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			Praise for The Change Maker’s Playbook


			“Through compelling case studies and comparing how today’s approach must differ from the pre-digital era, this playbook demystifies innovation and helps leaders drive the necessary mindset, culture, and process shift for transformational change.”

						—Clara Shih, CEO, Hearsay Systems, and best-selling author of The Facebook Era

			“Amy is a leader who is demanding and relentless in the pursuit of the great. In The Change Maker’s Playbook, she shares her philosophy and methods to transform ‘out-there’ ideas into new real world business models that can change businesses’ growth trajectories and how brands engage with their customers.”  

						—Kahina Van Dyke, Global Head, Digital Channels & Client Data Analytics, Standard Chartered Bank

			“Finally, a playbook offering a fresh, down-to-earth approach, and a wealth of real-life insights and advice on how to get from concept to launch and scale. This book is for anyone who wants to leave theories behind and make innovations real.”

						—Fran Hauser, start-up investor and best-selling author of The Myth of the Nice Girl

			“Amy brings new meaning to the phrase ‘iteration is the new innovation.’ She understands that it’s not just precision thinking once but constant customer input over time that gets it right(er) each time! If you are going to be in the change business, you need to read the principles of the journey to succeed.” 

						—Brian Cohen, Founding Partner, New York Venture Partners; Chairman Emeritus, New York Angels

			“Why are playbooks important? Think Football. The playbook gives you a direction and helps create momentum, but its very premise is the ever-changing environment and the ‘who knows what the hell might happen’ actual moment of play. Amy has provided us with a guide, not simply a how-to, hence its immense value.”

						—David Sable, Senior Advisor, WPP 

			“Amy Radin’s book explains the ever-changing environment that innovators face when trying to make change in a company. More importantly, it offers a simple, practical guide for making progress. It’s a go-to recommendation for my clients and newcomers to the Inside Outside community.”

						—Brian Ardinger, Founder, Inside Outside

			“No organization can afford not to be examining new ways of delivering services and developing products. In The Change Maker’s Playbook, Radin puts forth an approach for seeking, seeding, and scaling innovation for any type of organization. The combination of processes and case studies presents a readily accessible guide for anyone looking to push their organization to not only think about what’s next but also to develop a culture that allows people to think differently and that is driven by purpose. It is a must read in today’s world.”

						—Amy Binder, CEO & Chairman, RF Binder 

			“Having been involved in innovation initiatives for most of my long career, I can attest that the only way to get better at it is to first get in the field and play the game, then analyze what worked and what didn’t so you can learn from the experience, then repeat. This is the essence of Amy Radin’s The Change Maker’s Playbook. Her book is a practical guide to the very messy work of innovation, full of concrete stories of the experiences of real change makers—the decisions they made and the challenges they faced. Amy has distilled these real-world experiences into a playbook that will help the reader become a more effective change maker.”

						—Irving Wladawsky-Berger, IBM Vice President Emeritus, MIT Research Affiliate

			“What I love about The Change Maker’s Playbook is how practical Radin’s advice is — and that’s the key. She knows what she’s talking about because she spent decades leading and transforming large organizations. If you want to know what you can do, this is the book to get.”

						—Phil Terry, Co-author, Customers Included

			“As a fellow change maker, I’ve long admired Amy Radin’s impact and resilience. In The Change Maker’s Playbook, she offers a practical guide to getting to the other side of change in a way that creates value and meaning. An important resource for anyone looking to innovate better.”

						—Beth Comstock, author of Imagine It Forward and former Vice Chair, GE

			“What businesses need today are change makers: driven leaders who turn market disruption into innovation opportunities, creating real impact and value. If you’re up for this, Amy Radin’s fearlessly focused and practical book is your next must-read.”

						—David Rogers, Columbia Business School faculty and best-selling author of The Digital Transformation Playbook

			“Seek. Seed. Scale. Amy Radin’s formula for innovation is uncommonly clear. The true lesson woven throughout the book is that it all begins and ends with culture, an important lesson for organizations of every size.”

						—Ajay Banga, Executive Chairman, Mastercard

			“Innovation is clearly a MUST but never comes easily. Thanks to The Change Maker’s Playbook, we now have a practical, actionable guide to help tackle the non-negotiable task of delivering value through innovation.” 

						—Emma Weisberg, Head of Global Business Marketing, Waze

			“This book has become my team’s manifesto. Radin inspires you to keep the momentum while laying out the steps to move through the inevitable resistance you’ll face. This is the book for teams with a bold agenda.”

