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ADVANCE PRAISE FOR TRUSTING TECHNOLOGY

			“Graham Binks’s book, Trusting Technology, is exactly what is needed for leaders today. Back in 2006, when we conducted research on the ‘Leader of the Future,’ being technologically savvy was identified as a needed skill set. This is a great source for adding this skill if you are in a leadership position.”

			—Marshall Goldsmith, New York Times #1 Bestselling Author 
of Triggers, Mojo, and What Got You Here Won’t Get You There

			 

			“Technology has shifted from an operational tool running in the background to a powerful engine that generates fresh value. Trusting Technology brings together business, technology, and customer conversations using simple, powerful frameworks that focus on what matters most: growing your business. Take a step-by-step journey to identify real opportunities, explore meaningful alternatives, create smart solutions, and align your team to follow through on inspired solutions. These are the essential tools of modern technology strategy. They will help you cut through complexity and harness the right technologies for your business.”

			—Tom Wujec, Author, Technologist, and Design Thinker

			 

			“Whenever we have hired Graham, he’s broken down complexity and shone a light on the simple path forward. Now he’s pulled that off in 
a book!”

			—Sean Smith, CEO, PetHealth Inc—A Fairfax Company

			 

			“Technology offers a path to building a better business. When we understand how to use it, we can find the right balance between innovation and keeping the lights on. Trusting Technology provides valuable insights on translating between business and technology, avoiding the pitfalls, and to finding your path to success.”

			—Glenn Laverty, President and CEO, Ricoh Canada Inc and SVP Strategy, Ricoh North America

			 

			“Technology doesn’t drive change, it enables it, and success with business technology requires a rich blend of disciplines including buy in and oversight starting with the CEO down. In Trusting Technology, Graham has laid out an invaluable blueprint for change, a learning mindset, the generation of insight, and capturing intellectual property. When we put our trust in people, we usually know what we’re getting. If we are to put our trust in technology, we need this depth and breadth.”

			—Hazel Wheldon, CEO, Multi-Health Systems Inc (MHS)

			 

			“When it comes to utilizing technology, the single most important question for companies to ask is: ‘How does this help us improve our relationship with our existing customers, or enable us to serve our prospective clients better?’ Graham shows how any company can use technology to add real value, with plenty of great examples and practical applications throughout.”

			—Noah Fleming, Author of Evergreen
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			FOREWORD


			The Luddites, named after a fictitious Ned Ludd at the end of the 18th century, protested mechanization in English textile mills, claiming it led to deceitful and underhanded treatment of labor. A rebellion of sorts, from 1811 to 1816, resulted in fires and destruction of machinery and plants. Mill owners took to shooting the rebels on sight and the insurrection was finally put down with the use of military force and legal restrictions after half a decade.

			That may sound far-fetched to you, as you sort through a thousand on-demand television options or use your smart phone to order pizza or check your stock portfolio on a tablet. Yet as you’re doing that, in America and elsewhere in the world, taxi drivers and taxi companies, threatened by the advanced technology of Uber and its offspring, are in the streets, in the courts, and in a dither. We’re talking 200 years after the Luddites, but we’re not quite out of the fearful technological woods as yet, or so it would appear.

			We’re in an age of preparation for autonomous vehicles, yet many current drivers can’t be bothered to use their turn signals. Hotels provide keyless entry and check in by smart phone, but many guests can’t figure out how to be recognized by the elevators to choose their floor. It sometimes takes longer for the clerk to check you out in the supermarket on the computer than it would if the clerk simply used an old cash register. The infamous spell-check on the platform on which I’m writing this makes as many errant corrections as legitimate ones. 

			Technology has to be synergistic. It doesn’t exist for its own good any more than insurance exists for its own good. We’re not talking about cheetahs or tulips, which are successful by merely perpetuating the species. Insurance needs people to protect in order to provide value. Technology needs consumers and customers whose experiences need to be enhanced in a way that the improvement is appreciated and cost-effective, if it is to provide value.

			In this splendid book, my colleague Graham Binks helps you to discern the nature of and uses for technology in this synergistic fashion and in a wide variety of scenarios. This book is not about learning how to use a tablet or a computer. It’s about how you can improve your life and help others to improve theirs, at work and at home.

			He looks at the interstitial relationships between supplier and buyer, creator and customer. He demonstrates that technology is an enabler of a better world if we understand it correctly and use it effectively. That is a huge “IF” and that’s why we need this book. 

			Absorb herein how you create, control, and capitalize on technology, today and tomorrow. It’s not only well worth the time, it’s a terrific read, and by its end, at least, you should be reassured that technology is a powerful servant. 	

			You needn’t go around burning the technology mills, and no one will be sending the militia.

