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Do what you love. Love what you do.
If you don’t this book won’t mean what it should to you.
Delivering business transformation takes passion.
Passion comes from love. Let love be an inspiration.
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Thank you


You don’t get to do the things I do without having brilliant people around you: Yasmin, Dani, Phil, Mickey, Saira, Barry, Sofia, Hollie, Ben, Kenny, the Carter Family, Jane, Pete, Sarah, Nick and Tanya – you are all brilliant, thank you for your unfaltering support no matter how much of a diva I am.


I have the mum and dad everyone wants. I am so lucky they are mine, they are my rock and finally get to see what it is I do with all my time.


The Desperate Housewives of Rectory Gardens and the boys in East Stand Level 3, Aisle 306, Row A, City of Manchester Stadium (home of MCFC) who keep me smiling.


Martin, Kevin, Julian, Paul, Iain and Marc, thanks for putting up with my Dictaphone. The stories are fab.


Mital Daya the Cheeky Monkey illustrator and one of the nicest guys you will ever meet.


Special thanks to all the amazing people we get to work with and the pioneers of change everywhere.
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Introduction


You know you need or want to do something to transform your business but don’t know where to start? This book is for you.
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Wikipedia definition – business transformation


Business transformation is a key executive management initiative that attempts to align People, Process and Technology initiatives of an organization more closely with its business strategy and vision to support and help innovate new business strategies and meet long-term objectives.
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Cheeky Monkey definition – business transformation


Business transformation is about joining the dots. It is knowing what you want your business to achieve tomorrow while being honest about what it is achieving today. It is a map that everyone in the business can read, so they can see what they are accountable for and what the rules are that dictate if they have got there or not.
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Size and status does not matter here. If you own a business, you have been trusted to run a business for someone else or you are a magical component of a much larger sum of parts in a corporation, you will get something out of this book.


In this book there are 99 steps that will transform your business. There is a mixture of science and magic. I love the inspirational business books that talk to our inner creative warrior (there is some of that) but I see the need for some hard stuff that genuinely provides business substance and sustainable change, written in a way that doesn’t mean you need an army of consultants on site to figure it out (so there is some of that too).


Some provide an instant hit and take no time at all. Others are more complicated – they will take some thought and planning, and maybe some help along the way. With the book comes an invitation to work with us directly via www.cheeky-monkey.co/connect and we will take this journey with you should you wish. If you are a loner, it will work just the same, it just may not be as much fun.


Cheeky Monkey philosophy:




	We say what no one wants to hear but everyone wants to say.


	We think, do and say the unthinkable for the management team.


	We deliver business benefits that go way beyond the project headlines.


	We have a 100% fearless focus on business transformation for the better and the bottom line.


	We are challenging, probing, enabling, empowering.


	We are unstuffy, unusual, quirky and unafraid to have fun!
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The Way of the Monkey is our method and is how this book is structured – I take you through the same process I would if I was part of your team.


Business transformation is not a project, it is a management initiative that will result in you choosing projects, or even a programme of projects, that will deliver the change you need for your transformation strategy. All will become clear.


There are a lucky seven component parts in The Way of the Monkey (and in this book):


1 The art of the possible


The opportunity to put everything out there, create your own blueprint, look at where you are now with honesty and dream about where you want to be.


2 The end


Taking your blueprint and being clear about where you want to be tomorrow. Seeing the gaps between that and what exists today. What you have and what difference that makes to where you want to be.


3 The story


More than just the facts, the reason to believe that will engage your whole work force, whether that is one person or 1,000 people. Communication and kicking the whole thing off, the bit that is going to give everyone 20:20 transformation vision and save so much heartache later.


4 Doing it and delivering it


More people can talk about delivering transformation than have actually successfully delivered it! It is easy to get lost in transformation; one or two projects start to drift, people get bored, the deliverables don’t seem to be as expected and things just change. This section is all about keeping it real and getting the job done.


5 Looking, learning and moving on


Business transformation is a management initiative, a cycle, always striving to improve and take the next step. This is about creating a loop that continually looks back so you can continue to move forward.


6 Science


Science is a tool bag for you to dip in and out of as you see the need. It is difficult to guess what will help you in your journey without us talking so these are a selection of tools that I use constantly, regardless of company size or area of expertise, and they produce great results every time. They are simple but effective and all result in helping you remove noise and gain clarity.


7 Magic


Cheeky Monkey delivers a human approach to innovation and change. We believe that if you don’t get it right with your people, your transformation will not be successful. People are more complicated than machines and this section is all about understanding that in a way that will make people happier, more creative and hopefully able to enjoy the transformation journey.


