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			Book Abstract

			MAIN IDEA

			As we come to the end of the first decade of the twenty-first-century, it is becoming increasingly apparent a profound change is underway in commerce and in society at large. In previous generations, elite planners at the top of organizations created goods and services which were then offered to mass markets – a “push” style of operation where economies of scale reigned supreme. Today’s consumers are now starting to cluster more and more around “pull” style platforms – technologies which allow products and services to be designed, produced and consumed on demand rather than according to a predetermined schedule.
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			At a superficial level, pull means you are in complete control. You can access a search engine like Google as and when it suits your needs. You can look at movies and news items at a time of your choosing rather than according to a schedule set months in advance. But when you delve deeper, the transition from push to pull also has the potential to transform markets, industries and society as a whole. Companies and individuals which successfully learn how to harness pull will be able to access enormous resources to generate sizable improvements in performance. That should make everyone sit up and take notice.

			“If you want to succeed personally, if you want your company to succeed, if you have grand ambitions about what the world ought to look like, we think we’ve identified the keys to success that you will need in a world that’s changing almost too fast to keep track of. By understanding those fundamental changes, and grasping how pull works, we think you can be happier working at something you love, build institutions that can act as platforms to catapult change (and create real value while doing it), and maybe even transform the world in necessary and far-reaching ways. We won’t lie to you: It won’t be easy. But the choice has become that we adopt these techniques and thrive, or we choose to ignore them and face a great risk of failure as passion, talent, and material resources head elsewhere.”

			– John Hagel III, John Seely Brown and Lang Davison

			About the Author

			JOHN HAGEL III is an independent management consultant. He spent 16 years with McKinsey & Co. and continues to serve as a senior advisor to the firm. Mr. Hagel is a graduate of Harvard, Oxford University and Wesleyan University. He is the author or coauthor of six books including The Only Sustainable Edge, Out of the Box and Net Worth. His personal Web site is at www.JohnHagel.com.

			JOHN SEELY BROWN is a visiting scholar at the University of Southern California. He is the former chief scientist at Xerox Corp. Dr. Brown is a graduate of Brown University and the University of Michigan. He has also been granted five honorary doctorates. Dr. Brown is the coauthor of The Only Sustainable Edge and The Social Life of Information. His personal Web site is at www.JohnSeelyBrown.com.

			LANG DAVISON is executive director of the Deloitte Center for the Edge, a corporate think tank. He specializes in marketplace positioning and intellectual capital. He worked for fourteen years at McKinsey & Co. where he served as editor of The McKinsey Quarterly. Mr. Davison coauthored Net Gain and Net Worth. He is a graduate of Columbia University and Dartmouth College.

			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 The Power Of Pull (John Hagel Iii, John Seely Brown and Lang Davison)

			1. What is Pull?

			Push was all about forecasting demand and then finding the best and most efficient way to meet that demand using scripted and standardized systems and processes. Pull is a different approach where you allow things to come together in a more unstructured but ultimately better way. Pull works at three levels:
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					Access – With Pull, you find the resources and the people you need as and when you need them.

					Attract – Pull has the ability to attract people who are just as passionate as you are about something.

					Achieve – Pull allows you to learn faster and therefore to perform better than would otherwise happen.

			

			To create more value professionally and personally, spend less time stressing over the way the world should work in your opinion and more time putting the three levels of pull into practice.

			To understand what Pull is all about, you first have to understand the currently prevailing method of organizing activities and actions – which is Push. Push operates entirely on the basis of one key assumption:

			
					That it is feasible and possible to anticipate and forecast demand for products and services.

			

			Acting on the basis of this assumption, companies work hard to make sure the right people and the right resources are in place appropriately. Therefore:

			
					Companies build up inventory and get it to distributors so product is available when customers demand it.

					Institutions like universities develop a curriculum based on knowing in advance what sort of education students need and breaking that down into modules and courses.

					Corporations attract and hire the talent they have projected they will need to deliver the desired customer experience, and then make certain they have all the equipment and resources required. They even have five-year plans which set out future demand with spreadsheet precision.

					Movie production companies, cable operators and the television networks spend billions of dollars every year creating programming they hope people will want to see next season or in the coming years.

			

			Push operates on the basis consumers are passive and their needs can be shaped by centralized decision-makers. It’s a top down approach to business with tightly integrated supply chains in order to achieve operational efficiencies. Push suggests resources are fixed and scarce and therefore need to be applied to those areas offering the greatest rate-of-return. There is always a hierarchy involved with Push where those at the top of the organization have the greatest say in what’s happening while those at the bottom of the organization follow carefully developed scripts in order to attain the rewards on offer.
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			Push is the prevailing economic model because of the industrial revolution and the invention of the steam engine, electricity and automobiles. In the Push paradigm, bigger is always better because you can capture economies of scale to do things more efficiently. Trade liberalization and the opening up of global markets meant Push moved beyond national boundaries very quickly and created such enormous wealth nobody has ever had the audacity to suggest there might be a better way.

