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Presenter
Presentation Notes
In recent years, there has been a lot of talk about the mindset shift leaders need to make.  “It takes a mindset shift” is a term littered throughout leadership and other articlesThis has been particularly pronounced as organizations have dealt with digital disruption.The message is clear – organizations, and leaders need to think differently.In last year’s research, Tomorrow’s Leaders Today, we asked leaders what mindset they need to be successful in the future.What we did in this year’s research is to take those mindsets and further investigate what actions the best leaders do to embody these mindsets.We asked about their challenges and their successes.  The result?  The research we are about to share.
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Summary Results
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Leadership Mindsets
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ENTERPRISE AGILE

INCLUSIVEGROWTH
The belief that skills and behaviors can be 
cultivated through effort.

With this mindset, challenges, obstacles and 
feedback become an opportunity to learn and 
grow.

The belief that contribution and performance are 
unleashed in an inclusive environment.

With this mindset we see differences in how others 
think and behave as advantages to be leveraged.

The belief that success is maximized when we 
prioritize the needs of the larger 
organization. 

With this mindset, all decisions in my team or 
business unit are made for the greater good 
of the company.

The belief that success in a complex and volatile 
world requires flexibility adaptation, innovation, 
and resilience.

With this mindset we fail fast and achieve success 
by being nimble in the way we think and act.

MIND-SET:
A particular way of thinking, 

shaped by attitudes and opinions, 
that guide and influence the 

actions you take.

Presenter
Presentation Notes
We define mindset as a particular way of thinking, shaped by attitudes and opinions that guide and influence the actions you take.  And we defined each of these mindsets.



Summary
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OBSTACLES 

Time & production pressures
Self limiting beliefs from team
Risk adversity
Lack of connection to 
organizational goals

Leaders fall back on existing 
processes, a consensus mentality, and 
the same go-to people

GROWTH, INCLUSIVITY, AGILITY, and ENTERPRISE
thinking encourage leaders, and their people, to push 
the boundaries of what is possible, to seek diverse 
opinions and approaches, and to feel empowered to 
make decisions for the greater good.  

These conditions establish a workplace where the organization: 

• Encourages risk taking
• Empowers their teams
• Increases resiliency
• Connects to organization’s purpose
• Drives innovation

An organization that achieves extraordinary results and 
where employees thrive.  



Unpacking Each Mindset
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What the best leaders do to 
demonstrate a growth mindset

Growth Mindset
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45%

26%

18%

8%
3%

Provide appropriate coaching to ensure 
their team members succeed 

Identify unique skills of their team in 
assigning tasks 

Provide support that encourages 
individuals to take a risk 

Communicate confidence in employees 

Provide a safety net if their team 
members don’t succeed 

Presenter
Presentation Notes
A substantial number of respondents, 45%, to this study said that providing appropriate coaching to ensure their team members succeed is what the best leaders do to demonstrate a growth mindset.A leader who coaches instill confidence in their employees.  They provide space for their employees to choose their own path to success and provide support along the way.  A coaching mindset and a growth mindset are aligned because at the core of both is the belief that individuals are resourceful and it’s the coach’s job to help unleash potential, not tell the employee in a very prescriptive way, what they should do.  A leader with a growth mindset also needs to understand their employees strengths and weaknesses so they can coach for contribution.  We also know that equally important is understanding their values so they can also coach for satisfaction.  With a dual focus on coaching towards these two elements they will, in turn, impact the employees level of engagement.Product connection – EC2, Career Coaching, Executive Coaching



Growth Mindset
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OBSTACLES
• Lack of time
• Organizational pressure to deliver more 

quickly
• A culture that punishes failure
• Self limiting beliefs of team member who are 

not convinced of their growth potential

“Don’t wait for planned opportunities to coach – create a coaching culture by 
supporting everyday coaching conversations. Dial up your career coaching by having 
frequent discussions with your team members so you can know and understand 
what’s important to them and what they like to do.”

I am challenged by…
Cultivating skills and behaviors, in oneself and in 
others, requires time to learn, to practice, to 
reflect, and to question. The biggest challenge for 
me is balancing the need to deliver increasingly 
complicated deliverables in increasingly shorter 
time with the investment in time required to 
cultivate growth.

Presenter
Presentation Notes
But the path to a growth mindset has obstacles that a leader needs to overcome.  What our respondents told us is most challenging in embodying a mindset of growth is Lack of timePressure to deliver more quickly (production pressures)A culture that punishes failureSelf limiting beliefs.The payoff is there when a growth mindset takes hold.  Success indicators include:A proactivity to take on challengesFeelings of empowerment on the part of team membersIncreased risk takingInnovative thinking.They make decisions without asking me - it's not in the recouping but in the proactivityPerformance is betteropenness to feedbackInnovation and out-of-the-box thinkingNew opportunitiesProactivit - initiativeNew IdeasFeedback and self reflectionAsking for new challenges/opportunities***Product tie in/conversation lead in – What are you doing to encourage a coaching culture?  Are you developing your leaders as coaches?  Encouraging them to have Everyday Coaching Conversations?*****



Inclusive Mindset
What the best leaders do to 

demonstrate a inclusive mindset
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43%

19%

15%

15%

8%

Regularly invite input & feedback from 
people who look, think, or behave 
differently from them 

Recognize their own unconscious biases 
and proactively account for them 

Take actions to stop micro aggressions or 
other biased behavior when they see them 

Prevent the formation of an “inner circle” vs. 
creating openness and transparency for all 

Initiate and sustain conversations about 
inclusion and diversity 

Presenter
Presentation Notes
Our research revealed that the best inclusive leaders are most effective at regularly inviting feedback from people who think, look, or behave differently from them.In fact, 43% of those surveyed said this action was most important in exhibiting an inclusive mindset.While recognizing their own unconscious bias and account for them was the second most important factor, valuing the actions associated with inviting important and feedback from others speaks volumes about the need to go beyond self reflection and manifest the behaviors they want to see in their team.  