			—Alan Weiss, PhD

			Author, Million Dollar Consulting and over sixty other works in fifteen languages

		


		
			INTRODUCTION


			I remember the day the package arrived. About the size of a case of beer, though much lighter. It took me a day to assemble my first computer kit. When I was done, the Challenger 1P looked like a small piano with a QWERTY keyboard. The unit boasted four kilobytes of RAM, and I had to co-opt my parents’ portable black-and-white TV to display its twenty-four lines of text. That was about enough memory to store this page of text and enough screen real estate to read half of it without scrolling.

			The assembly was fun, like Lego for big kids. But the real rush came a week or so later, when I ran my first program. I instructed the computer to display “Hello World.” And when it did, I was hooked.

			Technology is about getting better. Finding new ways to do old things or discovering new things entirely. Most of the time, the new ways are better, freeing you of grunt work so you can spend more time creating, innovating, and enjoying the rush of your own version of “Hello World.”

			Several decades into a tech career, I’ve had the great pleasure to guide hundreds of businesses in their quests to improve the way they generate insights for their customers and employees, the way they automate much of their work, and the way they grow. In that time, I’ve had the opportunity to impact how people commute, enhance their health and safety, dress, entertain themselves, prepare for their retirement, and take care of their families.

			Technology is great when it works. But that takes persistence to meld the tech with its context—the people who will use it and the jobs they need to get done.

			From developer to consumer, we all struggle to get this stuff to work. Every day, the tech news media reports the breakthroughs and missteps of the big tech brands. While Google, Facebook and Tesla may lead the charge, technology remains a confusing, risky, and under-used tool for most business leaders.

			We know success in technology requires expertise—there are over a hundred distinct career paths that budding technologists can follow today—but this is an industry with a proclivity for complicating matters. After all, it’s much harder to simplify.

			Trusting Technology is written for the business leader who pines to get beyond this nonsense. Whether you love tech or hate it with a passion, this book will help you navigate the waters of change and achieve value for your customers and colleagues.

			Too many business technology conversations begin with the solution. That’s fine if the goal is to inspire ideas but dead wrong if the solution is seen as the silver bullet. Some say “we always begin with the problem” but that’s also flawed thinking. The first step to success lies somewhere else, and technology isn’t even step two.

			To get there, you have to take a short journey back in time, place our current environment in context, and follow a simple path to understanding.

			Why “Trusting Technology”?

			I hate waste.

			And I love overcoming challenges.

			Since you’ve picked up this book, I sense you may feel the same way.

			My own path began in software, then business systems, and ultimately tools that help leaders turbocharge their businesses and help people enrich their work lives. If that sounds grandiose, I think of this as helping people to avoid the dull work and make the interesting decisions faster.

			I like to understand how things come to pass. For this reason, I find history to be a great informer. Fact is, there are way more stories in history than we could ever make up. As my early career developed, it became apparent that technology was a lot harder for most people than it was for me. And those challenges created barriers. If my mission was to help people use tech to create opportunities and realize higher goals, it was clear that my focus had to go beyond the nuts and bolts of technology.

			As the technology industry developed through the latter years of the twentieth century, I began to see what was missing—translation between the world of business and the laboratory of technology.

			Technology offered the promise that we could re-imagine business, but it was all a tease. The fact is that technology alone could do none of this. It simply provides a platform for our ideas. One glance (well, more than a glance) back at history bore this out. The platform only promised potential.

			With an oncoming tide of new tech ideas—some proven, most not—it’s easy to get carried away by the tech hype cycle and pick the wrong goals. Too ambitious and you burn credibility. Too conservative and, well, what’s the point?

			If I had to pick one piece of advice after five hundred career projects across three hundred diverse businesses, it would be this—think big and act small. Lofty goals fuel worthy breakthroughs, but they’re best achieved in a spirit of learning, one step at a time.

			In the course of reading these pages, you’ll gain a new perspective on how you can achieve the promise that technology offers your customers, employees and, thereby, your shareholders. If you stick with me to the end, I hope you’ll be inspired.

			This is a book, and books are the first technology that allowed humankind to communicate stories beyond the verbal. In so doing, books carried stories and knowledge through the barriers of time and distance. A book is a tactile object that offers the wonder of secrets within—assuming we find the topic to be stimulating. But I’m walking the walk by offering information in other, complementary media. Please take a few minutes to refer to the Trusting Technology companion website where you’ll find tools, videos, and other useful material. Long after this book has gone to press, the site will remain topical. The booksite is here: www.trustingtechnologybook.com.

			What’s in this book for you?

