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Could there be

a 50% way to
make this idea a
reality - ora 75%
version - or a
20% version?

STRATEGY

Is This The 100% Idea?

USING OUR PERCENTAGE APPROACH to Implementation can make a once-
impossible idea — well, possible. And perhaps even more profitable, faster to

market, and less risky.

A business friend came to me with
an idea for a radically new type of
restaurant. It was a great idea with

real potential.

Creating a restaurant of this type would
require sophis[ic;{[i()n, skill, and money
to build and maintain. Even more im-
portantly, it would require a lot of skills
he admitted he doesn’t have — and doesn’t
particularly want to learn.

We captured all these pros and cons on
a mind map of the idea. Making his idea
a reality seemed a longer and longer shot
as we went along. And yet it was — at its
core — a great concept.

So I asked — “Is what you've described
to me here the 100% Idea?” He looked
at me quizzically. I explained, “Is #his the
ideal? If 1 could do anything, really do

it right, this is what it would look like
approach?”

“Yes,” he replied. And so I dropped
the other shoe.

“Could there be a 50% way to make
this idea a reality — or a 75% version —
or a 20% version?” For instance, “Do
you have to be the one to buy the land,
finance the entire thing, and then own

and manage it yourself? Or could you just
develop the concept and provide parts of
it — and let someone else manage it? Or
could you just license the concept?”

He hadn’t thought of it that way.

So we constructed a new map of options
— from the simplest approach with the
least capiml involved to the 100% (where
he contributed and controlled everything
— and therefore assumed all the risk). We
soon had 100, 75, 50, and 20% options
— and brief outlines to accompany each
one — allowing my friend to focus on the
best ways for him (with his par[icular
strengths, experience, and resources)

to bring the idea to fruition.

While some would say that this is simple
business planning, in reality it’s not
Lll\\';l}’S SO Sill]plC ‘:()I' CI][I'CPI'CI]CUI’S Lllld
PC()PIC \\'h() h;l\'C a C()[lSllﬂliIlg id(’;l ora
vision to see their options clearly. It’s their
idea. They want to own it — a// of it.

The Percentage Approach to Implemen-
tation is a simplc way to broaden your
options, so that your great idea doesn’t
fall victim to your personal or financial
limitations.

Continued...
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By the time he left, we'd mapped out the
entire idea at 100%, and then decon-
structed it to only its critical parts. Now
the idea could still be become a reality,
but my friend had a full range of options.

Can you use this technique for your
ideas? Sure! Using the restaurant example,
here is a typical range of options you
might have:

20% — develop the idea, protect it legally
through patents, trademarks, or copy-
rights, market it, and license it to others
who build the units and sell them for you.
That is probably the quickest and lowest
risk option, with the lowest capital outlay
and the most potential for profitability —
and it could play to your strengths.

40% — fabricate a prototype to test and
demonstrate, and then start marketing
the concept. As orders come in, make

the products, install them, and get paid.
This is the next quickest option. It is still
lower risk, with moderate capital outlay,
and potentially profitable in a reasonable
amount of time — and probably fits well
within your core capabilities.

60% — much like 40% except perhaps you
also maintain and manage the units for
the restaurant owners. This option would
add a revenue stream, but also require
more overhead for people and equipment
for maintenance.

80% — build on the 60% concept and
perhaps share the ownership or financ-
ing of the units, the technology, and even
the business. This is a slower, more risky
option. It requires more up-front capital,
and has a more complicated profitability
model — and might stretch beyond your
area of expertise.

100% — do just about all of the above,
plus come up with millions to buy,
develop, and run an enterprise you may

know little about, and which may have a
90% failure rate.

BOTTOM LINE FOR LEADERS

What is the advantage of using the
Percentage Approach to Implementa-
tion? I think there are a least three.

(1 First, a good idea doesn’t become a
truly a great idea until you actually
make it happen.

1 Second, sometimes waiting to execute
100% of your idea often means it
never happens — usually because
you're unable to amass the resources.
So if making it happen is important,
you have to find another way.

1 Third, when you cut out the parts of
an idea that require what you don’s
have — often the true essence of the
idea becomes clear.

So try taking your big idea and asking
yourself — could this possibly work if we
did just 60% or 20% or 40%?

I'll bet it could.
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STRATEGY

First, Get the
Basics Right

TOO MANY BUSINESSES head off again and again in some new marketing
or strategic direction - often neglecting the real essentials.