Inclusive Mindset
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OBSTACLES
• Personal unconscious bias
• Time & task focus
• Risk adversity
• Fear of speaking up/getting people to 

respond freely

I am challenged by…
[A] Solution first mindset. It is human nature to 
solve problems and it is difficult to ensure that 
all relevant viewpoints and data are used to 
achieve the best possible solution. It is also 
easier to go with trusted allies than risking 
being more inclusive. A great leader must also 
take the risk to bring everyone on the team into 
the process. This may change based on the risk 
profile of each task.

“Support your leaders in enhancing their communication skills to improve their 
ability to draw out perspectives that are not being heard. Coaches and mentors can 
be helpful resources to spur self-reflection and challenge thinking around personal 
biases.”

Presenter
Presentation Notes
At the same time, while seeking input from others is the top action an inclusive leader can take, leaders told us they must first work on readjusting their own thinkingOne of the primary obstacles to demonstrating an inclusive mindset is a leaders’ ability to check their own unconscious bias.Time and risk adversity were also obstacles our leaders mention.  When time is of the essence, leaders say it’s easier to fall back on familiar thoughts, people, and patterns of behavior.  The intentionality of inclusion is lost in favor of choosing sameness.Success Indicators- Ultimately, what leaders want is liberation from needing to be the loudest and most important voice in the room.  Inclusive leaders want to hear people speaking up, challenging them, and engaging in healthy debate.  They want to see their people mirroring the actions of reaching out to others proactively to get a different point of view or insight.  Because, ultimately, when they see this happen, they know they are successful in creating an inclusive environment.Hearing the words of their team – team members speaking up without fear and engaging with others in constructive and healthy debateCollaboration with each otherLess dependence on me (the leader)Longer team payoff of innovation, engagement and productivityProduct connection – Inclusive Leadership



Agile Mindset
What the best leaders do to 

demonstrate an agile mindset
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31%

27%

21%

15%

6%

Adapt to workplace dynamics and 
obstacles 

Demonstrate an ability to bounce back 
from challenges 

Make decisions effectively 

Adjust to issues outside the organization 

Leverage data in a way that is useful 
and relevant 

Presenter
Presentation Notes
The most important capabilities of an agile leader are the ability to adapt to workplace dynamics and obstacles and rebound from challenges.  In fact 31% of respondents identified adapting to workplace dynamics as the top skill of agility followed by the 28% who cited the ability to bounce back from challenges.For the agile leader, it’s the ability to overcome obstacles and bounce back from challenges that is most prized.  Agile leaders are shedding old processes and procedures in favor of alternative and innovative approaches. But in order to do that, they need to be comfortable with the uncomfortable – with moving ahead with partial information or a plan that is not fully hatched.  The point is that an agile leader is flexible enough to adjust or adapt their plan based on new information or new conditions.  Much like the growth oriented leader, they don’t fear failure, they see it as part of the process.



Agile Mindset
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OBSTACLES
• Organizational structure dependent on 

approvals, stakeholders, processes
• Risk adversity/slow to change
• Analysis paralysis
• Organizations that don’t support fail-but-

learn mentality

I am challenged by…
Organization structure, design, protocols, 
channels, complex relationships, power axises, 
at times, make it difficult to be agile. At times 
target segments you are trying to help, or 
outcomes you are trying to achieve, may not 
be ready to be very quick implementation 
and change.

“Drive trust among your team members so they can support each other and feel 
comfortable moving even small milestones forward in the face of uncertainty.  Help 
them develop ways to anticipate resistance to change and increase their personal 
resiliency.”

Presenter
Presentation Notes
Leaders can only be agile if their environment allows them some flexibility in how they execute their plans.  When leaders are mired down in a consensus driven culture, their ability to be flexible is significantly compromised.The biggest challenges to an agile mindset are:Consensus driven cultureOrg structure dependent on approvals, stakeholders, processesRisk adversitySlow to change/to move out of comfort zone/old patterns and methodology feel safeAnalysis paralysis – failing fast is uncomfortableData uncertainty – how much do I need, how much is too much?Success for the agile leader emerges throughEmpowered and autonomous teams – a “we got this” mentalityINCREMENTAL ACTION – teams decide that doing something is better than sitting and waiting for perfection which really results in no movement at allChange is not a byproduct – it’s a likely outcome…we ANTICIPATE change more so than even adapting to it. “Oh, there’s change and we were expecting it.” and not “OMG there’s change….AHHHHHHHH”Product Connection = Change Leadership!