						—Dave Edelman, Chief Marketing Officer, Aetna

			“An indispensable guide for marketers and those who want to truly deliver better products and experiences for their customers, not just talk about it. In her accessible and relatable way, Radin lays out the path for finding and delivering innovation essential to brand impact.”

						—Lewis Gersh, Founder and CEO, PebblePost

			“So much of innovation focuses on developing and testing breakthrough ideas. Yet, the vast majority of these ideas fail to be adopted. Amy Radin not only focuses on the generation of innovative ideas (seeking), but also the process of shepherding those ideas through organizational hurdles (seeding), and become drivers of real organizational performance (scaling). Executives who find themselves in an increasingly fast-paced and unpredictable world would be well advised to seek counsel in The Change Maker’s Playbook.”

						—Michael Wade, Cisco Chair in Digital Business Transformation, Professor of Innovation and Strategy, IMD

			“Radin’s Seek, Seed, Scale framework should be in the workspace of any leader who wants to create sustainable franchises and shape the future (and not be undone by the forces at play in today’s world).”

						—Ashok Vaswani, Global Consumer and Payments Head, Barclays
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Foreword

			➤ For at least a dozen years before I finally met her, I heard rumors of Amy Radin. As a partner at Diamond Management & Technology Consultants, where we pioneered the idea of digital strategy in the mid-1990s, I made it my business to know as many leading innovators as possible, and Amy’s name kept surfacing among my partners because of the work she was doing, first at Citigroup and then at E*Trade. 

			Before joining Diamond, I spent seventeen years majoring in innovation as an editor and reporter at the Wall Street Journal, mostly covering technology. My first book, Big Blues: The Unmaking of IBM, a best seller about IBM’s near-death experience, which I published in 1993, hit what has become the prime innovation theme for me and for much of the business world ever since: What happens when a major company doesn’t adapt quickly enough to step-changes in digital technology?  My partners and I later explored that theme at Diamond, where we helped clients go on the offensive by unleashing “killer apps.” We struck a nerve directly enough that Context, the small-circulation magazine I developed and edited for Diamond, was a finalist in 2000 for the National Magazine Award for General Excellence. 

			The focus on separating innovation winners from losers persisted when I left Diamond and went out on my own, pursuing the mantra, “Smart people, interesting projects.” Those people and projects eventually connected me with Amy.

			Jim Collins has done great research into what drives corporate successes for his books Built to Last and Good to Great, but I realized around 2005 that no one had taken a systematic look at failures. And you have to understand both sides of the equation, right? You not only have to know what to do; you have to see where the land mines are, to understand what not to do. Chunka Mui and I got our old friends at Diamond to lend us twenty researchers over the course of two years to look at 2,500 failures. We turned the research into a book, Billion Dollar Lessons: How to Learn From the Most Inexcusable Business Failures of the Last 25 Years, which drew rave reviews, including from the WSJ. Amid all the great research (really . . . and it’s still in print), the fundamental insight of the book was that nearly half of the failures we studied stemmed from ideas that were obviously flawed, but that weren’t blocked because internal dynamics glossed over the problems. What was needed was a devil’s advocate who would make sure that all assumptions were brought to the surface and that all uncomfortable questions were asked. That insight led us to work with some of the world’s top strategists, and to several fascinating consulting engagements with Chunka, as the Devil’s Advocate Group. Eventually, the “smart people and interesting projects” mantra brought me to insurance, one of the four areas that we identified a few years ago as still virgin territory for digital disruption. (The others were government, higher education, and medicine.)

			By this point, Amy had made her way to insurance, too, as chief marketing officer for AXA, following her senior operating role at Citi and innovation role at E*Trade. At a time when insurance had yet to catch the “insurtech” fever that has taken hold over the past couple of years, she shone as one of the very few lights in the firmament. I had become the editor-in-chief of Insurance Thought Leadership, a startup publishing platform trying to drive innovation in risk management and insurance, and I decided I finally had to meet Amy. She graciously agreed, and, over coffee at the Grand Hyatt in New York City, we had a meeting of the minds. Chunka and I had summarized our approach to innovation as “Think big, start small, and learn fast.” Amy had landed in a similar spot (with the terms Seeking, Seeding, and Scaling, as you’ll see in this book). Crucially, she also supplements her thinking with a huge amount of practical experience, actually getting stuff done inside big organizations. As a result, she understands that, as much as we might wish otherwise, innovation isn’t linear; the process needs to jump, double back, do loop-the-loops, iterate, repeat, whatever . . . but within strict enough parameters that you stay focused on the goal and eventually get there. 