The siren call of the new - especially
something trendy like a blog or a My
Space page - has great appeal. But unless
your marketing is built on a solid founda-
tion, piling more on top isn't likely to yield
much. It simply keeps it unfocused and
ineffective.

So what should you do? Start on the new
and exciting? Or get the basics right?

The smartest and most profitable answer is
to get the basics right first. Get your plan
and strategy, a solid brand, clear messages,
good products and services, and some
first-class tools in place. Then build your
marketing team with competent, talented
people, agree on your direction, and figure
out the best ways to pull others — including
your customers — into the tent.

I know. It’s not fun or sexy.

And it’s not glamorous and cool. But let’s
not kid ourselves. How many opportunities
are you going to miss because your story
wasn't told well — or perhaps at all? Or
because you weren’t considered a player?

Why starting with

the basics is critical

Marketing works best when your message
is simple, clear, and repeated again and
again. Consistency matters — both in terms
of leveraging your investment and as a way
to measure ‘dlld C()IHP‘JI'C }’()Lll‘ 1'csul[s. “:
}’()Ll are ;11\\’;{}’S [l'}’illg new [hi[lgS, }’()Ll can
forget about the repeated part.

If every effort becomes a new start —

it requires considerably more time and
financial investment than repeating or
even updating what has already worked for
you in the past. For instance, if you often
change where you advertise, it can be like
starting completely from scratch each time.
That’s why companies rarely make progress
when they try one new thing after another.

BOTTOM LINE FOR LEADERS

Take a hard look at the basics of your en-
tire marketing program before you approve
that flashy new project. When the basics
are all in placc and w()l‘king well, then it
may be the right time to branch out and
add something new.
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ordering change
hasn’t worked well
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STRATEGY

What's Changed...?

The two word question that can open minds to the need for change

WE WERE CALLED IN TO LEAD A SESSION to help an organization
determine its next strategic move. Shortly into the process, we hit a roadblock.
There was clearly a lot of resistance to change.

So | asked this question. “Since the time
this institution was founded fifty+ years
ago, what has changed? What's different
today than it was back in the 1950’s?”

Things got quiet. Very quiet.

Then someone said, “Well, the town
has changed. A lot.”

Someone else said, “The whole county
has changed.” A third person said, “Cus-
tomers in general have changed. They
expect more.”

“And they know more — including what
they can find on the internet,” a young

) young
woman said. Another lady added, “There
was no internet, no email, and no voice-
mail back when we started.”

“And there was a lot less competition,
too. Nowadays we have competitors
all over.”

And so it went. The group began to focus
on all the changes around them that have
been taking place continuously — which
I've come to believe is frequently the

first step before recognizing the need to
rethink and possibly change the ways we
do business.

Over the course of the session, the group
eventually talked themselves into why
their institution had to changc.

And most important — they chose to
change — a far better result than if the
CEO or anyone else simply told them
that things had to change.

Here are some good questions to ask
your leaders, managers, and other team
members at your next session or retreat:

J What's changcd in our business since
it was started in— ? What’s changed
in the past five or ten years?

3 Which of these changes ended up
being for the better — and resulted in
better outcomes or value for (custom-
ers, clients, patients, and so on) — and
for us as a company?

J What'’s different now in our mar-
kctplacc — or the communities in
which we do business? Are these good
changcs or bad changcs?

1 How have our competitors and their
products and services changed? What
will happen to us if we don’t change to
kccp up?

Continued...
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4 How have customers themselves
changed in recent years? How have
their lives changed? What do they
want today that they didn’t want ten
years ago? Are these changes good for
us or bad for us? Why? What’s the dif-

ference?

What can you accomplish

with this exercise?

The first objective is to help people see
change as ongoing, not just something
they are being asked to go along with
today.

The second objective is to help them
distinguish between different types of
change — good change (which makes you
sharper, stronger, and more competitive)
and bad change (which simply creates
burdens and problems).

BOTTOM LINE FOR LEADERS
Encouraging change isn’t always easy —
and ordering change hasn’t worked

well for most organizations.

Perhaps a good strategy for your orga-
nization is to begin with what you see
changing around you — and then, as a
deliberate second step, involve people in
finding ways to help your organization
adapt to those changes successfully.

Note from Carl: Facilitating change is
one of the most often-asked subjects in

my open_forum sessions with executives ar
Drexel. From hospitals to hospitality to
any industry you can name, smart leaders
are increasingly aware of the need to create
environments that are open to new and
better ways of doing things — and yer they
consistently describe the challenges, frustra-
tions, and resistance they face in making

change happen.
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COUNSEL

What Is This
Going To Cost?