Agile Mindset
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INDICATORS OF SUCCESS
• Team members are empowered & 

autonomous
• Decisions are make without leader input
• When faced with major obstacles, 

incremental action is taken  
• Willingness to fail fast without fear of 

retribution
I will see success when…

People will adapt to changing and revolving 
circumstances. Performance will surely increase 
when team members dare to take on new 
challenges and have the confidence to shift 
strategies as needed in order to produce a 
desired outcome.

Presenter
Presentation Notes
Leaders can only be agile if their environment allows them some flexibility in how they execute their plans.  When leaders are mired down in a consensus driven culture, their ability to be flexible is significantly compromised.The biggest challenges to an agile mindset are:Consensus driven cultureOrg structure dependent on approvals, stakeholders, processesRisk adversitySlow to change/to move out of comfort zone/old patterns and methodology feel safeAnalysis paralysis – failing fast is uncomfortableData uncertainty – how much do I need, how much is too much?Success for the agile leader emerges throughEmpowered and autonomous teams – a “we got this” mentalityINCREMENTAL ACTION – teams decide that doing something is better than sitting and waiting for perfection which really results in no movement at allChange is not a byproduct – it’s a likely outcome…we ANTICIPATE change more so than even adapting to it. “Oh, there’s change and we were expecting it.” and not “OMG there’s change….AHHHHHHHH”Product Connection = Change Leadership!



Enterprise Mindset
What the best leaders do to 

demonstrate an enterprise mindset
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33%

24%
20%

16%

7%

Link team performance to organizational 
outcomes 

Provide clarity around goals 

Facilitate efforts among different 
groups/divisions 

Share talent/people to achieve goals 

Celebrate shared accomplishments 

Presenter
Presentation Notes
Finally, the findings on Enterprise Mindset were, perhaps, the most sobering.  Because what we found is that the best enterprise thinking leaders do some pretty basic thingsFirst, they link team performance to organizational outcomes and they provide clarity around goalsFor those of us who reviewed the research these actions seemed abundantly logical.But in prioritizing them, and in the comments we reviewed from leaders, it became pretty clear that just because they should be taking these actions, doesn’t mean that they are.What we heard was that when leaders are fundamentally able to help individuals link the work they do and the work the team does to company goals, they are fostering an enterprise mindset.  Employee get caught up on the day-to-day activities that can sometimes feel disconnected from a larger purpose.So it’s the role of the header to draw those connections time-and-time again.And while I think many companies would point to the repetitive articulation of corporate goals through internal campaigns, websites, and slogans, the fact is that these appears to come across as a bit of white noise to the people responsible for delivering on those goals.Before leaders can work on more difficult enterprise actions like breaking down silos and collaborating across business units, they need to start at home by helping to clarify goals and link the day-to-day to that something bigger.



Enterprise Mindset
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OBSTACLES
• Failure to personally associate with 

corporate targets
• Day to day gets in the way of corporate 

objectives
• Lack of knowledge of company-wide plans
• Define – connect – show impact is hard 

to do

I am challenged by…
The vision of a larger goal is often blurred when 
facing temporary challenges. The hard task of any 
efficient leader is to redefine the larger vision and 
link motivation and performance to a clear 
picture of something that doesn't yet exist, but 
that is valuable for everyone once achieved.

“Listen to your employees regularly about their level of engagement, focusing on 
their satisfaction and their contribution. Find out what matters to them. Be curious.”

Presenter
Presentation Notes
ObstaclesObstacles, then, to that enterprise thinking are a lack of personal association or connection to company goalsDay to day work interfering with corporate objectives was another frequently mentioned obstacle underscoring that the day to day is seen as wholly disconnected from larger objectives.Lack of knowledge of company wide plans – even if the goals are shared, they may not be well understood.  Key message to leaders - Fall out of love with your grand visions and, for your people, make it real.  As a leader connect, reconnect, and connect again through your communication to the ultimate purpose of the work your team is doing.Indicators of SuccessEmployees can use their own language and make individual/personal connections to company goalsIndividuals articulate success relative to group, not individual goalsWin as a team thinkingEmployee engagement – contribution to goals AND personal satisfaction/connection to the work being doneProduct connection – Engagement Suite – TCE, Engagement Equation



As an ORGANIZATION, try this instead…
Create a coaching culture – one in which leaders know how to coach 
others and do so as a normal way of operating day to day

As a LEADER, try this instead…
Find coachable moments throughout the day. You don’t need 
sit-down events to help your people uncover new opportunities

As an ORGANIZATION, try this instead…
Ensure the C Suite has a sense of ownership around diversity and 
inclusion and models inclusive behavior

As a LEADER, try this instead…
Seek input until it becomes habit, not an extra thing to do 
(unconscious inclusion)

As an ORGANIZATION, try this instead…
Evaluate your processes – eliminate steps, minimize the number
of stakeholders

As a LEADER, try this instead…
Empower your teams to make decisions in the absence of 
complete information

As an ORGANIZATION, try this instead…
Use plainspeak. Fall out of love with complicated vision, mission, 
and values language and make it real

As a LEADER, try this instead…
Connect and reconnect employee conversations to 
organizational goals

What We Need to Do Differently to Shift Mindsets Across the 
Organization and What You Can Do Tomorrow as a Leader 
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ENTERPRISE