			Time is our most precious resource. The minute that it takes you to read this section is one you’ll never get back. If you’re going to read the rest of the book, you’ll need good reasons. I hope you find at least one below.

			If you are a CEO and don’t consider yourself technical, I hope Trusting Technology becomes your best friend. Because while you’ll find hundreds of mentions of technology, you won’t find a single technical detail. Promise. This book is about building success with technology by looking at the whys and the ways it can be used, but not the techie hows. It’s my experience that the whys and the ways are where business struggles. Get those right and we can figure out the techie parts. I hope this book will give you the confidence to do more and move faster with technology in your business.

			If you are an ambitious technology leader, Trusting Technology offers some ways to connect your stakeholders with the brilliant technology that you provide. What you do is complex. Explaining it in terms that 95 percent of the business population understands is tough. My goal is that such translation will become your superpower after reading this book.

			If you are a business leader trying to figure out how to use technology in your part of the business, Trusting Technology strips away the aura of mystery that surrounds the tech-god headlines you read every day. Who cares what Google, Facebook, and Amazon do? Let’s discover what’s possible for your business.

			 


			A word on the examples given. 

			This book presents dozens of examples, mini case studies that illustrate success and failure with technology. I’ve had the pleasure of being involved in many of these cases. Some examples are already in the public domain. Some must remain confidential for reasons of trade secrets or, in some cases, a reluctance to attribute hard-won lessons. For these reasons, you’ll note that some of the names have been hidden to protect the innocent. Rest assured that the examples are all real.



			 

			If you are a technology vendor trying to better understand your customers, Trusting Technology offers a language of change that you can borrow to bridge the gap between your customers’ needs and the service you currently provide. Understand their context and you’ll be a prized partner.

			And if you work with any of the above, Trusting Technology offers a common vocabulary to help you help each other do better work and build better businesses. By focusing every effort on the simplest core challenges, on minimalist change, and by designing and discovering together, the sky is the only limit to your success.

			Whether you are a technophobe or tech guru, I hope you’ll find riches in the pages that follow.

			How to read this book

			Here’s your roadmap for Trusting Technology. You’ll see that each chapter builds on the previous one. However, if your goal is to develop a roadmap based on your business needs, you may want to jump ahead to Chapter Nine.

			Chapter One: Making Ideas Happen Technology is a platform for your ideas. Chapter One examines the ideas process—where ideas come from and where they go. We’ll look at how you can turn ideas into reality and whose opinion really matters when you judge success. You’ll find the first in a series of exercises that place these lessons in the context of your own business and the six steps to mastering technology as your platform.

			Chapter Two: Forming an Opinion Your first step to technology mastery is to form an opinion on the technology potential for your business and where you should play next. The second step is to refresh that opinion. Tech is such a massive field, and “keeping up” is a daunting task—more so if tech is anathema to you. Chapter Two provides guidance and tools that will help you to develop an informed business opinion without becoming a technology expert.

			Chapter Three: Setting Your Sights Sometimes the hardest step is the first one. Chapter Three provides techniques designed to help you to set your sights on the big goals worthy of your attention. You’ll clarify what’s good and bad about your business today, what needs to be better, and why you may think that’s a challenge. (Spoiler alert—you’ll revisit those same challenges at the end of the book to see how far you’ve come.) Someplace, somehow, someone has already done what you need to do. You can follow their lead if you think big and act small.

			Chapter Four: Changing with Your Customer Impact begins on the outside with your customers. Understanding the relationship you have with your customers is vital if you are to make it better. What role does the customer play in your business, and what exactly do you do for them? What journey do you offer your customers, and what impression do you leave? The answers will determine how you should partner with your customers—are they leading you, are you leading them, or do you take turns?

			Chapter Five: Building Confidence When you change your business, you’re messing with the comfort zones of your customers and colleagues. For many businesses, the promised outcome is not realized. The customer may or may not benefit, the work may get easier for a few, but may get harder for most. You don’t have to be one of those businesses. In this chapter, we’ll explore the secret of successful change—building confident teams.

			Chapter Six: Getting It Right by Doing the Quickstep It takes courage to admit to what you don’t know. After all, we’re all hired as experts. But when you set big goals, you’re setting out on a unique journey—no one has ever done what you are about to do in your exact context. Your big journey truly starts with a single step, and that step is recognizing what your business needs to know and planning to learn as you go. Proceed with caution but move quickly.

			Chapter Seven: Inspiring Insight Every business is a machine for turning raw materials into useful products. People are great at making decisions. Technology is great at directing the flow of information to support those decisions. Digital strategy—quite simply—means rendering information in a way that can be directed by technology. In this chapter, you’ll identify the information that currently exists in your business—and the information that could exist. With this in hand, you’ll paint a picture of how that information can be delivered to whomever needs it, whenever they need it—to make the best-informed decisions. This chapter also includes everything a business leader needs to know about security—on one page.