You don’t need to read the book from start to finish to use it; you can jump in and out depending on what you need. Each of the steps stands on their own and Sections 1–5 form a structure if you want to follow a programme. Science and magic are to dip in and out of, and to provide tools or inspiration as you need them. In each section you will get:




	Me facilitating your journey. There are lots of questions to challenge what you are doing along with the instructions of what to do.


	Bits of Cheeky Monkey Wisdom which will answer some of the answers to the voices in your head, give you a kick and provide some ‘been there done that’ advice.


	A link to talk to me and the rest of the team at Cheeky Monkey via www.cheeky-monkey.co/connect






Cheeky Monkey is a 21st century family. I have always chosen to work with family and friends – it is the biggest privilege I can imagine, spending everyday surrounded by people that you really love. Our clients and partners are friends too, not in some hippy commune sort of way (before you put the book down and run for the hills), but because we all share a passion for the same things done in the same way – no more complicated than having fun, doing good and making money.


If that sounds like you, join us! We are alive and kicking on all the usual outlets:
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We mix business with pleasure; it’s how we ensure a good work–life balance. You’re as likely to hear about us discussing football or showing a video from a gig as you will get snippets on the latest business transformation thinking. We are not faceless robots; we have a life and are not ashamed to enjoy and share it.


There is always a story in business transformation. Inspirational leaders are great storytellers, they perform their vision in a way that captivates us and makes us want to be part of that journey. I grew up captivated by my parents’ stories of triumph over evil and my dad’s determination to make small changes count in the world. Stories make the facts add up because someone has been bothered to join the dots for us – we can see the difference between good and bad in the situation without guessing.


Sprinkled throughout the book are the stories of some friends of Cheeky Monkey who have been there and done that when it comes to business transformation. Listening to someone else’s story is worthwhile time out, especially when those people are open and share what it was like for them, the good and the bad, and the learning they are passing on. These stories are moments of truth shared in the hope they will help you reflect on your own story and see the common themes that everyone goes through when delivering change.


Seven very successful storytellers have agreed to be part of the book:


    Shaukat Dar – my dad


    Julian Hartley – CEO at University Hospital South Manchester (UHSM)


    Martin Davies – CEO at Holidaybreak PLC


    Kevin Murphy – MD at The Foundry Communications Ltd


    Marc Lind – Senior VP Global Marketing at Aras Corporation


    Iain Speak and Paul Byrne – Board Directors at Bibby Distribution Ltd


Each of the stories is very different and covers transformation from a variety of angles. Hopefully each one will be inspirational and provide some insights.


They give you proof that the things that I talk about work.


Enough of the chat, now it’s time to start. Probably the most commonly asked question is: where do we start?


By understanding the art of the possible.
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Section 1


The Art
of the
Possible
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Step 1
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Just keeping up or making things happen

Your business does not need to grow to survive but it does need to continually improve just to keep up. Maintaining your position can be harder than growing. Our environment is constantly changing; managing change is a given which means that companies are in perpetual transition, some by accident and some by design. It doesn’t matter if you use the language or not, actively manage change or don’t, we are all affected by what is happening around us. For some it’s just about being aware and fine-tuning what they offer and how. For others there are wholesale changes. For the smart and knowledgeable there are fantastic opportunities.

 

The heart is where companies will win and lose this decade. That heart contains the people, processes and technology that will allow the business to perform like an athlete or like a couch potato.

 

There are specifics that are already happening and will accelerate as the decade moves on:



	The world economy will remain volatile and chaotic.

	Competition will be global.

	Market changes will be fast and unpredictable.

	Emphasis will be on the ability to deliver change (not manage it).

	Speed will be important (pace of change and to market).

	Differentiation will win.

	Competitive advantage will be about having the knowledge to differentiate, people and networks.

	Sustainability will be about all resources (natural, human and financial).
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	Innovation will be continuous and create new business models and venture partnerships.

	Technology that starts at design phase, delivers information, supports communication, enables e-business transactions and distributed decision-making will underpin business transformation activity.

	Production processes will integrate lean supply chains with consumer-driven value chains to provide a business-wide value perspective.

	Organizational structures will be flatter, networked, flexible and demand employee empowerment.

	Success measures will move towards overall company values, rather than short-term profit targets.



If you are reading this list and thinking ‘I might as well throw the towel in now’, just hold on a minute. This is not about what you know now; it’s about how quickly you can learn.

The process starts here: are you looking for growth or to maintain what you’ve got? The process is the same, the decisions you take are not.