GROWTH

INCLUSIVE

AGILE

What we say…
Seek input from a 

range of perspectives

What we say…
Make decisions quickly, 

fail fast, rebound

What we say…
Make decisions that 

benefit the larger 
organization and 

its goals

What we say…
Learning and growth 

are highly prized

But we…
Drive for consensus and 
rely on “go to” people

But we…
Weigh down with cumbersome 
processes, extensive analysis, 
and stakeholder buy-in

But we…
Fail to connect those 
decisions and day-to-day 
work to those goals

But we…
Reward speed and 
accomplishment



Equip Your Leaders
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Equip Your Organization

SEEK INPUT FROM OTHERS

GET COMFORTABLE WITH 
THE UNCOMFORTABLE

CONNECT TO 
COMPANY GOALS

DRIVE EVERYDAY COACHING 
CONVERSATIONS

RETHINK LEADERSHIP 
DEVELOPMENT

REDEFINE SUCCESS

COMMUNICATE CLEARLY

ENCOURAGE ONE-ON-ONE 
COACHING AND MENTORING

EXAMINE 
YOUR CULTURE

Presenter
Presentation Notes
Practically speaking, here are some things you can do to equip your organization and your leadersExamine Your Culture – Consider whether an enterprise-wide culture change is required.  A culture change that anchors on bold and noticeable changes from your top executives, with an expectation to model that behavior throughout the organization.  Leaders need a culture that supports or demands they shift their mindset.Rethink Leadership Development – Ensure your programs/approach start with a mindset a shiftRedefine Success – Redefine success not just as accomplishing goals, but the way they go about it – including their ability to embrace changeCommunicate Clearly – Keep language and messaging simple and clearEncourage one to one coaching and mentoring – Spur self reflection and challenge thinkingEquip LeadersDrive Everyday Coaching Conversations – Ready leaders to coach in the cadence of their day-to-day so new possibilities can be realized.Seeking Input From Others – Gain diverse perspectives and do it again until it’s not an add on process.  Unconscious inclusion.Get Comfortable with the Uncomfortable – Allow your teams a greater sense of ownership around their decisionsConnect to Company Goals – Talk about their engagement and their career – Everyday interactions to reconnect to company goals



Driving Innovation from Within
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JOBS
GATES

ZUCKERBERG

MUSK

DELL

AIRBNB 
FOUNDERS

Presenter
Presentation Notes
The well-loved entrepreneurial story is more myth than reality, asentrepreneurial guru Michael Gerber points out in his enormouslyinfluential book and concept, E-Myth. The true story of innovationis less sexy, less sticky, and more complicated, which is why we don’tdiscuss it as often.https://steveblank.com/category/corporate-innovation/ https://www.goodreads.com/work/quotes/1468535-the-innovator-s-dilemma-the-revolutionary-book-that-will-change-the-way



Presenter
Presentation Notes
The idea that innovation comes from entrepreneurs who leave school with an idea, step in a garage (this image is of the original Hewelett Packard garage) to invent something new, is actually more myth than reality. https://steveblank.com/category/corporate-innovation/ https://www.goodreads.com/work/quotes/1468535-the-innovator-s-dilemma-the-revolutionary-book-that-will-change-the-way



“Large change typically requires many resources and 
large investments, awakening internal competition 
and resistance from the corporate antibodies.”

John Hagel

“The very decision-making and resource-allocation 
processes that are key to the success of established 
companies are the very processes that reject disruptive 
technologies.”

Clayton Christensen

Presenter
Presentation Notes
https://steveblank.com/category/corporate-innovation/ https://www.goodreads.com/work/quotes/1468535-the-innovator-s-dilemma-the-revolutionary-book-that-will-change-the-way



30 Most Transformative Innovations of last 3 Decades
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Heather Davis
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Presenter
Presentation Notes
Background photo source: Photo by Tom Swinnen from PexelsHeather Davis image: TIAA websiteAmong the many advantages of innovation from within a company is the reciprocal relationship to scale. Being an innovator working from within an established organization can enable you to scale more quickly. And growing in scale makes more innovation possible. Let me tell you two stories to illustrate. Heather Davis is a senior managing director at TIAA, a leading manager of retirement funds. The $45B private equity fund she helped build is one of the largest owners of wineries, farms, and other forms of agricultural real estate in the world. By investing in agricultural real estate and in technologies to increase farmer productivity, she is pursuing a mission to help prevent a world food crisis. She has even used this platform to launch social efforts. When many of their farms were having trouble recruiting workers, Heather flew over to assess the situation. In a large apple orchard, she observed workers carrying heavy loads, performing repetitive tasks. Heather is also the mother of an autistic child, so it became immediately evident to her that such work was ideal for people with autism. She launched the “Fruits of Employment” program, which strategically employs workers with autism and other disabilities at agricultural sites such as apple orchards and vineyards. By doing this within TIAA, to the benefit of society and TIAA, she was able to achieve instant scale, quickly reaching a level of impact that might have taken years to achieve on her own.  I’m sharing Heather’s story to illustrate the importance of scale. Startup companies are young, disruptive, and risk-taking. But once they find a business model that works, they start repeating that model in order to scale up. To do this, they turn to the bureaucracy they once scorned. They start narrowing tasks and tightly monitor the performance of those tasks. They become risk-averse. Their level of innovation droops. 
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Chuck House