If your primary focus is all about cost, you're probably not as effective as you could be.

WHAT IS THIS GOING TO COST? I'd been expecting the question.

The enormous conference table was
filled with 25 law firm partners as we
presented a firm-wide marketing initia-
tive. When you present to attorneys, you
can count on the fact that they’re going
to want to know what it costs. And one
of the partners did indeed ask about
h;{lf\V;{}' [hl'()llgh H]y pI'CSC[l(L{[i()Il.

That’s a very important question,

[ responded, and one I'm fully prepared to
answer. But with your permission, I'd like
to address that question at the end so that
you will have a solid basis on which

to make your decision.

Fine, the attorney said. So I finished and
later returned to the question of cost. |
told them that for a project of this poten-
tial signiﬁcamcc to the firm, I believed
that there are actually four questions for
them to consider ....

1. Does this program make sense to you?
Let’s broaden the question a bit. Is it
clear and logical? Does it feel right? Does
it fit us as an organization? Would you be
proud to show this to a customer or to a
client, family member, or friend? Because
if the answer to any of those questions is
NO — we should stop right here.

If it doesn’t make sense, if it doesn’t fit
you, if you're not comfortable with it,
if you wouldn’t be proud of it when it’s
finished — why do it?

On the other hand, if it does make sense,
then we should continue.

So, 1 asked, are we in agreement that this
program makes sense to you and fits you
as a firm?

HC;K{S n()ddcd yes.

2. Will this program work?

Does it provide value that people will
want? Does it meet a need that people
have? Will it appeal to people and make
a positive impression on them? Is it
reasonable and logical to assume that it
will work?

Again, if the answer to any part of this
second question is no, then let’s not go
any further.

So, are we in agreement that this program
is likely to work — and therefore produce

results for us?

Aguin, heads nodded yes.

Continued...
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3. If it works, what could it produce?

I asked the attorneys: You are here because
you represent every practice area of the firm.
Would I be correct in believing that each of
you has a pretty good idea of what the value
of a typical new client is? (1 knew it would
range from a few thousand to hundreds
of thousands of dollars, depending on the
practice area.) Heads nodded yes.

So, based on what you have seen here roday
— already agreeing that this program makes
sense,fits you as a _firm, AND that it is likely
to work — is it also logical to conclude that it
will work at least well enough to bring each
attorney in this firm a minimum of one
new client within the first year?

Of course, they all said. And if this program
produced at least one new client for each
attorney in this firm — in addition to the
business you already have — what would the
total value of that be ro the firm? (They
were now thinking in millions of dollars).

So, 1 said, we have already agreed on
three important questions:

(O This program makes sense — and it fits
the firm. Several of you said you would
be proud to have it in use.

0 It’s likely to work. It offers value and
meets needs and will help people —
both the people who receive it and
those in the firm who will use it.

(0 The total of new clients — and there-
fore new revenues — that this program
is likely to produce could be quite
significant.

And so we are ready ro consider the
original question ...

4, What will it cost?

And so I told them — about $100,000 —

a bit less than they were likely to pay just
one new associate that year. I knew that
earlier that amount might have seemed
like a lot of money, especially since at that
time years ago they weren’t used to spend-
ing much on marketing, but I wasn’t

worried. They had already agreed to
the logic, fit, effectiveness, and poten-
tial of the program, and most of them
were already thinking about millions in
potential income!

I was confident — but then something
unexpected happened. The Managing
Partner, who had sat quietly at the far
end of the table, said: This makes sense to
me. Let’s move forward. And got up and
walked out of the room.

The program was approved within
minutes. There was very little discussion
and almost no debate (imagine that with
a room full of lawyers!)

And after the program was implemented,
it accomplished everything that we
thought it would — and much more.
Over a decade later, many elements of
that first program are still in place and
working for the firm.

But you know, I never could get them to
tell me just how much revenue it pro-

duced.

BOTTOM LINE FOR LEADERS

These four questions are about far more
than simply selling a big initiative. They
are about what you have to look at to
make good decisions as a leader.

When new ideas are presented, if you
focus first or perhaps only on the cost —
without looking at potential — you are
only doing half your job as a leader.

I¢’s your responsibility to start with the

potential or worth of new concepts and
balance them against cost.

© 2008 Envisian Incorporated | 2
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Tell yourself
you're not
narrow-minded,
you're focused.
And just keep
doing what
you've always
done.