			Amy agreed to become part of the ITL Advisory Board, so I’ve had the excuse to pick her brain for more than three years now, and to watch as she has expanded her repertoire considerably by investing in and advising many startups, beyond mine. She was more than worth the wait.

			She is exceptionally smart and insightful and down-to-earth. I developed a world-class B.S. detector during my days at the WSJ, and I promise that Amy is as straightforward as they come. I’m delighted that she’s chosen to share her experience and her insights more broadly in this book. I think you’ll learn a lot. I certainly did.

			Enjoy.

						Paul B. Carroll

						Roseville, CA

		


		
			
Introduction

			➤ Innovation can be polarizing. It conjures up coolness and threat, inevitability and unpredictability, attraction and avoidance. Innovation is essential, yet fails more often than it succeeds. 

			My reaction to a particular, recent innovation reported in local press was to smile. The New York City Metropolitan Transit Authority announced the rollout of contactless payments technology in the New York City transit system—the world’s largest commuter transportation infrastructure. Why my reaction? Back in 2006, I was a member of the team that implemented the Lexington Avenue Subway Trial—one of the first such pilots in the world. We chose a tough but fertile proving ground by focusing on the commuter experience in a huge market with among the longest, and at times most challenging, trips back and forth to work. The pilot was built in a three-way partnership between Citi, Mastercard, and the transit authority. It “failed”—that is, if you define failure as not getting the green light to scale. 

			When such pilots don’t immediately generate miracle results, the hindsight analyses are easy. We were too early by over a decade. We had the wrong device—a cool but nonetheless limited-use, expensive “fob” that attached to users’ key rings. The business model was built only for bank account holders. And internal resistance in the pre-millennial economy was formidable. But now, with contactless payments becoming ubiquitous, the important rearview mirror lesson is how much better it is to harvest learning and decide next moves to grab a market lead, than to deem such experiments as one-and-done events. 

			The Subway Trial is just one story, with one set of lessons. This book gives change makers in any organization dozens of hands-on ways to learn from real experiences, so they can take insights about market needs from napkin back to viable businesses that deliver impact.

			In my first career I held a series of executive-level marketing, digital, and innovation roles at big brands. Seeing the possibilities to effect greater change, I launched a new career helping leaders do what needed to get done to move businesses forward. My passion became working with change makers to create new value and growth amidst the rapid change and rising complexity that is everywhere. My board, advisory, and consulting work led to research with dozens of founders, investors, corporate innovators, and thought leaders. I decided to write The Change Maker’s Playbook, bringing together these remarkable individuals’ experiences, along with my own, to benefit and inspire others.

			This book is for leaders who want to solve unmet market needs. These people don’t just have ideas. They feel commitment and have a sense of purpose to create new forms of value and growth of benefit to employees, customers, partners, and shareholders. They want to move with urgency, speeding progress by learning from others’ experiences.

			The recommendations included throughout have all been tried out in diverse organizations, from global brands to garage-based startups, not-for-profits and privately held high-growth companies. Every recommendation comes from people whose collective experiences will resonate in any company, in any size, sector, or life stage. The common ingredient is that within these organizations there is a change maker who has set out to reinvent products and services or entire businesses, to turn unsolved market problems into opportunities. 

			The stories of successful entrepreneurs, corporate innovators, investors, government and not-for-profit leaders, and thinkers have been organized in an accessible framework. The framework is rooted in practice, and proven by innovation operators. It does not stop at theory, strategic insights, or ideas. It is packed with tactics that work. That is why this book is the practical guide and indispensable resource for any change maker to keep close at hand. The content’s user-friendly format will help readers take techniques straight into any live innovation setting. The Playbook is organized into three parts according to the Seek, Seed, and Scale framework. 

			Part I, Seeking, starts with what it means to discover insights into problems and define purpose to drive value and growth. Too many aspiring innovators jump to create the perfect product for themselves. Maybe they are under pressure to hit a forecast and are bound by internal perspectives. Reality check: Is there a big and deep enough problem in the market, and is there commitment and purpose from the get-go? This section establishes how to find and define what to build, identifying the change maker mindset that will make the difference through all elements of the framework.