Presenter
Presentation Notes
Source of photos: HP corporate websiteChuck House was an engineer at HP in the early 1960s, working on a project to build large-scale electro-static displays. He described these to me a “big TV connected to a computer.” When David Packard visited House’s lab, he didn’t like House’s project at all and told him that he didn’t want to see it in the lab when he returned next year. Of course Packard meant he wanted to kill the project. But House chose a different interpretation. He took this to mean that the project had to be launching in less than a year.  On his own time, during the holidays, he took a prototype to potential buyers and returned with orders. His boss at the R&D lab was furious, saying, “I thought I told you to kill this thing.” To which House replied, “No, sir. You said when you came back, you didn’t want to see this in the lab. It isn’t. It’s in production.” By making an unconventional choice – to “go into the kitchen” so to speak – House laid the foundation of technological revolution. His technology became the first commercially available computer display. Had House not made this choice we would not have seen Neil Armstrong land on the moon.  Two decades later, HP awarded House the “Medal of Defiance,” which was “Awarded in recognition of extraordinary contempt and defiance beyond the normal call of engineering duty. … Charles H. House, using all means available – principally pen, tongue, and airplane to extol an unrecognized technical contribution, planted the seeds for a new market …” Chuck House, interview by Kaihan Krippendorff, December 14, 2014 
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3
For something to be an innovation, it must be deemed 
valuable to relevant stakeholders (e.g., customers, investors, 
partners, and other stakeholders).

Innovation Requires

26

VALUE

© 2019 Kaihan Krippendorff, All Rights Reserved. 

1 NEWNESS

ADOPTION

A solution, idea, model, approach, technology, 
process, etc. that is considered significantly different 
from those of the past. We might say that for 
something to be an innovation, it must be surprising.

Being surprising is not sufficient in itself. To become an 
innovation, a new idea must be adopted (or diffused).



Entrepreneurship

Bureaucratization
Narrow tasks
Tight monitoring
Risk aversion

Start-up
Disruptor
Risk-taking

Scale
Capabilities
Slack resources
Absorb / diversify risks

Level of Entrepreneurship

27© 2019 Kaihan Krippendorff, All Rights Reserved. 

Presenter
Presentation Notes
However, as they continue to grow, four factors come into play that invigorate internal innovators and give them great advantage: 1. They have scale that entrepreneurs cannot match easily. 2. They can access multiple capabilities under one roof, tapping technology and experts from across the organization. 3. They can take advantage of resources their company has to invest (academics call these “slack resource”). Entrepreneurs must fundraise continually.4. They can diversify risk. By making multiple bets, knowing some will fail but others will work, they have the ability to make the returns from innovation predictable.



Activate your INTENT 
to innovate

Understand what 
the market and 

organization NEED

Generate a portfolio of 
innovative OPTIONS

Predict and neutralize 
VALUE BLOCKERS

ACT on experiments 
(don’t write a plan)

Assemble a fast-moving, 
cross-functional TEAM

Manage the ENVIRONMENT, 
finding an "island of freedom”

IN-OVATE

28© 2019 Kaihan Krippendorff, All Rights Reserved. 



What Stops Us from Taking Action
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BEHAVIORAL 
BELIEFS

“What outcome 
would the behavior 

produce?"

NORMATIVE 
BELIEFS

“What would other 
people say? Is this 

acceptable 
behavior?”

CONTROL 
BELIEFS

INTENTION

ACTION

“Can I do it?
Am I capable?”

Presenter
Presentation Notes
Alan Carsrud and other academics have studied “entrepreneurial inention” and find there are three types of believe that primarily drive or constrain entrepreneurial inention:Behavioral beliefs: The belief that the actions that would be required would result in a desirable outcome. You are asking yourself “would this work?” and answering yes or no.Control beliefs: The belief that you are capable of taking the actions that would achieve the outcome. That you can accomplish the task, that you have the self-efficacy required. You are asking yourself “am I capable?” and answering yes or no. Normative beliefs: How you believe other people would react if you take the action necessary, and the degree to which that influences you. You are asking, “what would my colleagues or friends or mother say?” Norris F. Krueger and Alan L. Carsrud, "Entrepreneurial Intentions: Applying the Theory of Planned Behaviour," Entrepreneurship & Regional Development 5, no. 4 (1993).Albert Bandura, Social Foundations of Thought and Action: A Social Cognitive Theory (Englewood Cliffs, NJ: Prentice-Hall, 1986).



Three Conditions
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Market Organization

Me

© 2019 Kaihan Krippendorff, All Rights Reserved. 



Organizational needs
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Trends:

1.

2.

3.

4.

5.

6.

7.

8.

9.

Strategic Orientation:

People

Operations

Product

Customer

Investor goals:
❑ Value
❑ Growth
❑ Income

❑ Impact
❑ Momentum
❑ Other ________

Time horizon:

Core

New

Options

Abandon

Mission:

Vision:

Priorities:

Goals  (by when?):

Alignment:

© 2017 Outthinker LLC All Rights Reserved. 



The Idea Framework
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EXPAND

Brainstorm 
solutions

DISSECT

Dissect the 
problem then 
focus on parts 
others are 
ignoring

ANALYZE

Prioritize ideas

IMAGINE

OBJECTIVES

Imagine the 
future and 
define an 
“impossible” 
goal

© 2019 Kaihan Krippendorff, All Rights Reserved. 