			Chapter Eight: Bottling Innovation Your business has a secret sauce, your recipe for making or doing something new that your customers value. The best technology will help you convert this recipe into assets that deliver this value to your customers faster and cheaper. In Chapter Eight, you’ll identify these crown jewels and begin to understand the ways that technology can help you create and deliver more. So your smart innovators can focus on what you need them to focus on—creating more secret sauce.

			Chapter Nine: Mastering Technology Chapter Nine provides a master plan for bringing together the components of technology-enabled innovation in your business. Your needs are unique, and you’ll lay out a roadmap here. When done, you’ll have a vision, ambition, and a place to begin your journey to becoming a better tech company.

			You could begin your read of Trusting Technology here and refer back to the previous chapters as you explore this chapter. Your call.

			Chapter Ten: Your Next Business …in which you’ll envision your business boldly going where others have gone before. The goal of this book is to broaden your horizons and engender confidence and ambition. In Chapter Ten, we’ll fast forward to the day when you’ve mastered these ideas. Dream big.

			Oh, and One Last Thing …Enough about your business—what about you?

			— Graham Binks

			Toronto, Ontario

			May 2019

		


		
			PART I


			MAKING FRIENDS WITH TECHNOLOGY


			HUMANKIND’S LOVE/HATE RELATIONSHIP
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			Technology Is Your Platform for Innovation

			In which we examine where ideas come from, where they go, and how they get there and what that has to do with your business.

			Technology is a platform for your ideas.

			Every one of us has ideas every day. Many are fleeting—they emerge from our subconscious, maybe prompt a chuckle, and disappear like gossamer on the breeze. Other ideas stick. Something about them prompts us to pursue. Maybe we take a note, sketch an outline, or hum a new tune.

			This is how every human endeavor begins. Great art originated upon waking from a dream; scientific breakthroughs in a moment of realization, business plans inspired in the shower.

			If ideas are to last and make a contribution to the world, they must be made real. Having the idea is the easy part. Humans are idea machines. Success lies in the manifestation—the sharing, the compromise, and the conviction that this one counts. That it’s worth the hard work needed to convince others.

			Technology is one way to make this happen.

			In this chapter we’ll look at how you can turn ideas into reality and whose opinion really matters when you judge success. You’ll find the first in a series of exercises that place these lessons in context of your own business and the six steps to mastering technology as your platform.

			Established ten million years BC—a brief history of almost every technology

			Technology gives us tools. The earliest tools have been dated to around ten million years BC, well before Raquel Welch roamed the earth: axes and hammers made from stone and antlers. Alas, we’ll never know how our ancestors used these tools—because the first technology for recording events came much later.

			Some cave guy or gal struck a flint against a stone and set a fire around eight million years later, and with that came warmth and the ability to inhabit cooler climates. They say clothing arrived fifty thousand years ago, further expanding the regions where humans could reside.

			In his landmark TV series Connections, James Burke shares ten stories of the history of technology, with tales linking riding stirrups to telecommunications and tracing computing back to the Black Death. It’s the best kind of history-telling because he doesn’t stop at the present. Leaning on historical patterns and his knowledge of contemporary technology, Burke predicted the smartphone and free, universal, instantaneous, global communication. Hard to believe there was ever a time when such concepts weren’t obvious.

			Connections was first broadcast in 1978. Find a copy and binge.

			That kind of foresight is a superpower—imagine the bets you could place!

			This book is about applying those same principles to your business. About having an opinion on where things are going, what that could mean for your business, and putting yourself in a position to reap the benefits.

			On the shoulders of giants

			The history of technology is a history of building on the work of others. Burke illustrates this with examples from Lady Hamilton to Edison, from artillery to the loom. Where art frowns on plagiarism, technology—and its close friend science—embraces the concept. In Chapter Two, you’ll discover the stack—tech’s way of building something new with components that others invented.
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			Building on others’ shoulders

			Sportsmen in France form a human pyramid, 1919. (Photo: M. Rol/Ullstein Bild/Getty Images)

			Apple built the world’s biggest business on the back of a small package containing technologies invented by others. Steve Jobs’s genius was simply to package that with a great user experience and call it the iPhone. Don’t you wish the guys that invented the TV remote had had one tenth of his foresight? In the case of the iPhone, the breakthrough was not the technology, but the ease of use, fit for purpose, and plain sexiness of the product.

			Likewise, Google, Microsoft, and Facebook were not first in their space. Their big idea was not the thing itself, it was how to make that thing attractive to the buyer. That’s where they applied first-mover advantage.

