t just start-ups that need a garage – every company actually needs an in-house garage (even if it’s just a metaphorical garage) where creative ideas can bubble to the surface if its aspires to be vibrant and successful in the future.


    So what’s the key to building and running a successful corporate garage? Mostly, it’s hitting the right balance between the systems side of the business and the creative side. Go too far on the systems side and the business will be sterile and lacking passion. Conversely, go too far on the creative side, and the business will come up with interesting ideas which never get put into action. The best companies capture and then harness the creative tension between these two opposites.


    Putting together a good corporate garage requires three key components:


    
      	A blueprint – the mission statement of the garage.


      	A toolbox – specific tools and instruments for infusing creativity throughout the organization.


      	Expertise in three mastercrafts – technology, branding and customer experience management.

    


    Almost every business organization has untapped reserves of creativity. The garage approach unleashes those reserves and provides a framework around which creative ideas can be turned into a sustainable competitive advantage. It also provides an approach to exploiting and harnessing new ideas that ensures the most creative efforts will be well implemented and coordinated during the execution phase.


    In short, build your own garage to become innovative, creative and profitable.


    About the Author


    BERND SCHMITT is professor of business at Columbia Business School in New York and executive director of the Center on Global Brand Leadership. He is the author of Experiential Marketing (1999) and co-author of Marketing Aesthetics (1997). Dr. Schmitt has fulfilled business consulting and speaking assignments in more than twenty countries.


    LAURA BROWN is a writer and business communication consultant based in New York City. She consults with a wide variety of marketing and communication companies. Dr. Brown is a graduate of UCLA, the University of London and Columbia University.


    The Web site for this book is at: www.buildthegarage.com.


    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 Build Your Own Garage (Bernd Schmitt and Laura Brown)


    1. The Role of the Corporate Garage


    Main Idea


    Since business markets are constantly evolving, companies that simply learn and adapt never get ahead of the pack. Market leadership comes to those firms which succeed in capturing, managing and then applying creativity to deliver genuine business breakthroughs. Without a steady flow of fresh and innovative ideas, the best an organization can aspire to do is grow at the same rate as its industry grows.


    The garage is where the analytical side of the business comes together with the innovative side of the business to generate practical new business ideas.


    Supporting Ideas


    A good corporate garage harnesses the analytical side of the business and the dynamic creative side of the business to come up with new ideas that are creative – original and useful. It does this because the garage accesses three key areas of the business organization:


    THE BIZZ


    The analytical and rational side of business operations:

    Strategy – Planning – Leadership


    The bizz are the fundamental rules, proven procedures and established principles of the business. Without the bizz, creative ideas would not add value or be very useful. The three core components of the bizz are:


    
      	Leadership and coaching – the ability to set direction and act as a mentor, bringing out the best in everyone.


      	Business concept management – being able to develop radical new business models that fit well while being unique, efficient and profitable.


      	Organizational alignment – so the entire firm pulls in the direction of growth and profitability.

    


    THE BUZZ


    The dynamic and innovative side of business operations:

    Creativity – Passion – Excitement


    The buzz is the dynamic and innovative side of the business which exists above the tedium of the normal routine. In practice, the buzz is all about doing something that attracts attention, is fun and intellectually stimulating. The three core components of the buzz are:


    
      	Motivation – the blend of external incentives (stock options, bonuses) and internal incentives (do something interesting).


      	Communication – the ability of good ideas to come to the surface of the organization.


      	Interaction – an atmosphere where collaboration occurs through common experiences and activities.

    


    THE STUFF


    The resources used to produce goods and services:

    Facilities – Know-how and skills – Processes


    The stuff provides substance and adds value for the organization by taking ideas and converting them into tangible products and services. The stuff will consist of the three key resources of the organization:


    
      	Facilities – offices, plants and warehouses which are required to produce the goods and services.


      	Knowledge and skills – including communication skills, management skills and functional skills.


      	Business processes – the basic operational infrastructure of the organization.

    


    In practice, the bizz makes certain something useful will be created in the garage. The buzz assures that something original will be created. And together, the dynamic balance and creative tension that exists between the bizz and the buzz will combine to create great stuff that will drive competitive advantage.