Expand: 7 Brainstorming Patterns
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NARRATIVE 34
COORDINATE THE 
UNCOORDINATED

NARRATIVE 7
TURN AN INTERNAL CAPABILITY 
INTO AN ADVANTAGE

NARRATIVE 30
FIND AN UNORTHODOX PATH

NARRATIVE 27
APPLY AN ABANDONED 
INNOVATION

NARRATIVE 13
SERVE “SUPERUSERS”

NARRATIVE 33
BE GOOD

NARRATIVE 14
SMALL SCALE ADVANCE

What is uncoordinated that you would like to 
coordinate?

What internal capability can we turn into a 
business?

What new paths have we/ the industry not 
considered?

What has been abandoned that you could 
repurpose?

What are your “super-users” asking for? What 
are their pain points?

How can you innovate by doing good in the 
world?

What pain point can you turn into an 
innovation?

SPOON READS 
(MACMILLAN)

AMAZON WEB SERVICES

LOUVRE ABU DHABI

3M POST-IT

GARMEN WATCH

FRUITS OF EMPLOYEMENT 
(TIAA)

DISNEY FAST-PASS
PATTERN QUESTION EXAMPLE

© 2019 Kaihan Krippendorff, All Rights Reserved. 



Innovations Often Fail When They 
Conflict With Existing Business Model

34

• Marketing tests indicated this 
would be a breakthrough product 
(cookies, name, packaging all 
tested strong)

• Truck drivers not in habit of 
visiting snack isle … did not 
restock consistently

• Launch failed relative to 
expectations

© 2019 Kaihan Krippendorff, All Rights Reserved. 

Presenter
Presentation Notes
Photo source: Michael Feiner, former chief people officer of Pepsi and author of The Feiner Points of Leadership, tells the story of the Pepsi snack business unit Frito-Lay, which had developed what they thought was the ultimate cookie. Taste tests, focus groups, and surveys proved it. Pepsi had a hit on their hands.  But their product—called “Grandma’s Cookies,” a name that scored remarkably well in market tests—today is relatively unknown. Why? Because this breakthrough product did not line up well with Frito-Lay’s business model.  To deliver Grandma’s Cookies to stores, Feiner explained to me, Frito-Lay truck drivers would have to service a new aisle in the grocery store. They would have to march over from the snack aisle (where Frito-Lay’s chips were stocked) to the cookie aisle. And they resisted doing this. To sell the cookies, Frito-Lay’s sales force would have to sell to a different customer. Grocery store managers who buy chips are different from those who buy cookies. The sales force would essentially have to start their sales process from scratch.  Grandma’s Cookies was a failure, and not because of a lack of customer desire or because of an inferior product. But simply because the Grandma’s Cookies business model conflicted with Frito-Lay’s existing one.  Michael Feiner, The Feiner Points of Leadership: The 50 Basic Laws That Will Make People Want to Perform Better for You (New York: Business Plus, 2005). 



Innovations Inconsistent With 
Current Business Model More Likely To Fail
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Source: George Day, “Is It Real? Can We Win? Is It Worth Doing?: Managing Risk and Reward in an Innovation Portfolio,” Harvard Business Review, December 2007
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In 2004, George Day, a professor at the Wharton School of Business, noticed something strange happening. Corporations were pursuing few major breakthrough innovation projects, but they were launching more small, tangential ones. They were increasing their activity of what George calls “little i” innovations—small changes to existing products or continuous improvement efforts, such as adding features to your existing car. But they were reducing the rate at which they pursued “big I” innovations—initiatives that led the company into new markets or technologies.  What he found was that companies were scared of pursuing “big I” innovations because they believed them to be too risky. So George set about to actually measure how much riskier it really is. He found that if you are trying to launch an innovation that targets a market (a core customer, say) that is entirely new to your company using a product or technology that is also new to the company, you can expect to fail 75-95 percent of the time. But if you’re introducing an innovation to an existing customer segment using a product or technology that is the same as your company’s current offerings, you can reduce your failure rate to only 25-40 percent. His conclusion: for companies to drive sustained growth, they needed to pursue a portfolio of ideas across the spectrum.  I’d like to take this insight and offer a slightly different conclusion: that you can radically improve your idea’s chance of success by pursuing an innovation that challenges the competition but is not disruptive to your core current business. George Day, interview by Kaihan Krippendorf, May 31, 2018.



Step 1: Design Your Ideal Business Model
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DISRUPT 
WITHOUT 

DISRUPTING

BUSINESS AS 
USUAL

RADICAL

COPY CAT

NO YES

NO

YES

DISRUPT 
COMPETITION?

DISRUPT YOUR BUSINESS?