			For the rest of us, the lesson is simple—you don’t have to be the pioneer (with all the attendant risk) to win. Much easier to know what’s going on elsewhere, what market risk others have addressed, and how to blend innovations to create your own special brew. You simply have to master the practice of rapid experimentation to learn your way to market success.

			The one theme common to all technologies since those stone-and-antler axes is that success builds on success. Technologies allow ideas to evolve. When new things become possible, and eventually easy, they advance the platform for further ideas. No technology lasts forever, but every successful one advances our game.

			More recently, the convergence of several technologies provides you with a pocket device that converts your unique speech patterns into text—at no charge. Actually, your pocket device provides only a piece of the puzzle. Speech recognition was the holy grail of AI for many years (our thanks to IBM for sinking billions to solve the software problem).

			But speech recognition software requires computing power way beyond that of your phone. That’s when smartphone developers had an aha moment—why don’t we send the audio file over the wireless data network to massive computing resources, run the conversion there, and send the text back? We call that cloud computing these days, but it’s the exact same model we used to call client/server and our ancestors used to call bureau computing.

			Technology has always provided the platform for entertainment. If it ain’t live, entertainment needs a medium to transmit what we now rather blandly call content. Do you think Shakespeare and Billy Wilder thought of their work as content? Marshall McLuhan described content as the message rather than the medium, and technology has always provided the medium. In Shakespeare’s time it was pen and paper, and in Billy Wilder’s time it was film. Today the medium is digital—TV, movies, music, books, and games. Same genius, only now it’s instant.

			Technology’s essence, relentless advancement, and fundamental value lies in the way it enshrines the building on the “shoulders of giants” concept. And that’s what can make technology your launchpad for success.

			Where ideas come from

			Ideas are born of impatience: dissatisfaction with the way things are that inspires the dissatisfied to conceive of a better way and drives their determination to make the change work.

			We can sit on the couch all day long and ask why no one’s invented a better way to control the TV. That may be an interesting parlor game for the couch-potato genius, but it doesn’t get stuff done.

			Don’t underestimate the role of adversity on the pace of innovation. Look around your office or living room right now and consider how many objects can be traced back to the wave of innovation driven by the panic of World War II. Write them down and make James Burke proud.

			The classic image of inspiration is the eureka moment—Archimedes leaping from his bathtub in excitement at recognizing the concept of displacement. A sudden lightning strike of complete understanding. Ironic, isn’t it, that Archimedes may never have had that epiphany if the shower had been invented.

			The danger with such icons as Edison, Jobs, and Einstein is that they suggest that the true source of ideas is largely a property of individual inspiration. Without question, the determination of these individuals—and countless other less famous talents—made a difference. But we need to bust this myth by recognizing that ideas never succeed until they are placed in the hands of the community they best serve. Until they are allowed to evolve, live, and die.

			Experience

			When we experience something we like, something that works well for us, we feel joy. The thirst for this joy influences how we react to things we don’t like, things that bug us, cause significant inconvenience, and that just don’t work for us.

			If we’re so inclined, we might spend the time to think up ways to improve bad experiences. Quite possibly, we may not give it another thought until an idea pops. Whether new ways arise from a deliberate process or happenstance, we’ve had an idea.

			The next question is whether anyone else cares.

			Insight

			When any of us are new to a field, it’s not uncommon for us to rethink what we see. As a new leader in a team, you get to “ask the dumb questions” as you assimilate. It’s important to do this with two aims in mind: to further your learning of the status quo and to prompt new thinking amongst those already familiar with the situation. Do so in a way that respects what has gone before and that applies new insight, and you have a chance of influencing everybody to change.

			The application of insight helps an idea mature. Writing it down is a great way to start. I don’t mean just adding a few words to a list. I’m talking about thinking it through as you write. Getting the idea out of your head, sharing it with yourself, fleshing things out, and reading it back. Sometimes it makes sense, other times it fails the test.

			If the idea evolves to a point where you’re convinced it’s worth pursuing, that’s what you will do. (If you never find the time to pursue it, you were never convinced in the first place.)

			Conviction

			It’s that conviction that fuels your effort, that inspires you to spend time, and to stand up for the idea in the face of resistance. And there is always resistance. Without this gusto, your idea will fade away. Without vigor, you won’t share the idea and convince others that it’s a thing worth pursuing.

			Gusto is what separates Edison, Jobs, and their ilk from the couch potato genius.

			Gusto and two other things….

			Sharing

			None of us is smarter than all of us. You can probably prove that with math.

			An idea that we keep to ourselves is fine for self-satisfaction. We all do that, and I hope we all get pleasure from our inner thoughts. But that’s not the kind of idea this book is about.