			Part II, Seeding, tackles the skills, tools, leadership, and capabilities that get concepts to take hold by testing for market interest and feedback. Seeding conditions are different for young, fragile concepts than for those of mature businesses. Seeding requires iteration, to get the right mix of elements. Rough concepts must prove they can be viable, and solve real problems for a scale audience. They are best proven and refined by engaging users in prototypes of how the solution is envisioned to work. 

			Part III, Scaling, focuses on the last three steps of the framework, and takes great ideas toward the ranks of sustainable businesses, assuring vitality through the future forces of change. Launch spans the days or weeks or months surrounding the “go live” moment. Presented sequentially, but built-in to Launch, are Testing and Experimenting. Finally, the framework ends with new beginnings: Anticipating and Adapting. However great the results, no one can afford to sit still and ignore the reality of future reinvention. 

			Scaling does not just mean doing everything in a bigger version of what’s happened until now. Scaling is a function of what you’ve been doing bigger, what you’ve been doing adapted, and whole new activities, choices, and relationships. Scaling means a new trajectory. As such, it requires shifts in mindset, approach, skills, and how resources are used.

			Each Playbook chapter explains and animates: 

			
					
➤ What needs to happen? Stories highlight the experiences of change makers—how they made decisions and faced down challenges. These are deliberately not celebrities’ stories. They are the stories of real people with the sense of purpose and commitment to achieve opportunities that began as grains of ideas or observations and evolved, generating tangible results. 

					
➤ What are the steps to get there? Each chapter includes a section called “The Three Cs.” These are Capabilities, Connections, and Culture, the methods and mindset for moving the book’s content from theory to action to results. Processes, templates, tools, checklists, and other tactics are provided to enable action.

					
➤ What can be taken away and applied from each chapter? A chapter summary wraps up each element of the framework, and serves as a reference list and reminder.

			

			The Playbook is not intended to portray innovation as linear, predictably paced or methodically timed. Innovation is dynamic, iterative, and even messy—particularly when viewed according to how businesses used to work. Innovation shifts back, forth, and sideways, and does not look the same twice. What is covered through the framework might happen in weeks, months or years. Steps are uneven, loaded with ambiguity. Progress requires purpose, commitment, new methods, intense execution, and also takes guesswork and judgment in the absence of certainty and hard data. Luck plays a role. 

			These dynamics are the norm to create an offering, or reshape existing products and services. Repetition of the past is not the recipe. There is no set recipe.

			Market problems are tougher than ever to solve well and at scale. To change makers, this means more innovation opportunity. Capabilities are out there, to be applied toward the needs spawned by trends. More data may hold answers to pressing problems. Generational shifts in attitudes and values are opening up opportunities, demographic change is creating demand, and social media and new channel technologies are widening access. 

			Take inspiration, execute, and get results by…

			
					
➤ Learning from dozens of successful change makers: the entrepreneurs, corporate innovators, investors, and thought leaders who participated in the research upon which this book is based;

					
➤ Taking advantage of a user-friendly, tested, and shareable toolkit that you can bookmark, highlight, click on, and keep close at hand; 

					
➤ Moving from framework to real world, applying practical methods to accomplish your innovation aspirations.

			

			Change makers are few in number, and are worthy of encouragement and support. They want to create and deliver value, bring together teams to solve big problems, seize opportunities, and make a difference. Treading water is not an option for them. They want to succeed for themselves, their communities, friends and loved ones, and for the broader stakeholder ecosystem. Theirs are hard-won achievements.

			Success is happening for those who adopt a new mindset, tactics, and commitment, and who establish their purpose. Following the old script won’t work. 

			If you see a career runway in front of you, want to commit to innovate with the goal of creating value and growth for stakeholders, and to serve customers by understanding and solving their problems, you will find value in this book. If you are marking time to jump ship, talking the talk about innovation while your head and heart are not walking the walk, this book will make little sense. Purpose-driven leaders, this book is for you. Financial engineers and valuation hypesters, sorry, this book cannot help.

			The Change Maker’s Playbook will provide guidance to get from the napkin-back idea to tangible impacts. 

			Are you ready to be a change maker? 

			Read on.

		


		
			
Preface

			This is the second printing of The Change Maker’s Playbook, which was first released in 2018. I am delighted to see the book in paperback, and to widen access to the expertise, stories, tools, and advice shared through each step of the Seek, Seed and Scale framework. 

			I am also proud to see the book’s message being embraced by innovators in vastly different environments, from startups to family-owned businesses, and big corporations, as well as in numerous sectors of the economy. 