Step 2: Identify Value Blocker
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Unanticipated business-model conflict can easily kill off what seems like a no-brainer. We have already seen that happen with McPizza and Grandma’s Cookies. But if you are strategic about anticipating and addressing future value blockers, you can turn ideas that on the surface look like they should fail into huge successes.  XBox, for example, was far from an obvious innovation. Here was Microsoft, a brand not known for coolness, trying to launch a new product (their first gaming console) that required cool. Here was a software company attempting to manufacture hardware. Much could have gone wrong. But because the XBox team thought through the value blockers, they made one key strategic move that boosted XBox into success.  In 1999, on a flight home, Seamus Blackley was thinking about something he had just heard: Sony was going to launch a new PlayStation game console that was predicted to be so powerful, it would destroy PC gaming. A physicist who fell in love with gaming at a young age and, while working for DreamWorks Interactive, produced a breakthrough video game based on Jurassic Park, Seamus felt distraught by the idea.  At the time, video games generally existed in two forms. You had game-console games, which you played on hardware built by Nintendo or Sony. In this form, gaming companies would have to develop specialized games that fit the tight controls of game console makers. This gave them less freedom but potentially big audiences.  Their other option was to develop games for the PC. This offered greater freedom, easier-to-use tools, and communities of other developers that supported each other’s work. The trade-off was that since fewer gamers played on PCs, the market for the developer’s game was considerably smaller. If Sony really did kill off the PC game business, it would leave PC game developers with an even smaller potential market.  Seamus believed that Microsoft was perfectly tailored to step in and take on Sony. They had the capital and technology talent to launch a game console that could compete head-to-head with the PlayStation. But it was a huge gamble. New customers, new developers, and new technology could easily mean higher than a 75-percent failure rate.  Instead, Seamus intuitively saw a different approach, one that would simultaneously differentiate Microsoft’s console from that of the competition (making it more disruptive in the market) while doing it in a way that played to Microsoft’s strengths, thereby making it less disruptive for the company. “We had the opportunity to make our own console,” he explained, “something with the business potential of a game console but the tools, the support, and the power for artists of the PC and the sort of traditional off-line rendering community. And that was really a spark.” In other words, Microsoft would target a new end-user market—gamers—but stay close to its core community of PC game developers. Since a game console generally lives or dies based on the quality of its games—consoles that have the best games win—sticking to serving the PC game-developer community would not only make the XBox a less disruptive effort for Microsoft, it would also turn Microsoft’s strength with PC game developers into an impressive advantage to wield against Sony.  The rest of Seamus’s journey was long. He gathered a small team, worked internal politics to build support, balanced day jobs with scaling a new business, and strategically separated key elements of the business model from Microsoft’s core business—for starters.   The results have been remarkable. Because of Seamus’s focused approach, what many believed to be a big, geeky business-software company now commands the largest online gaming community and sells the second-most-popular game console in the world, far ahead of number three.  The foundation for their success was born when Seamus recognized that by playing to Microsoft’s strengths—their ability to build high-quality tools that help developers build applications, designing for high-power systems like the PC, understanding and supporting developer communities—they could introduce an offering that was less disruptive to their core business than it would be to competitors’ businesses, were they to try to copy.  Think of it this way. Your business model can either be disruptive to your competition or not. It can either be disruptive to your business or not. Breaking down your choices in this way gives you four options:Copycat: A new innovator appears on the scene with a new business model. The model is working, so you want to copy it. You are a taxi company and you decide to simply copy the Uber model. You are a traditional car company and you decide you are going to launch a new business to compete directly with Tesla. You are essentially copying the success formula of someone else. That model is likely to be disruptive to your core business without offering much of a challenge to the competition, because the competition has already adopted the new model. Business as usual: If your idea for a new business model is not disruptive to you or your competition, it may produce short-term gains for your company. It may even be admired as innovative for a while, but the competition will be quick to copy it. On September 2, 1969, for example, Chemical Bank was the first bank to install an Automatic Teller Machine (ATM) in the United States. It was hailed as a breakthrough … for a brief while. Within ten years most major US banks had done the same and the ATM, while radically improving the lives of consumers, did little to alter the competitive position of banks.Radical: If your business model is both truly disruptive to the competition and is also disruptive to yourself, then you are pursuing something radical. You probably should consider whether your company really is the right one to pursue the innovation. McDonald’s, for example, launched Redbox, a business that operates DVD-rental kiosks primarily outside of grocery stores. It proved to be a successful innovation, but not one that McDonald’s had any particular advantage in pursuing, which is why it was eventually spun out as an independent company.Strategically disruptive: This is where you ideally want to play. You want to design the business model behind your idea so that it complicates your competitors’ ability to copy you while at the same time playing to your company’s strengths, approaches, business model. This is what the XBox team was able to do. The Xbox, the Duke, Jurassic Park: The Fascinating Career of Seamus Blackley, vol. 31, IGN Unfiltered (Youtube: IGN, May 15, 2018), Video, https://www.youtube.com/watch?v=Xi7T80JJLsY, Accessed July 31, 2018.Dean Takahashi, last modified November 14, 2011, "The Making of the Xbox: How Microsoft Unleashed a Video Game Revolution (Part 1)," Venture Beat, https://venturebeat.com/2011/11/14/making-of-the-xbox-1/2/. 



Adapting Your Business Model 
To Neutralize Value Blockers
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1. Design you ideal business model
2. Identify conflict with current business model 

(“value blockers”)
3. Neutralize value blockers

3 Steps
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PPE
PREDICT – PLAN –

EXECUTE

ALB
ACT – LEARN -

BUILD

© 2019 Kaihan Krippendorff, All Rights Reserved. 

