FFO'REW AR B P LANE

Imagine that you had the same strategy as your competitors, but you had a
technology they did not have access to? What would that mean? Imagine you

could see certain things about your business environment others could not.
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Here are a few real-life issues of life as a manager:

1. Our teams do not have enough initiative. Sometimes it seems people

need to have everything spelt out to them.
2. The teams do not work together, communication is just not happening

3. New initiatives take too long to implement. Changes just seem to take a

huge amount of energy

4. Competitors seem to be able to do things we can't. Their staff are

responsive compared to us it seems.

5. Competitors come up with better new ideas than our team. Better staff
would mean more expensive staff, and we have to work with the

current team, so we are stuck in a way.

6. We try to limit any changes or reorganisation to the minimum, because
it seems every time we attempt to change something, the ball gets
dropped

The point here is that as a manager or a managing team, there is a fair
amount of energy expended in getting the teams (I'll use the word team to
refer to co-worker, employees, associates, contractors, etc.) to somehow
implement the day to day business, and also adapt, respond and move

towards new situations.

With Forward Plane we have developed new tools to help with personal
performance. Then we expanded these tools to extend to team work, because

it was obvious that one of the biggest area of missed opportunity was across
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organisations that need to respond. Missed opportunity refers to inefficiencies

as well as missed positive good things.

Success as a management team comes from a combination of three things:
good strategy, good implementation and good fortune. Good fortune means
having good brand, good supplies, good design, location and any manner of
favouring factor. If you sit on the Lybian oil reserves that can be extracted at
a lower cost than almost anyone else, that’s just plain good fortune and your
business is likely to be very profitable. The rest of us have often to make do

with slightly less fortunate premises.

I will leave strategy here, because it is not my area of speciality. There are
plenty of experts and expert tools out there for strategy. Furthermore I
believe industry specialism is often crucial (hence the statistical success of
management buy-outs). I am one those who believe that implementation is
as important as strategy. Having just worked on a long term project for a
major bank, where the team I have been managing was the just about the
only one to deliver on time thanks to Forward Plane, I feel very confident

about this topic.

As far as I am concerned, most people go about generating understanding,
generating innovation, and even generating style in an antiquated method. It
is the equivalent of “hunter gathering” whereas Forward Plane goes about

these processes in a more “cultivating” way. I get a lot of argument at the
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outset when I say this. So much so that as a rule I just do not mention it (and
simply put it in practice) . But this is still the basic principle, and I spent more
than 10 years as a consultant in investment banking with this principle. I have

had ample time and numerous opportunities to test, verify and refine this.

This is the choice I think you have: either you let your team bumbling along,
going about implementation, new organisation, implementing new product,
evolving with the market and generally competing. Or...use a technology such
as Forward Plane and you use a system, a tried and tested method to
systematically organise these things. The funny thing is, you cannot just walk
up to a member of staff and say, “do more implications” or “see more
implications”. And yet more work on implication with the same team
members mean fewer balls being dropped, few issues averted or resolved in
advance and generally a better customer product experience. In a way, in his
book “hit ground running” Mark McCormack touches on many of the aspects,

though he primarily addresses business travel and business on the road.

Beyond the explicit work on implication, the next explicit aspect is with
business processes. This has a specific meaning for me, but the concept of
business processes is universal. For instance a restaurant has business
processes for cooking, for serving, for cleaning up and for order taking. But it
also has others: training, location selection, décor management, hygiene
management, supply ordering, recipes and so on. Very often again this is left
to come though ‘naturally’ (again, the hunter-gatherer approach of what is
there is there) or the process can be turned on its heads to be dynamic. Here
is a counter-example: I go into a high-street appliance store and have a
question about a DVD player or an iron. The sales assistant, who has

anticipated none of this, attempts to answer by reading the box (not realising
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the implication is that I dont know how to read, amusingly...). By the time
your team is caught off guard by a question from a client, internal or external,
it is a little too late. Of course not everyone can know everything every time,
but I can assure you that as a manager there are specific, cheap and

energising steps you can take to cultivate the business processes.

Even more surprising, and for me, even more lucratively, technology works
the same. That is why the prime users of Forward Plane are in high

complexity, fast rate of change or technology products industries.

The next step is innovation or creativity. I am going to keep this paragraph
short because by now I expect you already know what I am going to say next.
It is possible to put in place a process to be systematic with ideas generation.
Again the approach that seems to work here is a basic active training at the

outset, and then regular reinforcement.

Ideas generation is a great activity any way. The key is to have the tools to
get the stuff out of the sub-conscious. Or even better to actively seed the
subconscious to increase the output. For the private product of Forward
Plane, we recommend that people generate 15 to 30 new ideas each day.
Which is the equivalent of 5000-10000 per year. It may seem a lot but that
the price to pay to compete in this economy. There are people in China, India
and other places that are competing with all of us. Investing the cost of a few
hours in learning what I think is the best technique bar none is more than
worthwhile. I have taken people with years of experience and I was still able

to impress them. That's how strong the training is.
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This is an area that may seem “from the little left field” and yet some
companies are doing very good business out of this. And conversely, others
stumble.

The point here is a little discovery the Forward Plane team made a few years
ago. A significant part of what makes a product pleasant and attractive is
actually not really picked up consciously. So one of the aspect we look at
when we start with a new operational area is the extend to which there are
aesthetic factors. Think of a hotel for instance with the entrance, the lobby,
the building itself, the rooms etc. even the staff and breakfast. Or think of the
iPod or cars such as BMW. The recommendation here is specifically
(remember no more hunter-gathering!) on two aspects: developing the
sensory skills of the team and putting in place processes for consciously
designing for the non-conscious mind. The first is a multi part process. It
normally is a real eye opener for people involved. Not quite an epiphany but
still a very worthwhile personal experience. And the second part, “consciously
designing for the non-conscious mind” can become a business process, as

outline in one of the above chapter.

There’s quite a lot more that could be said about helping organisations. In
particular the aspect of soft skills is not included here. By now the concept of
EQ or Emotional Intelligence is fairly well known. Though it is not Forward
Plane I have a lot of respect and admiration for the work on Persuasion IQ by
Kurt Mortesen. At Forward Plane we have an entire module (and model) for
this because we simply could not find what we wanted elsewhere. Our module
and technology is called Awareness Technology and without falling into the
trap of “not invented here” , AwTech for short does for these topic the

standard process of moving from hunter-gathering to cultivation. And yes, we
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do cover issues such as the not-invented-here syndrome, and others such as

shoot-the-messenger, rapport, what to do about the contrarian reflex etc.

I hope you found the above ideas useful and relevant. Given the time and
space constraint of this little report, I have tried to pack as much advice as
possible and to make the message stimulating and relevant to the issues you
may experience with your team. The main message is that culturally or
otherwise, we've often reach the point that we take for given certain things
that should not be taken as fixed. One of the thing I often say with the
private products of Forward Plane is that a lot of people are strangely aware
of a gap between the strength they feel inside and how well things pan out on
a day-to-day. This off feeling of I know I could do better. This is something

you could give yourself and your team.

I would be very glad to receive and respond to comments and questions. Just

email me at jerome@forward-plane.com.

Regards and thanks for reading

November 2008

Jerome Thircuir
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