STRATEGY

How To Keep Your
Business From Growin

20 Ways to Avoid the Problems of Growth and Success

IF YOUR BUSINESS DOES NOT WANT TO GROW — after all, growth is
time-consuming, requires focus and discipline, and can create new problems —

here are some best practice options for you.

We've collected them from struggling
companies and professional practices
over the past thirty years. They are
guaranteed to keep your business from

gl'()\\'ll]g.

1. Don’t keep in regular contact with
clients and customers. They ought
to know by now that you value them.
They don’t need to hear it.

2. Don’t plan. After all, planning is for
the weak. It holds you back. By not plan-
ning you are free to shoot from the hip
and aim for the stars. Just because suc-
cessful companies plan doesn’t mean you
should. You don’t want to be big anyway.

3. Don’t go out and meet people. Stay
in the office. Wait by the phone. It’s
sure to ring. And if it doesn’t, blame the
economy.

4. Don't listen to or watch trends. Don’t
ask your clients what they want or how
you can improve your service. And don’t
watch for changes in people’s wants and
needs. Just because #hey keep changing,
it shouldn’t affect the way you run your
business.

5. Don’t thank people for referring
business to you. It’s too time-consuming
to call them or write a letter or note.
They don’t need to know your business
depends on referrals, whether or not you
appreciate the recommendation, or how
things worked out.

6. Don’t worry about building a brand or
standardizing your company'’s identity.
Change your look, logo, typestyles, and
CO]OI'S — €ven '\'OUI‘ Company name —

each time you do something new. Make
PC()plC gl{(’,\',\' \\’hiCl] C()lﬂpdl]y is you.

7. Avoid talking about the value of do-
ing business with you. Don’t tell people
exactly how you can help them and what
they’ll gain from working with you. For
instance, don’t tell them how you can
solve their problems and save them time
and money. Instead, bore them with the
details of how you go about doing the
work. Don’t talk results — stick to explain-
ing the process and what it costs.

8. Make cost more important than
effectiveness. Make sure everything

you put out looks ordinary and unim-
portant. Just because you always notice
when something is cheap or poorly done
doesn’t mean they will.

Continued...
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9. Assume everyone already knows
about you. All that talk about how 20%
of people move every year doesn’t apply
to your business. You've been here a long
time and people know you. When they
are ready, they’ll call.

10. When something does work, don't
do it again. Pat yourself on the back for
a job well done, and move on to some-
thing else.

11. When something doesn’t work, don’t
ask why so you can fix it. Just try it again.

12. Forget consistency. Do something
different each time you do a marketing
project. It’s important to be creative and
have fun — and if people don’t get it, so
what?

13. Don’t put up great signage. People
might get a good impression of you and
call or stop in. This will interrupt you
doing something important.

14. Don’t summarize for people. Even
though we all see 3,000 advertising mes-
sages a day, your clients and prospects
will take time to read every word of your
material. After all, you sent it.

15. Ignore what leading companies are
doing. Their success is probably just luck.
Trying to learn from them isn’t likely to
be worth it.

16. Ignore what your competitors are do-
ing, too. What — they have great strategy,
new products, a beautiful website, and
professionally-prepared materials? They
are just wasting a lot of money. Your
customers know you and trust you. They
won’t be fooled.

17. Avoid new technology. Your old
answering machine is just as good as
voicemail — and Gladys usually gets
those messages right, especially the long,
personal ones. And you just got the hang
of the fax machine. Why use email — or
a database? Nobody you know does.

18. Tell yourself you are not narrow-
minded, you're focused. Why add new
services or capabilities? That’s just more
work and expense. People still need what
you've always provided.

19. Keep doing what you’ve always
done. The newspaper ads were good
enough for us back then, why change
now? Besides, our ad rep is so nice.
And the restaurant placemats really
get our name out there.

20. Don't get professional help. It costs
money. And what do zhey know that
you don’t?

If any of these 20 guidelines sound
familiar, take heart. They all can be
reversed — often with astoundingly
positive results.

Note from Carl: We first wrote this
in 1985. It was such a favorite with
our clients and friends that we updated
it recently to include here.
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First, develop
good, clear,
expectations -
based on what
marketing can
truly accomplish.

MARKETING

Measuring Marketing
Effectiveness

Measuring and tracking results effectively requires a multi-level approach

IN DISMAY, THE BUSINESS OWNER SAID, “We do a lot of marketing,
but we don't know if it works. | just know that we spend a lot of money.”