Presenter
Presentation Notes
Photo source: Pexels.com, royalty freeUnfortunately, most organizations expect the person with the idea to identify all possible areas of concern and solve them before giving permission to act. To proceed with a new idea, most innovators are told, in effect, to “prove it.” This business-planning approach is so deeply ingrained that it has become reflexive and automatic.  We even have language to describe the dilemma. Established organizations are oriented toward a Prove-Plan-Execute model. Internal innovators instead necessarily gravitate toward an Act-Learn-Build model: take Action, Learn from it, and then Build based on the last learning. It’s ALB versus PPE.  The problem is, a PPE approach rarely works for truly innovative ideas because it’s impossible to prove a truly new idea by analyzing existing data. You can’t build out a financial projection if you do not yet know how users will react to your innovation. You need to create the data (how users will react). You can’t look it up. 



More Agile, Digital, Innovative Firms 
Use Cross-functional Teams

Source: MIT Sloan and Deloitte Digital ”Accelerating Digital Innovation Inside and Out,” MIT Sloan Management Review, June 2019



1. Remove organizational friction.
2. Assemble a cross-functional team.
3. Align around an important goal.
4. Use metrics and data to track the most important thing(s).
5. Build a scoreboard everyone can see.
6. Establish a rapid rhythm.
7. Generate positive velocity.

Seven Steps Most Team Approaches Agree on 



Harry Warner of Warner 
Brothers Pictures first 
rejected the idea of 
talking movies, saying, 
“Who the hell wants to 
hear actors talk?” 

Rejection is Often the Only Sign your Idea is Innovative

In 1920 David Sarnoff, an 
employee at RCA, urged 
his company to invest in 
radio. His managers 
responded, “The wireless 
music box has no 
imaginable commercial 
value. Who would pay 
for a message sent to 
nobody in particular?”

As an employee at 
Hewlett Packard, Steve 
Wozniak proposed the 
design for what became 
the Apple computer five 
times. He was rejected 
five times.Walt Disney was fired by 

a newspaper editor for a 
lack of creativity.



Western Union, when 
offered the right to 
purchase Alexander 
Graham Bell’s telephone, 
declined. “This 
‘telephone’ has too many 
shortcomings to be 
seriously considered as a 
means of 
communication. The 
device is inherently of no 
value to us.

Rejection is Often the Only Sign your Idea is Innovative

Robert Goddard, a rocket 
pioneer, endured his 
ideas being rejected by 
the scientific community. 
They all doubted a rocket 
could go into space and 
even if it did, would be of 
no value.

Decca Records rejected 
the Beatles, telling their 
manager that “guitar 
groups are on their way 
out” and “we don't like 
your boys' sound.” 
Columbia Records also 
passed.

Walt Disney was fired by 
a newspaper editor for a 
lack of creativity.



Proven Drivers of Internal Innovation
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 Innovative
 Autonomous
 Market awareness
 Calculated risks
 Intrinsic motivation
 Political acumen

Leadership

Structure

Talent

Culture

 Innovation resources
 Rewards
 Allowance of risk-taking
 Org. freedom

 Innovative
 Autonomy & Proactivity
 Market awareness
 Risk-taking

 Prioritize innovation
 Build talent
 Create structure
 Shape culture
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Frequency

Hi

Med

Low

Low Med Hi
Degree

(Innovativeness, risk-taking, proactivity)

Revolutionary
(233)

Dynamic
(168)

Business 
Model 

Operators
(100)

Sporadic
(160)

Incremental
(140)

Sculptor
(196)

Accumulator
(166)

Investigative
(137)

Performer
(199)

Baseline = 100
Advancement to next frame implies 1 standard deviation improvement
Based on: Pierre Erasmus and Retha Scheepers, "The Relationship Between Entrepreneurial Intensity and Shareholder Value Creation"

Impact of Intrapreneurial Intensity on 
Total Return to Shareholder (TRS)
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13 Innovative 
Outperformers
Out of 367 “Most 
Innovative” Companies
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1. Avoid the distraction of innovation theater
2. Don’t limit innovation to product
3. Don’t overlook scale
4. Don’t isolate
5. Cultivate the garden (focus on employees as 

the source of innovation)

Key Lessons from Innovative Outperformers
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Leadership: Admirative v. Entrepreneurial
Administrative leaders Conceptual dimension Entrepreneurial leaders
Driven by controlled resources Your strategic orientation Driven by perception of 

opportunity
A single stage with complete 
commitment out of decision

How you commit resources In stages with minimal exposure 
at each stage

Hierarchy Your management structure Flat, with multiple informal 
networks

Based on responsibility and 
seniority

The basis on which you assign 
rewards

Based on value creation

Safe, slow, steady The type of growth you seek Rapid growth with acceptance to 
accept risk

Risk should be minimized Risk orientation Risk should be comparable to 
payoff potential

Coordinating Your primary skill Designing new organizational 
structures and processes

Source: Adapted from Odd Jarl Borch, Alain Fayolle, and Elisabet Ljunggren, Entrepreneurship Research in Europe: Evolving Concepts and Processes (Cheltenham, UK; Northampton, MA: Edward Elgar Pub, 2011), 231. 



Where We Are Headed
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INTENT from employees to intrapreneuers

NEED from complex plans to simple statements of purpose

OPTIONS From boardrooms to hallways

VALUE BLOCKERS from one business model to an ecosystem of models

ACT from business plans to experiments

TEAM from hierarchies to agile teams

ENVIRONMENT from central planning to platforms

© 2019 Kaihan Krippendorff, All Rights Reserved. 



We’re at our best when helping our clients achieve their best.

Making a meaningful impact on the world together.
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