			However, things are changing – as they always do. The arrival of a new digital business infrastructure on the back of better communications and computer technology is starting to generate a shift in market after market worldwide. Consumers are getting more power by the day and are becoming much smarter about how to use their new power. Power is steadily moving from corporations to individuals which generates some rather interesting points to note:

			
					This shift is noteworthy because it is riding on the back of exponential advances in computer processing power which are ongoing. Even after forty years of development, the price/performance ratio of microprocessors continues to increase exponentially. When this is combined with the fact the price/performance of optical fiber and digital storage are also improving steadily, it is obvious the emerging digital infrastructure will completely reshape every institution imaginable during the twenty-first-century. The ongoing nature of these improvements also means that change is a constant and nobody has an opportunity to take a deep breath and play catch up.

					Advances in digital technology are reducing entry barriers to industry after industry around the globe. This means competition in every field is intensifying – which is leading to greater instability and uncertainty. Stock prices today are more volatile and consumers are much more fickle in their tastes. It’s harder than ever before to forecast demand with any degree of certainty.

					Tacit knowledge – the know-how of anything – is rapidly becoming more important than explicit knowledge or the academic body of knowledge. What you can do in today’s environment is valued higher than having an education about what worked in previous generations of technology. This is interesting because tacit knowledge resides in the minds of individuals and not in the textbooks.

					Phenomena which used to exist only at the edges of society are now being picked up on much earlier and spread to the core by advanced communication technology.“As we all adopt pull techniques, as individuals and institutions we’re going to start radically transforming the way the world works. All of those small moves will add up to something entirely new. We’re in the midst of a radical transformation. But to surf the wave of change, we must do more than acquire a new understanding of the foundation: We must adopt new techniques.”
– John Hagel III, John Seely Brown and Lang Davison


			

			In order to take advantage of the shift from a Push based economy to a Pull centered economy, there are three levels of Pull which we need to understand and take advantage of:

			1. Access

			Networks have always been important in business. If you knew the right people and could cut a deal with advantageous terms, you could steal a march on your competitors and enjoy a competitive advantage. Pull is based on a scaled up version of these networks. In particular, the first level of Pull is that you have access to a large number of people – most likely by means of digital social networks such as Facebook, LinkedIn, Twitter and other platforms which may come along in the future.

			“Access involves the ability to find, learn about, and connect with resources (people, products, and knowledge) on an as-needed basis to address unanticipated needs. In the Big Shift, this capability becomes increasingly central to our survival, much less our success. Rather than pushing resources based on reasonably accurate demand forecasts, we must find ways to access a broader range of resources in shorter periods of time to respond to unanticipated events as disruptions become ever more frequent. From something that was nice to have, access is becoming essential to survival in an increasingly unpredictable world.”

			– John Hagel III, John Seely Brown and Lang Davison

			Pull platforms allow companies and individuals to:

			
					Find – other people, raw materials and experience.

					Connect – in order to collaborate with others.

					Innovate – to experiment and learn about what’s happening.

					Reflect – to consider how to recombine or improvise.

			

			Keep in mind Pull platforms are different from lean manufacturing, from just-in-time methodologies or even from digital technology. At the center of every pull platform are people who are willing and prepared to connect with others. Access to a robust Pull platform is rapidly becoming an imperative for business success because it gives the ability to leverage the capabilities of others.

			A good example of this is Li & Fung, a $15 billion company which has grown at a double-digit rate for the past twenty-five years. Li & Fung operates in the global apparel industry. Apparel designers in the United States and Europe define their needs and then Li & Fung uses its 10,000 business partners to configure a customized supply chain. Not only is that supply chain optimized for individual designers but it is customized for each individual line of apparel which gets made.

			Due to the fact Li & Fung understands what each of its partners do well, the company is able to identify the appropriate partners, define and sequence their roles and then perform quality checks for each designer. Li & Fung has standards and protocols which it uses to define the outputs from each partner. Li & Fung can quickly bring in new partners or reconfigure supply chains quickly whenever customer demand changes. Interestingly, Li & Fung achieves all this using nothing more sophisticated than telephones and fax machines rather than any digital technology. Yet despite that, Li & Fung has achieved impressive profit margins, even though it operates in an industry which is well known as having razor-thin margins.