    It’s the balance between all three which constitutes an effective garage. More specifically:


    
      	If an organization has stuff + bizz, it will have solid processes and knowledgeable employees. It will, however, lack the ability to respond to new situations which require vision and initiative to exploit.


      	An organization with bizz + buzz will be dynamic and efficient but it will be unable to deliver exactly what customers require.


      	A stuff + buzz organization will have great resources and skilled staff but everything will be done ad hoc.

    


    Key Thoughts


    “We have to be big and small at the same time. I had to design something that would take advantage of scale. But we know for a fact that big can sometimes mean bad. So we had to design something that could maintain agility and entrepreneurial spirit.”


    – Tochi Yamada, head of R&D, Glaxo Smith Kline


    “Believe you can change the world, work quickly, keep the tools unlocked, work whenever, know when to work alone and when to work together; share tools, ideas, trust your colleagues. No politics, no bureaucracy; these are ridiculous in a garage. The customer defines a job well done. Radical ideas are not bad ideas. Invent different ways of working. Make a contribution every day. If it doesn’t contribute, it doesn’t leave the garage. Believe that together we can do anything. Invent.”


    – Carly Fiorina, president and CEO, Hewlett-Packard


    “This model brings together the analytical and rational planning side of the business, the bizz, with the passionate and dynamic side of the business, the buzz, to produce creative stuff. In The Garage, there is a tension between the bizz and the buzz, a tension that captures and nurtures chaos. The result of managing this tension is creative outcomes. Many organizations are suboptimal because they are missing one or two of these components. Thus, the key goal for most organizations is to unleash its hidden creativity.”


    – Bernd Schmitt and Laura Brown


    2. Garage Component #1 – The Blueprint


    Main Idea


    The blueprint lays out management’s ideas on how to go about the construction and establishment of the corporate garage.


    Supporting Ideas


    An effective garage blueprint will have three key elements:


    
      	An expression of priority for creativity.

    


    Generally, unless the senior management definitively enshrines innovation as a priority, it will get lost in the shuffle of other operational matters. In addition, by making the need for creativity a priority, the management send the signal throughout the organization that the development, capture, dissemination and application of creative ideas will be of major importance rather than an occasional activity.


    A good management statement of intent will leave the mainstream corporate culture in no doubt about the importance of regular, ongoing creativity.


    
      	A structural plan for the garage.

    


    There are several ways a garage can be set up within the organization including:


    
      	A garage company can be acquired and then integrated as a standalone business unit.


      	A garage can be incubated internally or externally with financial resources and management expertise until such time as it can then become incorporated back into the parent organization.


      	A garage can be created and grown internally and letting it expand until its influence pervades the entire organization. The garage can be run initially as a maverick operation for exploring and implementing new ideas and over time the garage’s influence can then expand and spread.

    


    Regardless of which approach is used, it is important that the garage’s structure and autonomy be established right at the outset if it is to have the desired effect on the entire organization.


    
      	A hiring plan.

    


    The garage can only succeed if the right people are employed. Both managers and garage employees will need backgrounds, skill sets and know-how which is significantly different from those required in other parts of the organization.


    In practical terms, new hiring guidelines and practices will be needed. Recruiters will need to be finding people who have creative personalities, lateral thinking abilities, teamwork and problem solving skills. Most likely all of these areas will be ambiguous and hard to consistently identify.


    Realistically, the senior management will be the only people who can put together a working blueprint for the garage because of the broader structural issues involved. In addition, the blueprint will only work if it is harnessed effectively with the right tools and mastercrafts. Again, this will require the authority to make those decisions.


    #1 -THE BLUEPRINT


    The broad mission statement for constructing the garage:


    Make creativity a priority – Set up the garage – Hire creative talent


    Key Thoughts


    “A company is creative when its employees do something new and potentially useful without being directly shown or taught.”


    – Alan Robinson and Sam Stern


    “Now the Industrial Economy is giving way to the Creative Economy, and corporations are at another crossroads. Attributes that made them ideal for the 20th century could cripple them in the 21st. So they will have to change, dramatically. In the Creative Economy, the most important intellectual property isn’t software or music or movies. It’s the stuff inside employees’ heads.”