Take part in the discussion at www.cheeky-monkey.co/connect

 

	Cheeky Monkey Wisdom


Many companies fail because they are successful and can’t cope with the growth that success brings. They don’t plan for it and when it happens they can’t grow the infrastructure of the business quickly enough to cope. For start-ups there is also the role of the entrepreneur, who has to transition from energy-driven go-getter and master of all the business has to offer to letting go and being motivator, trainer, coach and shoulder to cry on for the growing number of employees. Deciding that you are going to grow is not just about winning the business, it’s about keeping it.
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Step 2
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The good

Once you have consciously decided to make business transformation part of your routine there is a tendency to focus on the bad stuff. All the things that don’t get done well, the mistakes that have been made, the specifics that need to change. That is tough love for the people who work in the business, who probably know that things need to change but don’t need to feel like everything they have done so far hasn’t been adequate. That is never the truth anyway.

Start with a positive focus on the good in the business. Involve everyone at this stage and ask them what they think is good about the business. Ask them to tell you why they still get up in the morning and come to work. Ask yourself why you do. Get to the heart of why you and everyone in this business care and what you and they care about.

Take part in the discussion at www.cheeky-monkey.co/connect

 

	Cheeky Monkey Wisdom


The way people see something affects their relationship with it. If you start your transformation with what’s wrong, negative emotions are raised instantly. Business transformation is not about making you unrecognizable, it’s about improving on what is there. Understanding the good stuff not only raises positive emotions, it makes sure you don’t inadvertently change it.
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Step 3
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Treasure the moaning

Knowledge is going to be one of the key drivers this decade and we couldn’t be more inundated with information, but that doesn’t give us knowledge or the skill of evaluating it so that we can do something with it.

 

The organizational change pioneer Dr Russell Ackoff (1919–2009) said the content of the human mind can be classified into five categories:


	
Data: facts

	
Information: data that are processed to be useful; provides answers to ‘who’, ‘what’ ‘where’, and ‘when’ questions

	
Knowledge: application of data and information; answers ‘how’ questions

	
Understanding: appreciation of ‘why’

	
Wisdom: evaluated understanding



He also said the first four categories deal with the past and only the fifth, wisdom, deals with the future because it incorporates vision and design. With wisdom, people can create the future rather than just grasp the present and past. But achieving wisdom isn’t easy; people must move successively through the other categories to get there.

When people moan, complain and are frustrated, their minds go through all five of Dr Russell’s categories naturally. Experiment with someone you know and I bet it will go like this:


	You will hear what was wrong (data).

	Then how, what, where it was wrong (information).

	On to what they wanted and how it should have been different (knowledge).

	Moving into why if it was different it would be better (understanding).

	Ending with, ‘if only (or it would be brilliant if) you could, or this existed, or that happened’ (vision).



Best of all, this process is usually emotionally driven, so is less likely to be politically correct. That is gold.

Harvesting knowledge and translating it into a vision is something we all need to practise because there is significant value to be placed on that process.

In this step you need to get people moaning about what you do, the products and services, your business, people, relationships, systems. People might already be doing it; search online and see what they are saying if you don’t already know. This is not about being negative: relish the moaning, knowing that knowledge is priceless in your transition.

Take part in the discussion at www.cheeky-monkey.co/connect

 

	Cheeky Monkey Wisdom


Nothing makes people happier than telling you that something is not right but, depending on the culture of the people you are dealing with, you might have to use different techniques to get people to open up. In Asia generally people don’t want to upset you and would rather let something slide than tell you why it’s wrong, so the process needs to be more focused on continuous improvement, rather than moaning. In Africa there can be a tendency to believe nothing will change anyway, so you may have to navigate the negativity before you get to the knowledge and vision. In the Western world, get a comfy chair; you might be there for some time.
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Step 4
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Space to dream

Do you daydream? It seems like the ultimate luxury in our frantic space to allow our minds to drift. Yet it can be the most rewarding time you invest. There are lots of people that get into the office early so they can answer emails before the mayhem and buzz of the day begins. We focus so much now on keeping on top of the transactional stuff, when do we think? What effect would it have on you if once or twice a week you used that early morning time just to go somewhere calm and let your mind wander? To think about what you are working on and why? How is it going? Is it how you imagined it would be?

Business transformation has to include some dream time in two parts:


	You have to have a dream, something that you are aiming for in a space that is not constrained by what you are knee-deep in every day. The only limits in this space are your own and if you are going to work on transformation you need to understand what they are and be critical with yourself about this first.

	You need space to think, to go through Dr Russell’s thought process with the information you are collecting. If you don’t, you will have data and maybe some information, but not knowledge, and definitely not vision.



Transformation is about achieving something more, going beyond where you are today. For that to make sense and make a difference, you need head space to think and dream of the possible.

In this step you have to dream. What is it you want to do? What difference will it make? Why are you in this business? What does this mean to you?