His comment got a lot of reaction from
the other business owners — most in
agreement.

This is not a new challenge. In fact, it’s
one reason why 111;11‘[<eting is sometimes
seen as less of a contributor to a business’
growth and development than it should
be. Very few people know how to mea-
sure or understand its effectiveness.

So what can you do to more effectively
track and measure your marketing?
Here’s a slightly expanded version of my
answer to the business owner....

Realistic expectations come first

The absolute first key to determining
whether or not your marketing is work-
ing is to dcvclop g()od, clear expectations
for it — based on what marketing can
actually accomplish.

For instance, marketing done well can:
build awareness about companies, prod-
ucts, and services; separate one company
or product from another through brand-
ing, positioning, and differentiation;
make you more competitive and more
visible; simplify and explain compli-
cated things so people can understand
them; activate people to do something

— inquire, respond, try something, and
even buy; and it can initiate, encourage,
build, and maintain I'Clati()nships —with
customers, shareholders, and others you
depend on.

The point is that Marketing can do a lot,
but most business people have a deep-seated
hope that it should really do just one thing
— make the phone ring again and again
with well-to-do, anxious-to-spend
consumers. You may laugh at that, but
deep down, that’s what they want.

In fact, there are situations where Mar-
keting can do that. But more often, it is
the last of many steps along a carefully
orchestrated path. Unfortunately, the
two most-often tracked pieces of infor-
mation (if any) we see are: how much did
we sell, and how many new customers
did we get?

Gather information

on several levels

Effectively measuring and tracking
nmrketing requires ;1ppro;1ching it from
several different viewpoints — and on
several different levels.

The first step is to identify the major
tiers within the business — and exactly
\\'hﬂr C'dCh tier wants or nCCdS to kn()\\’.
Let’s begin with these questions:

What is it that top management wants
to know? In most cases, they want to
know about progress toward top line rev-
enue growth, performance against goals
and budgc[s, and pr()f‘i[ability.

Continued...
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While they are sometimes interested in
particular elements of marketing, more
often their concerns are (or should be)
big picture issues. The savviest leaders
will often be concerned about awareness,
preference, competitiveness, and trends.

Department or mid-level management
may have other information they want
to see. Some of the information will
often overlap with what top management
wants, but other parts may be unique.

For instance, managers are likely to be
interested in traffic (responses of vari-
ous types), transaction size, and timing.
How many have responded? How much
are they spending? Are they buying what
we anticipated or other things? Are these
numbers moving up or down and how
do they compare to last year? Are there
common characteristics to these buyers
we should know about and track? How
long does it take from the mailing until
the phone starts to ring or people begin to
walk in the door?

Some of the metrics that mid-level
managers will be most interested in are
quantitative and easy to capture. Other
information may be more qualitative,
subjective, and more of a challenge to
obtain. For instance, marketing manag-
ers may want customer feedback and
comments about new products. They may
also be looking for complaints and other
information that might point to problems
in one of their processes.

Having this level of information can
directly trigger another level of response
to a first-time purchase. Suppose I buy a
blazer out of your general clothing cata-
log. Will I be added to the database and
not hear from you until the next time you
send a scheduled mailing — or will you
send me a special catalog of men’s cloth-
ing with an incentive to buy more? Will
I be treated as a valuable new customer
with potential or as just another sale? I
call this response-activated marketing —
where something is done in response to
some earlier activity. This is the kind of
marketing thinking that separates great
marketers from ho-hum marketers.

The third area where marketing metrics
are important is often at ground level —
meaning the level at which your people
must actually deliver the service. Let’s use
the case of the catalog marketer again.

The folks taking the calls need to know
the likely timeframe from the day the
catalog arrives at the post office until
the catalog arrives in people’s homes

— because the arrival date is when the
phones will start to ring — not before.

Once the phones start to ring, they also
need to know how long and at what level
of intensity it will continue and eventu-
ally stop. They’ll want to know whether
responses come in a steady incline
upwards or in a more bell-shaped curve
where demand for call takers increases
dramatically and drops off gradually
days later. This information is essential
if you're going to be adequately staffed
to capture every call and opportunity.

This marketing preparedness thinking
applies to any company that hopes to get
a response from people. One company
we reviewed sends huge mailings to
people at their homes, to be opened
when people get home from work.
Amazingly, we checked and learned
their switchboards closed at 5:00.