    – BusinessWeek, August 2000


    “The Garage is the prototype of the creative organization. It is the spirit of The Garage that must resonate within the entire organization and shake it into action.”


    – Bernd Schmitt and Laura Brown


    “If the ‘New Economy’ has taught us anything of lasting value in an organizational sense, it is that ‘Old Economy’ companies need to be able to accelerate their change agenda. Today, environmental change occurs with frightening speed. This new and binding rate of speed requires that organizations do more than simply ‘adapt’. Nor do they need just to ‘learn’. Adaptation and learning are important, but taken on their own, they are not enough. In today’s business climate, the challenge is much greater, requiring initiative and invention. What companies really must do is to capture and manage creativity and keep the fresh and innovative spirit of The Garage, even as their operations grow and develop.”


    – Bernd Schmitt and Laura Brown


    “Business thinkers traditionally have leaned toward the analytical. Business thinkers consider themselves to be rational decision makers. Training in rational, analytical methods and techniques is the key priority in business schools. Business strategists have often argued that companies should focus on what they do best – usually analytical and operational processes. For example, the idea of core competencies, popularized in the early nineties, is about functional and operational capabilities. We agree with most business writers that the bizz is important. But the buzz is equally essential for The Garage. For truly outstanding corporate acts of creativity and innovation, you need both. Most importantly, a tension between the two – if resolved right – creates superior creative output. Both the bizz and the buzz are thus needed to create great stuff.”


    – Bernd Schmitt and Laura Brown


    3. Garage Component #2 – The Toolbox


    Main Idea


    The Toolbox contains the set of approaches and techniques that management feels can be used to generate and improve corporate creativity and sustain it over time.


    Supporting Ideas


    A good corporate garage will have a toolbox full of three different sets of tools:


    1. Working Tools


    The working tools are used by people to come up with creative and innovative new ideas in collaboration with other staff. The five basic individual working tools are:


    
      	Think big but still pay close attention to the small details – because even the grand projects won’t be workable if the finer details are not attended to.


      	Be reflective in planning but determined in execution – meaning you match broad planning with focused and intense action.


      	Don’t benchmark to duplicate; instead innovate to surpass – and find practical ways to overcome the obstacles other products commonly face.


      	Be both willing to take risks and accountable for mistakes – so you can always analyze what went wrong previously and move forward from there.


      	Create a creative tension – as the starting point from which truly great new ideas can emerge.

    


    Many creative projects also require teamwork to accomplish. The five key working tools for teams are:


    
      	Know your own strengths and those of your team members – and trust others to make meaningful contributions.


      	Enjoy interacting with the group – always evaluate progress in an atmosphere that is critical yet constructive.


      	Set up each team with at least one thinker, one implementer and one buffer – so the team will have the ability to think up great ideas, get them into action and stay focused.


      	Harness quiet periods to gear up for the demands of the intense periods ahead – since the nature of creativity generally means things happen in bursts rather than all the time.


      	Celebrate achievements but never rest on your laurels – by keeping everyone focused on how to surpass tomorrow the achievements of today.

    


    2. Communication Tools


    A productive garage will have smooth flowing internal communication. Achieving that will require the use of five communication tools:


    
      	Be clear and direct – avoiding vagueness and ambiguity.


      	Be concise – stating succinctly what’s required without clutter or excess verbiage.


      	Provide target completion dates – so everyone works to the same deadlines for completing items.


      	Share all the information that’s available – so everyone has all the data they need to come up with viable ideas.


      	Be action oriented – so everyone knows precisely what they are expected to do on each and every project.

    


    #2 - THE TOOLBOX


    The set of approaches and techniques required:


    Working tools. – Communication tools – Resource tools


    Communication, within a garage, will be optimized when three rules are obeyed:


    
      	Always use those communication tools which maximize networking, digitization and speed – since those are the tools that will maximize the results generated rather than create bottle-necks for the flow of information.


      	Check your e-mail, phone and fax messages frequently throughout the day – since the quicker you respond, the less time the other person has to wait before progressing the project a little further.