Take part in the discussion at www.cheeky-monkey.co/connect

 

	Cheeky Monkey Wisdom


My dream was to establish a business that did serious things but didn’t take itself seriously. To provide a sounding board for companies who are sometimes constrained by the four walls they are in. To be a catalyst for change that would keep the British entrepreneurial spirit alive, and to do this with a brand that would endear itself to those who have to deliver the dream. I wanted Cheeky Monkey to be a smack right across the face and then the hug and kiss that made it all worthwhile.

For four out of our six years in business, many people tried to get me to change the company name. I know we could have made more money had I played it safe. That wasn’t my dream.
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Step 5
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Connections

The heart in Step 1 links people, process and technology; to be an athlete the connections we make in these three areas are critical. There is a lot of talk about networks. It’s one of those mind-blowing topics that as you start joining the dots in your own head it makes perfect sense, but it is an elephant that needs breaking into parts before you have the faintest idea what you can do with it.

The Information Age: Economy, Society & Culture (Vol. I, II & III) by Manuel Castell has inspired my thinking about connections but it is an area that needs to be simplified to allow you to take what’s important to you into your thinking.

We already know we can do just about anything anywhere as long as there is the IT structure in place to support it. The flow of activities required can be completely independent of the physical location in which they are carried out and the physical place where the final transaction is done. We can operate virtually.

Globalization has been driving virtual working for some time and we have all been touched by it in some form in our personal lives, if not professional, usually through contact with overseas call centres and online shopping.

This way of working is putting pressure on traditional organizational structures because it forces a more dynamic way of working that matches itself to a virtual team working towards a common goal (which could be short term) rather than a functional department supporting a longer-term business goal (I know that is a huge simplification but just go with it for now).

This is seeing a move away from the traditional form support activities detailed in Porter’s value chain (infrastructure, HR, technology, procurement) to an acknowledgement that more than one infrastructure will be considered and there is value in creating connections between infrastructure, people, process and technology across your network.
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That results in a global value chain, where the flow of activities is based wherever the people are that you need to carry out the activities.
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© Dr Xavier L. Corntesse, Professor Jeffrey Huang, ThinkStudio, 2008.

It makes perfect sense: not all the smart people in the world want to work for you anymore, but some of them want to work with you. You need to tap into as many smart people as possible, regardless of whether they work inside or outside your business because that resource is scarce. By being too regimented over how things happen, you will lose their interest to someone who is more open-minded.

If you work in a heritage business that is going through this transition it is tough. Look at the likes of British Airways and Royal Mail. These are businesses that will not survive without making these connections, but the effects are felt by the employees and challenge the culture that has existed for many years.

The organizational structure starts to change the more connections you focus on:


	flexibility

	interconnectivity

	devolved decision-making and leadership

	employee empowerment

	a flatter hierarchy.



Most businesses are schizophrenic about this transition and it makes it really tough on the people who are on the receiving end of the change. This step is about thinking through the connections you have now, how effective they are and the ones you know you need to make, what pressure that is going to put on how your business is structured today and the culture that exists.

Take part in the discussion at www.cheeky-monkey.co/connect

 

	Cheeky Monkey Wisdom


People don’t resist change, they resist badly managed change. Creating the connections you will need to take your business forward may result in fundamental changes to the way your employees work and the culture they are part of. Culture is a complicated area, it is a set of beliefs we identify with. When our interpretation of those beliefs changes (new corporate goals or strategy), we don’t automatically change the connection we make with them just because someone has told us it’s better. Sometimes we have no option but to stay and ride the change out, even though we don’t agree with it. These people can so easily become the disaffected and you need to try hard to ensure that doesn’t happen.

It is fascinating to watch Generation Y coming through the workforce. Their culture aligns more with technology than it does with people and process. At face value that may seem so much easier, but it is still people that add the value to your business.
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Step 6
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The blueprint

The blueprint is the flow of decision-makers, information and activity that exists in every business.

Business transformation looks at all elements of that blueprint to understand where improvements can be made, especially in alignment of people, process and technology, to deliver your dream.

In its simplest form a blueprint has:


	market (product and somewhere to sell it)

	process (how you make, deliver and sell it)

	financials (how much it costs to do it and what you have left).



As companies grow there is a need for more things to go into the blueprint:


	policies (statements of what you will and won’t do)

	information (compliance and intellectual property)

	research and development (innovating to keep the business alive)

	procurement (where all the materials are coming from)

	new product introduction (delivering innovation to the customer)

	portfolio management (the lifecycle of your products)

	marketing (brands and communication)

	business planning (where we are going)

	talent management (where our people are).
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