BOTTOM LINE FOR LEADERS

The key to better measuring your
marketing is to start by asking ques-
tions and investigating what kind of
information people at different levels of
your company want and need to know.
Expect that it will vary by tier and job
responsibility.

It’s also important to know that some
information is much easier to accumu-
late than other parts. Separate out what
you can’t easily measure — brand aware-
ness and so on. There are other ways to
address them. Don’t give up because you
can’t track everything.

Then set up a system — with someone
accountable — that tracks and gatherers
that information which you can obtain.
When possible, automate it. It is impor-
tant that the information is checked for
accuracy, disseminated immediately,
and is actually reviewed and used by

the right people.

Only by using a multi-tiered system can
you assure that you will have access to
usable information about the effective-
ness of your marketing.
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Are the Nay-Sayers
Running Your Company?

If new ideas or big challenges are constantly greeted with “No’s” or rolled eyes,

you have a big problem

WHEN INTEL WANTED TO LAND the computer chip contract for Apple TV,
it didn’t submit a low bid, favorable terms, or promises of extra service. Instead,
Intel modified their chip to make it thinner and small enough to fit into Apple’s

set-top box.

The mindset that was needed to make
the modied chip and make it work is

an important part of this success story.
According to the Wall Street Journal,
after henring some nay-saying, Intel
CEO Paul Otellini pushed his engineers
to focus on how it could be done, not if
it could be done.

Instead of spending time grumbling and
arguing about feasibility, their energies
went into making it hnppcn. And make
it happen, they did. Otellini’s leader-
ship brought out the best in his people,
instead of succumbing to the voices of
those who said, “It can’t be done.”

Perhaps you've run into the “it can’t be
done” types. They also use language like
“it won’t work,” “that’s not a good idea,”
and various other ways of saying NO.
We've seen plenty of them.

But what if there were more leaders
like Paul Otellini — who anticipated the
pushback and knew how to inspire and
chzlllcngc his team to look at rhings
differently, focus on what needed to be
done, and find a way to make it happen?

A colleague who works with Apple told
me recently that that is exactly the at-
titude that Steve Jobs has instilled in his
leadership team: “Don’t tell me no. Tell
me how.” Perhaps that’s where Otellini
learned it.

It’s an attitude that works — and doesn’t
succumb to the nay-sayers.

BOTTOM LINE FOR LEADERS

Imagine what an attitude like that could
do for your company’s performance...
and America’s future.
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STRATEGY

Who Has the Power
in the Room?

How to gain an advantage in any group situation

AS CONSULTANTS, WE'RE OFTEN ASKED to present sometimes controversial
recommendations. In such cases, it’s critical to know who has the real power

in the room.

Who are the actual — not just titled —
leaders who can influence and persuade
others to adopt or reject your proposals?

There is a simple technique we recently
learned from our longtime adviser Jim
Moss that can help you figure out very
quickly who holds the power in any
group situation. It isn’t always the person
at the head of the table, or the person
who has the most to say. Often, the
answer is in the eyes.

Soon after you begin, ask a question.
Then watch carefully to see who every-
one looks at before they respond.

The person who receives the most eye
contact is usually the most influential
player in the room. They may not say

a word, but their reactions (a nod, a
gesture, a particular facial expression)
consciously or unconsciously affect how
f]]C gl‘oup I‘CSP()ndS.

BOTTOM LINE FOR LEADERS

Knowing who has the real power in any
group of people can give you a tremen-
dous advantage — especially if you are
presenting a new idea, discussing a high-
stakes or controversial issue, or recom-
mending a difficult or challenging course
of action.

Once you discover who has the real
power, you can better understand the
dynamics of the group and more ac-
curately gauge their responses to your
proposal.

You also have the ability to tailor your
argument or presentation to the power
players and improve your chances of get-
ting the group to seriously consider your
ideas.

So the next time you need to know who
has the power — follow the eyes.



envisian

Relevance is
about exchange
- providing
something of
value to people
and getting the
rewards back.

STRATEGY

Is Your Company
Relevant Anymore?

Is relevance an issue that comes up at your company? It did at the World Bank.

A RECENT FRONT PAGE STORY in the Wall Street Journal reported that
Robert Zoellick, the new head of the World Bank, has been working hard to
undo the failings of his predecessor, Paul Wolfowitz.

One of Zoellick’s new priorities is to
re-establish the relevance of the World
Bank by addressing issues such as micro-
banking, economic development of Arab
nations, and opposing corruption in
emerging nations.