			Ideas build on ideas and are improved by group participation. New concepts are stitched together by groups in the retrospectives, at the conference table, or by the water cooler. The advent of the coffee shop drove remarkable innovation in eighteenth-century Britain. Coffee and tea are stimulants and replaced alcohol as the clean drink of choice in these environments. Is it any wonder that exchanges of ideas flowered? Chance favors the connected mind.

			Ideas that are shared and given over to a team for critical discourse, for testing, and for enrichment are ideas that live. Whether you display a piece of your art or suggest a new way to process customer orders, you are raising a topic, suggesting that we shouldn’t be satisfied with the status quo, and offering a better way. When a group decides to pursue an idea, ownership shifts from an individual to the team. As a leader, you can set parameters, encourage experimentation and refinement, contribute to the process, and accept the outcome.

			Perspective

			How can you notice something new when you’ve been looking at the same thing through the same eyes year after year? Introducing new perspectives and welcoming outside opinions will generate new ideas and fresh takes.

			 


			Drucker’s sources of innovation1

			The first four sources lie within the business, or within an industry or service sector. They are basically symptoms:

			•	The unexpected—the unexpected success, the unexpected failure, the unexpected outside event.

			•	The incongruity—between reality as it actually is and reality as it is assumed to be or as it “ought to be.”

			•	Innovation based on process need.

			•	Changes in industry structure or market structure that catch everyone unawares.

			The second set of sources for innovative opportunity, a set of three, involves changes outside the enterprise or industry:

			•	Demographics (population changes).

			•	Changes in perception, mood, and meaning.

			•	New knowledge, both scientific and nonscientific.






			 

			You can also help your team—and yourself—to see things in a new way by recognizing sources of new thinking. Check out management expert Peter Drucker’s sources of innovation in the sidebar.

			Spend some time reflecting on these and ask yourself:

			•	Where is your industry headed?

			•	Who’s best today? Why do you pick them, and how would you respond?

			•	Ask someone in your front line (support or sales) to share a summary of customer requests. Are you tapped in to all of these?

			•	Have someone (else) trawl through your customer support tickets. These tickets are a goldmine of information that many companies overlook.

			Where ideas go

			Innovations are ideas—implemented.

			Ideas arise and prosper through a process of creation and curation. Divergent ideation followed by a rigorous process of culling. Success is born of failure—the trick is to achieve the right mix.

			When innovation fails, it’s not for lack of ideas—it’s in the transfer of those ideas to the field. When any idea is shared, it becomes an experiment. Could this new approach work? How will it benefit others? Is this business worth building?

			I don’t hold with the trope that business leaders should encourage failure. Encourage informed experimentation for the purpose of learning, and recognize that no experiment fails as long as it answers a question. This process works if it reaches a series of conclusions that advance the work. (Repeated failure to achieve the same goal simply suggests incompetence.)

			 




			“Failure is the best medicine—as long as you learn something.”

			—James Dyson






			 

			James Dyson walked the walk of learning through failures, creating 5,127 prototypes before he learned how to create and control a cyclone (more on Dyson in Chapter Ten).

			They say Edison prototyped over a thousand light bulbs before he put a product on the market. How competent was he? If he’d had an impatient boss, would we still be reading by candlelight? The question of when to give up is a vexed one. If you (or your boss) believe that success is just around the corner, you could eventually hit on the right idea at last, or you could drive your business into the ground.

			When PayPal co-founder Peter Thiel was considering investing in an early social media startup, he noted that Friendster—a rival—was tanking and their website was failing. A natural conclusion might have been that there was no future in this business. To test that theory, Thiel got hold of Friendster’s visitor retention data and noted that the site’s few users were extremely persistent, spending hours at a time on the site even though it was crashing around them. If Thiel had canned the idea at first glance, he wouldn’t have invested in Facebook. By looking deeper, Thiel avoided the trap of the false fail—a failure that’s due to a flaw in the experiment rather than the idea.

			The moral is to design your experiments as thoroughly as you designed the idea you’re testing.

			But the biggest concern for business today is quite the opposite. Any lack of support for testing ideas puts a business at disadvantage. It discourages colleagues from trying and encourages would-be Edisons to move elsewhere. Be thorough and be smart, but also be free—and to heck with constraints!

			What does success mean? Steve Jobs wanted to ship a computer that spoke human better than anything that had gone before. He practically killed the Mac team in getting the best product out to market. Twenty years later, he wanted to put a thousand songs in everyone’s pocket, to make music more accessible.