      	Always have the latest devices available and know how to use them – because the better the quality of your communications using whatever technology is available, the more vibrant and interesting you can make that critical business information for other people. This will encourage them to act and think more creatively.

    


    3. Resource Tools


    Resource tools are really just higher-order management tools. They come in two basic varieties:


    Tools For Exploiting Creative Tension


    These three tools harness and make productive use of the creative tension which exists between the bizz and the buzz sides of the business:


    
      	Creative synthesis – hitting the right balance between simple functionality and extra features.


      	Creative balancing – combining the best bizz features with the best buzz features to come up with something entirely original.


      	Creative oscillation – letting the team focus on the bizz side of the business at peak times (like the Christmas sales season) and then the buzz side of the business during the post-Christmas lull.

    


    Creative Exploration Tools


    The three creative exploration tools allow issues facing the organization to be viewed and analyzed in creative and original ways. The tools are:


    
      	Stripping and dressing – getting at the essence of what the product is required to do and then progressively adding in selected features which are aligned with key external strategic objectives.


      	Focusing and broadening – focusing on one specific feature and then examining that element in more detail from the big picture perspective.


      	Exploring in a new context – removing an issue from its original context and looking at it in a completely different context, even if it is only metaphorical. This allows for novel applications to be considered.

    


    4. Garage Component #3 – The Mastercrafts


    Main Idea


    The three mastercrafts – technology, branding and customer experience management – constitute the real lifeblood of the garage. If utilized and applied well, the mastercrafts provide the organization’s life and energy. They act as the catalyst for productively creative activities throughout the entire organization.


    Supporting Ideas


    Mastercraft #1 – Technology


    No company, regardless of the industry within which it operates, can afford to stop looking out for new technologies that will add value. In fact, many times, competitive advantage is derived entirely from the creative use of technology which is not available to competitors. And therefore, competence in evaluating and then integrating new technology is important.


    Today, technology use impacts on and shapes how customers interact with your business. Customer communications, customer service, marketing and many other business model elements are technology driven. Still other firms are using technology in new and creative ways to transform and reengineer their entire businesses. In practice, that means any organization which fails to use technology competently and creatively will automatically be falling behind its competitors.


    The two key technology developments of the modern era are:


    
      	The Internet – which offers impressive cost savings and new efficiencies, particularly in supply-chain management.


      	Mobile communications – where people can be continuously reached via intelligent devices, thus allowing them to work and play anywhere anytime.

    


    The developments that are most likely to occur in the future and how they will impact on the productivity of organizations are:


    
      	Efficient data transfer protocols between different devices will become easier – allowing every device to communicate with any other.


      	Greater integration between software packages will be worked out – enabling data to be entered once and used in a range of applications.


      	Software upgrades will become easier, more frequent and cost-effective – meaning software will be configured, upgraded and ready-for-use on the fly.


      	New interfaces will emerge with enhanced degrees of personalization – allowing people to use everything (even their keyboards) more efficiently.


      	The distinction between business and personal computing will dissolve – and people will be able to work equally well whether they choose to use a full PC or a hand held device or a wireless mobile communication device.

    


    All of these changes will have dramatic flow-on effects. For example, sales and customer relations will need to change when everyone has a mobile communication device. And being able to interact more naturally with intelligent devices will require new skills and processes on the part of a business. The technology mastercraft focuses on ensuring the organization is ready to capitalize and take advantage of these new opportunities as they become commercially viable and ready for new and creative use.


    #3 - THE MASTERCRAFTS


    The indispensable creative forces of the organization:


    Technology – Branding – Customer experience managemen


    Specifically, the technology mastercraft focuses on mastering:


    
      	
        Communications technologies.

        Every firm needs to know what new technologies are becoming available and how they

      


      	
        The company’s Web site.

        

        
          	Have an excellent and dynamic front-end that is aligned with what customers actually want to achieve when they interact with your company.


          	Feature a functional design which is appealing, appropriate and functionally complete in terms of allowing visitors to do something which adds value.


          	Have a back-end support system which is able to handle all of the transaction and payment requirements smoothly and efficiently.

        

      


      	
        Supply-chain management.

        

        
          	Eliminating sales channels and letting end customers interact directly with the company.