Relevance is a word you don’t often hear
used concerning corporations — or even
institutions — for that matter. It just isn’t
part of the everyday lexicon we use —
even in the business schools.

But should we be talking about relevance
more — and asking questions to deter-
mine if our par[icular business — or our
current mission — is still relevant?

Is it even possible for a business to
no longer be relevant to consumers
or others, or to grow less and less
relevant over time?

Is it possible to run a profitable business
that really doesn’t contribute much that
is good or valuable to the lives of the
people who buy your products or use
your services?

Do you have much of a future

if you are irrelevant?

| once asked a bank president client
what his greatest fear was. He immedi-
ately said, “That this bank will become
irrelevant.” What he meant was that if
[hcy’ failed to turn things around, their
bank would no longer be attractive to
customers or to another institution who
might want to buy them out someday.
Interestingly, that president has now left
and many people have very serious concerns
that the bank is no longer relevant.

Have once-thriving businesses

become irrelevant?

Did McDonald’s risk becoming irrelevant
as they saw sales decline and customers
defect — while at the same time failing

to change their menu or their cooking
methods (i.e., frying with trans fats, etc.).
Did they suddenly become more relevant
when they started offering healthier
choices and fresher foods — like salads?
They are certainly seeing a turnaround
in sales and profits.

Continued...
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Did General Motors risk becoming
irrelevant? Sales were slow, their cars
tested poorly with focus groups who
found their designs stodgy and their over-
all value below that of foreign offerings.
But what happened when the designs
started to improve along with gas mileage
and alternative fuel options? Sales went
up. Was it relevance returning?

Does Coca-Cola risk losing relevance, at
least here in the United States, by insist-
ing as its Marketing Director recently
said, on simply reformulating sugary
drinks instead of focusing on what
people really want to drink today?

Have the three major television networks
—NBC, ABC, and CBS — become less
and less relevant as their once impenetra-
ble stronghold on the airwaves has been
broken up by hundreds of cable TV and
satellite stations — and more recently by
the internet and video gaming?

Perhaps it’s time to reconsider

the importance of making your
business relevant.

How do you determine and build
relevance? Perhaps a place to begin is
with these simple questions:

[ If our company and all our offerings
disappeared overnight, how long
would it take our typical customer to
replace us? (If the answer is less than,
say, 24 hours, perhaps you are already
irrelevant.) Variation: Is it possible for
our customers to get virtually the same
thing we offer from others?

(1 Are we as a company most often
followers and reactors - rather than
leaders and pacesetters?

(1 Does what we do really contribute
to a better life for our customers or
clients or some part of society?

(1 If we didn't exist as an entity, would
someone risk everything to create an
organization that does what we do?

Relevance isn’t about making money.
Money and other measures of success
can result from relevance, but they aren’t
inextricably connected. Many meaning-
less, even some might say destructive
companies and industries, make a great
deal of money (many put pornography,
gambling, tobacco, and all the so-called
sin industries in this category).

Relevance is much more important than
just making money — it’s about finding
the meaning in and the value of what
you do.

Relevance, most of all, is about exchange
— providing something of value to
people — and getting the rewards back.
Relevance is about truly mattering.
Relevance can stare down the so what?
question confidently.

Is your business or organization still
relevant? Could you ask the questions
above and be happy with the answers
you'd get? What if you asked customers,
strangers, and outsiders? How would
they respond?

How do you add relevancy back into
your business if you need it? As with
Robert Zoellick at the World Bank, it
starts with goals. Great noble goals to
serve others — perhaps those who really
need and want help. Or maybe a less
lofty but no less significant purpose of
finding new ways to make everyday life
a little easier, a little simpler, so that oth-
ers can achieve their goals.

Whatever your path to relevance, the
trick is to matter — really matter — to at
least one group of people.

And when you couple goals with values
and ideals — like leadership, innovation,
excellence, and imagination — then you
probably have something.

That’s relevance.
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Transforming Events
Into Experiences

What does the USTA know about creating a customer experience that could help your business?

THIS SUMMER'’S U.S. OPEN TENNIS CHAMPIONSHIPS in Flushing, New York

were a surprising — and powerful experience.

As big tennis fans, my husband and |
were expecting much the same experi-
ence we'd had at previous U.S. Opens
—alot of good tennis, plus the typical
inconveniences associated with large-
scale public events (traffic jams, jostling
Cl'()\\'ds, 1()Hg lillCS, ()u[l'ﬂgC()US PI'iCCS, ;Uld
rude treatment from the event staff).