			“Fortune favors the prepared mind.”

			– Louis Pasteur

			2. Attract

			From a Pull perspective, you “attract” people and resources you didn’t even know existed when you become part of a network and proudly project what you’re good at. Attraction is priming the pump so serendipity can hopefully occur – you get in touch with people or companies who just happen to have the information or technology to solve problems you’ve been working on forages.

			“The first level of Pull – access – is very powerful. But in a world of near-constant disruption, its value is limited. We increasingly find we no longer even know what to seek, even with the growing power of search. While most of us already know how to attract something toward ourselves when it’s something or someone we’ve already encountered, few of us seem to realize that we can shape serendipity to attract the people and things we need but didn’t realize we were searching for.”

			– John Hagel III, John Seely Brown and Lang Davison

			Attract is the capacity to create fertile conditions for serendipity to occur. While that may sound counterintuitive, the reality is you can and should do things which broaden your horizons consistently. There are in fact five things you can do to shape serendipity and invite it to occur:

			
					Choose “target rich” environments – where you are more likely to encounter people who share your passion. This might be a case of moving to the right city, joining the online social network with the biggest user group in your industry or attending conferences and trade shows.

					Become known and stay visible to the movers and shakers in your field – perhaps by writing columns for your industry trade magazine. Make yourself interesting to get to know.

					Do all you can to encourage others to be active in your field -so you can align with people who will amplify what you’re trying to do. You might mentor some industry newcomers, provide scholarships for people to study or do other things. Contribute to growing your industry.

					Focus on your timing -be prepared and ready to roll instantly should an opening arise. Having an open disposition and being a good listener also help.

					Make the most of every encounter that occurs – be sensitive to serendipity opportunities that are around you day by day. Be good at building relationships and earn the trust of others.“Serendipity doesn’t just happen in a serendipitous way. You have to work for it.”
– Yossi Vardi
“One need only look at Google to see a great example of a pull platform that lets people access the information they need when they need it – no matter where it resides on the Internet. One might look at Facebook and other social-network platforms as environments that enhance attention. Active Facebook users are often approached by people whom they do not know well, or even at all, who turn out to have complimentary capabilities and who proved to be very relevant to the original user. These social networks enhance the potential for serendipity by attracting people to us whom we didn’t even know existed and therefore did not know to seek out.”
– John Hagel III, John Seely Brown and Lang Davison


			

			3. Achieve

			The first two levels of Pull – Access and Attract – are all about realizing the full potential you already have. Achieve is the third level and it builds on its two predecessors where you learn faster by working and collaborating with others.

			In the Push economy of the twentieth century, most industries had an experience curve – as you accumulated experience in producing or marketing something, you got better at it and more efficient. The more experience you had, the more efficient you became and the lower your costs were. The experience curve allowed market leaders to improve their operations faster than any market newcomers could ever match, but there was always a catch with experience curves. Most experience curves had diminishing returns – the more experience accumulated within an industry, the longer it took and the harder it was to get to the next increment in performance enhancement.

			The emerging Pull economy of the twenty-first century changes that dynamic. As you learn to work closely with others who share your passions, you’ll actually find those diminishing returns evaporate. By collaborating intensively, you will learn how to do things progressively faster and better ad infinitum. To make this happen, you’ve got to provide what can be termed “creation space.” In practice, a creation space is an area where participants can collaborate to solve problems, connect with each other and work together to explore interesting new ideas and approaches. Creation spaces are robust areas which encourage the creation of the new knowledge which often leads to higher performance levels.

			In an interesting paradox, the best creation spaces are not self-organized but are carefully and deliberately designed by a small group of people initially. Thought has to be given to the best way to build scaffolds for the right kind of learning, collaboration and performance enhancement to occur. When people start using those tools to self-organize their own groups, that’s a pretty good indicator you’ve got the right systems in place.

			“No one can determine right at the start how a creation space will ultimately evolve. Their best uses unfold over time as participants experiment and improvise. Nevertheless, the direction and form of a creation space can be significantly influenced by its organizers. Early efforts and decisions often make the difference between success and failure, particularly when the difficult transition arrives when a creation space approaches the critical mass of participants needed to unleash increasing-return dynamics.”

			– John Hagel III, John Seely Brown and Lang Davison

			Creation spaces sound great in theory, so what does it take to put one together? To build a robust and useful creation space, you’ll need to bring three elements together:
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					Participants – there’s got to be enough people there to make it interesting and viable. Most likely, this will be achieved by making entry barriers low or nonexistent. If there are systems in place which give participants real-time feedback, they will be more likely to stay engaged and involved. Most creation spaces allow newcomers to lurk without actively contributing for as long as they want before making a commitment. Often, the more a person participates, the greater their reputation becomes and the greater the incentive they have to do more in the future. The challenge with creation spaces is always to build the participant pool until it reaches critical mass.