          	Creating open yet integrated networks of supply chain partners who collaborate and share information to drive out inefficiencies.


          	Access to a pool of potential supply chain partners, ensuring the lowest available prices are charged.


          	Linking supply chains directly with online marketplaces so that consumers can interact in real time.


          	Configuring the supply chain more as a circle than a chain of sequential steps. By doing this, the supply chain can become far more customer centric instead of complying with the business’s demands and constraints.

        

      

    


    Key Thought


    

    

    

    

    

    

    
      	
        Come up with a core brand concept.

        

        
          	The core of the AOL brand is “online community”.


          	The core of the Virgin brand is “innovative, underdog and fun”.


          	The core of the Jaguar brand is “elegance”.

        


        
      


      	
        Create a brand ID which is aligned with that core concept.

        

        
          	Naming conventions – how new products and services will be named for the global marketplace.


          	The key visual identity elements – a logo, signature colors, typefaces, degree of formality, etc.


          	The brand architecture – how the corporate brand, subbrands, product brands and models relate to each other, or whether the company develops stand-alone brands as well.

        


        
      


      	
        Develop a clear understanding on how to execute.

        

        
          	The type of core messages the brand should send.


          	The core symbols which should be used.


          	The general tenure of the communications sent out.


          	The environment the firm will create for employees.

        


        
      


      	
        Identify areas where the brand can be leveraged.

        

        
          	Product line extensions.


          	Co-branding efforts with other brands.


          	Expansion into new media or new markets.


          	Through contract manufacturing arrangements.


          	By entering global markets.

        


        
      


      	
        Track and measure the key quantitative brand measures.

        

        

        
          	Media effectiveness.


          	Brand equity or value.


          	Brand valuations.

        


        
      

    


    

    Key Thoughts


    

    

    

    

    

    

    
      	Occur whenever the customer comes into contact with the business.


      	Include a variety of settings – retail stores, Web sites, at trade shows, in print advertising, in TV ads, etc.


      	Form the perception of the company or the brand either from observation or direct participation.


      	Are subjective and personal – since individual customers will respond to the same experience in different ways.

    


    

    
      	
        Customer relationship management, or CRM.

        

        
          	Individual customer-company contacts.


          	Integration of service across different contact points.

        


        

        
      


      	
        Experiential communications.

        
      


      	
        Service performance.

        

        

        
          	Good service is always delivered promptly – since time is of the essence in most situations and customers wants whatever they have ordered delivered as quickly as possible.


          	Good service is, by definition, competent – meaning the company representatives responsible for providing that service need to be knowledgeable, have the right training and access to the necessary technology.


          	Good service will be unfailingly responsive – to the individual consumer’s needs taking and understanding the customer’s perspective in every possible situation that arises.

        


        

        
      


      	
        The customer lifespan experience.

        

        

        
          	Celebrate the key events – like their first purchase, the anniversary of their first purchase, etc.


          	Be willing to help them on an individual level – even if that means sending them to a competitor for a product or service that fits their immediate needs better than yours.


          	Doing something totally unexpected – which adds value in a tangible way.

        

      


      	
        The employee experience.

        

        

        
          	Employees should be able to decide their own rewards and incentives – because everyone is unique and likes to do things their own way.


          	Employees should always be treated as individuals – rather than being lumped into a team or come under a general organization-wide approval process.


          	Employee experiences should always be considered from the employee’s perspective rather than the company’s viewpoint – because that’s what really matters.

        


        

        
      

    


    

    Main Idea


    

    Supporting Ideas


    

    
      	Aligning the organization for corporate creativity – which means the key decision makers need to make creativity a top priority, resource and set-up a garage unit and recruit the people with the necessary skills.


      	Infusing creativity into projects and other initiatives – at all levels of the organization.


      	Apply the creativity mastercrafts – of branding, technology and customer experience management right across the entire organization.

    


    

    
      	
        Business mission as informed direction.

        
      


      	
        Business strategy as structured opportunity.

        
      

    


    

    
      	
        Business competence as a flexible strength.

        
      


      	
        Implementation as peak performance.

        
      


      	
        Empowerment as independent initiative.

        
      

    


    Key Thoughts
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