			Each time he had a goal. As a peerless perfectionist, Jobs was probably never completely happy, but he put his creations out into the world when they were ready. And he made compromises in the process—the first iPhones didn’t support copy/paste—because he needed the market’s feedback to decide where to go next.

			You should take ideas so far—until you’ve achieved success—then stop. The notion that a product does everything it was designed to do allows us to move on to new areas. In Apple’s case, it was iPod, iPhone, iPad, and so forth. Measures of success allow us to curate out ideas, know when they’re winners or losers, and stop when we’re done.

			 

			There’s an evolution to any innovation that can be summed up as:

			1.	Idea

			2.	Innovation

			3.	Experiment

			4.	Adoption

			5.	Differentiator

			6.	Commodity 

			7.	Redundancy

			Version One, if you will. We’ll look at what happens next in Chapter Two. For now, let’s look at the bridge between steps one and two—making ideas real.

			Turning ideas into reality

			Having the ideas is one thing, curating them another. But the rubber hits the road when you begin to make those ideas real in the eyes of your colleagues and, very soon after that, in the eyes of early-adopter customers. And since we’re all into rubber hitting the road, most of this book is dedicated to making ideas real.

			In Chapter Two, we’ll look at the way innovations are adopted by their interest groups—your market—from the early fanatics to the later kicking-and-screaming adopters. This provides you with a context for deciding where your ideas can play in the innovation stack.

			Since pioneers often face the greatest risks and losses, we’ll spend some of Chapter Three developing a new habit—looking at businesses that have already turned ideas into reality in the manner you are considering and asking, “What if we could do that?”

			 




			If you want an easy life, stand still.



			 

			When you present your customers with anything new—high tech, low tech or no tech—you’re offering them a change, a new way of doing something that is important for them to do. They will test your ideas and inform your next steps. You change them, they change you. Chapter Four looks at this notion of changing with your customers.

			And as we all know, implementation of new ideas means change, and that can mean havoc for your colleagues. Important to ask whether your business is embarking on a one-off change or becoming a serial-change outfit.

			The pace of change, and the mode of change is another muscle you’ll need to build up. Chapter Six lays bare the options for change cadence handling a loss of predictability.

			Innovation can provide the greatest achievements of our career, but it ain’t simple. Chapter Nine pulls it all together to make tech mastery easier.

			The only opinion that really matters

			Every idea should be respected, but the buyer’s opinion is the only one that really matters. Steve Blank says that “no plan survives first contact with customer.”2 This begs the question—how soon can you get customer feedback on your ideas?

			 




			Better Service Test3

			List three ways that you think your customers could be better served.

			Then list three ways that you think your colleagues could be better served.





			 

			Your business is a machine that serves your community of customers and colleagues. We’ll look at this notion in Chapter Four.

			This book is about building a better machine to better serve your community.

			Now that you think about it, you probably have an idea of what “better serve” means for your community. This is important, so I want you to note what you’re thinking right now. Take the Better Service Test so we can build on this later.

			 




			Every one of your colleagues, every one of your customers has ideas.



			 

			There’s an illusion that ideas come from special places—science labs, innovation teams, think tanks—anywhere but here. Allow me to disavow that notion.

			They won’t all be natural communicators or have the courage to step forward and suggest change. The job of the leader is to encourage everyone to submit their ideas, to curate the list for focused action, and to communicate rationale and results back to the originators. If you didn’t act on my idea, I’ll keep trying as long as you tell me why.

			Going public

			Ideas propagate with exposure. The trick is to continually refine the manifestation of your ideas and reach a growing audience of relevance. If the audience doesn’t grow, you need to change the idea. If the idea doesn’t take hold, try another.

			There’s nothing wrong with killing an idea when the evidence dictates. If it helps your process, consider that you’re setting it aside for later rather than killing it entirely.

			The question is how you share, how you manifest the idea in public, and with whom. There’s a tendency to polish the implementation before sharing, but shininess won’t dictate the basic appeal. Rough-and-ready prototypes boil ideas down to their essence, and it’s the essential value that you are interested in testing. Better still, such prototypes can be created quickly, tweaked easily, and killed with less concern for sunk cost.

			Let me be clear: sunk cost should never dictate a decision, but that doesn’t change the fact that it’s easier to cancel a project when the cost is low.

			There’s an irony that most businesses have been running a prototype of something for many years. Built as a proof of concept, it turned out to be good enough. As an engineer, I’m familiar with the visceral need to build a better version of everything, but I’d rather spend time on the best thing. You should too.

			When you put ideas out into your market, into your customer community, you’re demonstrating leadership. Sometimes you’ll be responding to customer requests, other times you’ll be offering a new way.