					Interactions – you need to make it feasible for people to both interact formally with teams they join or interact casually with others they meet by chance. As everyone shares what they have learned, a deep pool of domain knowledge can be accumulated. New knowledge can then be added as people work together to solve difficult problems and look for further breakthroughs.

					Environments – there needs to be a structured workspace where everybody is on the same page and using the same tools to develop great stuff. A robust and practical creation space environment will have three dimensions:
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					You need to have platforms (technological or physical) which everyone who comes to the creation space can use. A platform may be a shared instrument, common analytic tools, attendance at a physical event or so forth. Platforms reduce interaction costs. A good platform will also have a dashboard which provides ongoing feedback on performance to all and sundry.

					Once everyone is using a common platform, you then need ways to handle issues like disputes, decision making, admission, expulsion and general rules of acceptable behavior. Creation spaces must have procedures in place for all these issues and some sort of allocation of responsibility.

					To motivate and mobilize participants, there needs to be some worthwhile incentives on offer. Most participants will already be motivated intrinsically when they join the creation space so juicy external rewards will amplify their motivation to contribute. Incentives may be monetary, the recognition of peers, accolades, awards or whatever works. Great incentives will motivate everyone to take on new challenges and to invest the time and effort which will be required.“The more participants one adds to carefully designed creation spaces – and the more the interactions that occur between and among them – the greater the chances are that everybody participating will get better quicker at whatever it is they’re doing. Creation spaces offer the potential to shift the dynamics of collaboration in a profound way. Rather than focusing on short-term, zero-sum transactions in which your gain is my loss


			

			
			
			
					The right trajectory – you need to come up with the best direction to head.

					Sufficient leverage – you need the capacity to mobilize the passions and efforts of other people.

					The optimum pace – the speed at which you should progress to make everything come together.

			

			
			
			
			
					Trajectory – you have to know where you’re heading or else all you end up doing is running around in circles. Trajectory means you specify a destination to head towards which will be worth all the effort involved in getting there. For most people, this is a matter of asking: “What are you genuinely passionate about?” and then staying on that heading.

					Leverage – the opportunity to connect and work with other people through the various mechanisms of Pull. In simple terms, leverage means you don’t try and do everything yourself but slingshot off the actions of others and the relationships you have with them.

					Pace – means you move quickly forward, even in times of great uncertainty. Using Pull, you mobilize the resources of others so you can cut down on the lead time which is normally required. As you collaborate with others on a similar journey, you’ll find better and faster ways to do more and more things which add value. You can also increase pace by learning how to use all kinds of new tools you become familiar with through the mechanism of Pull.

			

			
			
			
			
			
					You will have to get out of your comfort zone and take some sizable risks to move forward.

					You’ll make mistakes while you try and master the new techniques of the Pull world.

					You’ll pine for the good old days when everything seemed more structured and organized.

			

			
			
			
			
			
			
			1. Individual

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			2. Institution

			
			
			
			
			
			
			
			
			
			
			
					Identifying passionate people at the edge of the firm who are trying different approaches or original ideas and connecting with them.

					Pulling people out of core operations and sending them to the edges where they can meet customers, interact directly with suppliers and do different things.

					Putting together some low-risk, high-reward initiatives which are aligned with the new trajectory and then opening up participation to everyone.

					Designing and deploying Pull platforms which will reach beyond the organization’s boundaries and attract new talent. Allow everyone to experiment with these platforms on their own rather than in a supervised setting. Let people improvise, figure out what’s going on for themselves and hopefully learn new stuff by using those platforms.

			

			
			
			
					Invest in and use new information technology platforms -technology which can readily handle exceptions to the standard way of doing business as well as provide ready access to social networks. Traditional IT spending usually is made to standardize and automate the core operating processes of the business. To enhance the move towards Pull, you’ll need much more flexible systems. By investing in these new tools, momentum for movement towards Pull will be increased. You particularly want IT platforms which support all the new growth initiatives which will spring up at the edges of your operations because that’s where the bulk of the movement towards Pull will come from.

					Create an environment where a questioning mindset is not only tolerated but encouraged – so everyone gets the message loud and clear fresh thinking and collaboration are welcome. Instead of trying to install command-and-control management structures, get more collaboration happening. Encourage everyone to be updating and refreshing their skills on a regular basis. Introduce some fresh thinking. Hold orientation sessions for existing employees on creative thinking and get people going.

			

			3. Society
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