But this year was very different. The
USTA had their act together — really
together. Rather than simply putting on
an event, as in past years, they created a
total experience. And what a difference
it made.

What'’s the difference between

an event and a total experience?
Typical planners often string together

a series of events and then shuttle the
guests through them. It can be lovely,
but is often impersonal. The focus is
usually on the setting and the function
from the presenter’s point of view, not on
the guest’s experience.

Planners creating a total experience
instead recognize that it's how people
interact with the event that really matters.
They deliberately see the event from the
gucs[’s perspective — floor to cciling, 360
degrees — and take the necessary steps to
anticipate and meet the guests’ needs and
surpass their expectations on every level.

So, how did the USTA deliver an experi-
ence rather than an event this year?

It started in the parking lot. In years
past, we've arrived at the National Tennis
Center guided by a series barely-readable
signs to distant parking lots on un-
marked grassy fields. We would abandon
our car, desperately look around for some
sort of landmark so that we could find
our vehicle again, and bcgin the l(mg walk
— usually a mile or so — to the entrance of
the tournament grounds.

This year we were greeted by very
friendly New York police who kindly
directed us to well-marked gravel park-
ing lots, where we received tickets with
our lot designations on them so that we
could easily return to the right place to
collect our car after the event. Then, we
were directed to nearby air-conditioned
shuttle busses, where another friendly
tournament staffer managed the flow of
people onto the waiting transports and
quickly and efficiently drove us to the
tournament entrance.

There were the usual security procedures
at the entrance, but there were a number
of express lines for attendees not carrying
bags or purses. This made the process
faster and more convenient.

Continued...
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Once inside we headed for the café
stands where we paid an outrageous
$27.50 for two hot dogs, two cokes, and
an order of fries — some things never
change! But as we ate our overpriced
lunch at one of the outdoor tables, we
noticed that the grounds looked incred-
ibly clean — much more so than we
remembered from past years. Throughout
the day we saw grounds people con-
stantly sweeping and cleaning. They were
everywhere. The result was a lovely and
inviting environment.

We also noticed a lot more small stands
throughout the grounds where you could
grab a bottle of water or an ice cream to
cool down without having to wait in long
lines. It was a hot day, and people loved
the convenience.

Another remarkable change was the
friendliness of everyone associated with
the tournament. They were energetic,
polite, genuinely helpful, and clearly well
trained. Even the maintenance workers
would engage you in conversation — ask-
ing how you were doing and if they could
help you with anything. Everyone showed
their training — and someone’s good
thinking with their parting words — enjoy
your Open.

The one blemish in this otherwise ex-
ceptional experience came when I tried
to buy some t-shirts. There were several
nice styles, but almost every one was sold
out — despite several samples on display.
When I asked if I could buy the samples,
they said no — those were for display only.
It was tremendously frustrating. Only one
vendor was taking display samples down
and selling them like crazy. The rest were
left apologizing to angry customers.

At the end of the day, we boarded the
cool, comfortable bus outside the sta-
dium gate and were dropped off right by
our designated parking lot where we easily
retrieved our car and set off for home.

The tennis was fabulous — as usual. But
the experience this year was remarkable.
We felt welcome, respected, cared for,
and safe — and that enabled us to really
enjoy our Open. 1 can’t wait to go back!
And I bet a lot of other people feel the

same way.

Disney, Southwest, and others follow
this same principle by dissecting and
focusing on the customer experience

as a way to distinguish their products
and services. In doing so, they’ve created
loyal customers who are often their best
ambassadors and marketers — result-

ing in new and repeat business that has
kept these companies at the top of their
industries.

BOTTOM LINE FOR LEADERS

What could your company do to create
areally great total experience for your
customers? Start by putting yourself

in your customers’ shoes and seeing the
experience you offer from start to finish.
Ask yourself what the customer really
wants and needs to make this the most
enjoyable, efficient, worthwhile experi-
ence possible.

What's missing? What's difficult or in-
convenient? What would you love about
this experience if you were the customer,
and what would drive you crazy?

Then find ways to begin to fix or at least
improve these gaps. It may require some
extra planning time, effort, training,
and perhaps expense — but the payoff
from their satisfaction and enthusiasm
could be worth millions in retaining
customers, adding to sales, building
good-will, and more.

Perhaps most important — instead of
ignoring the process because it akes
time and money, consider creating a
great customer experience as a way to
have the kind of lasting impact that can
really make money.
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