			Customer requests tend to be tactical—fix this instance of this problem, do this thing for me or I’ll take my business elsewhere. But if you ask this question often enough, speak to enough people with similar needs, you’ll have insights that could lead to bigger change—ubiquitous, global communication devices in every pocket and purse, for example.

			 




			The customer’s always right.—H.G. Selfridge

			It’s not the customer’s job to know what they want.—Steve Jobs



			 

			It’s hard to say no, but you can at least think twice and strike the right balance. If you want to build a customer following, you need to lead.

			Exactly how many ideas an innovator needs

			Fifteen.

			Or sixty-four.

			Heck, the more the merrier, as long as enough good ones make it to reality. If you like numbers, I suggest you spend 10 percent of your innovation time on idea creation and 90 percent on curation and testing. If you’re struggling to bring good ideas to reality, consider involving customers at the outset of your curation process.

			[image: ]

			Ideas made real

			Idea creation is a divergent process. You encourage wild and crazy thinking by ignoring constraints and focusing on the what.

			Idea curation is a convergent process; deciding which ideas make the most sense here and now. Some questions for your curation of each idea:

			-	How much value could this create for the customer? How much for the business?

			-	Has this been done before? If so, what were the results? Could that apply here?

			-	If not, what’s the risk of failure? Is the potential value worth the risk?

			-	Are we blowing up an existing approach or just tweaking it?

			-	How do we test this with our esteemed customers?

			-	How quickly will we see results—positive or negative?

			-	Where does this fit in our innovation portfolio?

			We go deep into innovation portfolios in Chapter Eight. For the time being, just note…

			The first step on your journey to technology mastery is to forget the technology.

			Instead, consider the value of the thing you’re considering. Tech is part of the how. You may find inspiration in the tech others have used to do something similar. You may need to spitball some implementation approach to get comfortable with risk and timeline.

			But don’t pick a specific solution and base your plans on that until you’ve created and curated ideas that lead you in that direction. Sounds obvious, but you’d be surprised how many times leaders put the proverbial cart before the horse.

			No sense having ideas if you can’t make them real. The role of technology at this stage, beyond inspiration, is to provide you with the means to rapidly prototype and test curated ideas. It’s this capability that has driven much of the thinking around innovation over recent decades. This may have been born in tech, but every business is a tech business now, right?

			For further inspiration, Chapter Seven examines the role of tech in generating insights. Chapter Eight covers tech’s role in automation, enshrining intellectual property, and creating assets for your business.

			And Chapter Ten offers the rosiest of futures for your tech mastery business.

			Avoiding that nightmare news

			Imagine waking one morning, turning to your favorite news source, and reading that your biggest competitor has announced a revolutionary new product that could eat your market share for breakfast. Now imagine that didn’t happen, and you arrive at work to hear a proposal from your team that could eat your competitor’s breakfast.

			Where would you rather find out about a new innovation: (a) in a competitor’s press release, or (b) from your own people?

			If you answered (b), process more ideas. When you ensure the best rise to the top, you’ll astound your market with the pace of change you offer. Consider this six-step process:

			1.	Turn your business into an idea machine.

			2.	Be aware of the shoulders you can build on—spread the word.

			3.	Have an opinion on the future of technology in your field.

			4.	Grow with your customers.

			5.	Turn the havoc of change into confidence for your colleagues.

			6.	Think big and act small.

			Technology provides your means for building out these ideas. In the course of this book, we’ll examine these steps in detail.

			Making Ideas Happen—In a Nutshell

			Technology is your platform for ideas…

			-	Along with art and including science

			-	Technology makes ideas real

			-	Leverage serial innovation by building new ideas on existing technologies

			Ideas come about when…

			-	We get impatient with the way things are.

			-	You apply experiences, insight, and conviction.

			-	New perspectives are introduced.

			-	You share ideas and give groups time to think.

			-	You allow for happenstance.

			Ideas die or thrive…

			-	Failures demonstrate…

			-	Successes demonstrate…

			-	Curation—relevance, timeliness, dependencies, thank yous keep the ideas flowing

			-	Understand what success means for you

			-	Ask the right opinions

			Making ideas real requires mastery of…

			-	Changing customers

			-	Leveraging the havoc of change

			-	Pace and uncertainty

			-	Blood, sweat, and tears—it ain’t easy

			-	Thinking big and acting small

			Who gets to decide?

			-	The opinions that matter

			-	How do you think things could be better? How do they?

			-	Going public

			-	Change with your customers—lead and follow each other

			Creating an idea machine:

			-	Tech is a friend—a key pillar of your business 

			-	First steps to tech mastery

			Booksite extras at www.trustingtechnologybook.com/chapter1 include an intro to the booksite and the workbook for all tests, including a template for the Better Service test.
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