			My interactions this past year with audiences across North America— advisory clients and fellow board members—have demonstrated how much change makers everywhere have in common, irrespective of background or the focus of their pursuits. Each understands the benefit of listening to others and of expressing curiosity about how others see things—whether users, customers, employees, vendors, members of their network, or those met unexpectedly in their journeys. By valuing non-obvious perspectives, these change makers create the possibility of finding answers to stubborn problems, or even finding breakthroughs. And, they gain the satisfaction of helping fellow change makers by sharing their experiences and expertise.

			I have been inspired by the commitment and conviction of my audiences. They are eager to embrace the methods and mindset that power innovations towards market realities. 

			In co-working spaces, at conferences, and on campuses across the continent, I continue to meet people who are pursuing purpose-driven innovations. They see beyond Silicon Valley’s singular focus on valuations. They do not succumb to Wall Street’s fixation with managing to short-term returns and stock price. They are applying smarts, passion, and resources to innovations addressing our global sustainability challenges, and life’s everyday demands. They seek commercial scale, and value for all stakeholders. For me, these encounters, and my ability to support these innovators, have been especially energizing.

			Since the book’s first printing, so many of you have shared your change-maker stories. I am motivated by your sense of purpose, your creativity, curiosity, and resourcefulness. You are optimistic in facing down challenges that might otherwise derail or diminish your vision. You know that one of your superpowers is a strong and diverse set of relationships, and you have welcomed me into your networks.

			Change making is not an option in this turbulent world; it is a mandate. It is the way we will confront and resolve the many pressing needs to strengthen our well-being, our communities, our economy, and our planet.

			There is never an easy time to make change. Somehow, we are pushed to take on the biggest problems when they seem the most overwhelming. The list that demands innovation is growing. But change-maker stories reinforce the power of small, resource-constrained teams to make a difference. If you are drawn to this possibility, I hope you will look around your sphere of influence: your community, company, industry, and region of the world. See what needs changing that ignites your sense of purpose. Follow the Playbook and embrace what you can do to make it happen. 

							Amy J. Radin 				June 2020

		

		
			
			

		

		
			
			

		

		
			
			

		


		
			
Part I: Seeking


			“We have two ears and one mouth so we can listen twice as much as we speak.”

			Attributed to Epictetus, Greek Philosopher, b 55 d 135

			

➤ According to National Geographic, the odds of being struck by lightning are about one in 700,000.1

			As an educated guess, the odds that an amazing innovation will simply occur to you, show up in your inbox, or come as a result of scraping trends from secondary source materials are also extraordinarily low. 

			To create innovation, you have to take action. There is no fixed formula. But a no-downside starting point is to listen—both to your inner voice, and to the sources of useful feedback in your surroundings. Some sources are obvious. Many are not. 

			Part I, Seeking, presents stories, advice and tools to help change makers be better at proactively listening for market insights, then blend them together to help:

			
					
➤ Define purpose that is important enough to earn your commitment;

			

			
					
➤ Identify the big market problems that you can solve within your business context; 

			

			
					
➤ Connect your sense of purpose with the big problems;

			

			
					
➤ Take steps to convert your commitment into strategy and action;

			

			
					
➤ Shape solutions by tapping into your creativity, network, and know-how to prove value and growth potential, even when resources seem limited.

			

			There is no set timeline, but those who act with speed and urgency gain the advantage. What most matters now is to create the foundation. That is where listening, insight, purpose, and commitment come into play. Why? The first chapters of this Playbook connect the dots between these elements and achieving results. Quite simply: You are setting yourself up to go after market opportunity. And you care enough about the goal to face down the many challenges ahead.

			You may have a jumpstart with answers informed by life experiences. Founders like to share the stories of how and why their ventures began with a problem they personally experienced or saw in others, and cared about enough to solve even against the immense odds of ever succeeding. 

			Seeking behaviors come first, and benefit all aspects of the framework. The three chapters of Part I address: 

			
					
➤ Discovery. Learning about users and buyers by exploring and synthesizing what you find in actionable insights. 

			

			
					
➤ Purpose, passion, promise, and positioning. Knowing what you are committed to, defining a solution to a deep and wide problem, and establishing how to represent your purpose and promise in the market. 

			

			
					
➤ Resourcefulness. A figure-out-whatever-it-will-take attitude and behaviors, knowing that money, time, and people resources will always be tight. 

			

			As you head off to explore, observe behavior and be attentive to nonverbal signals and cues. Find the truths that won’t be spoken. Sometimes the feedback is implicit in a question posed to you. Sometimes the best prompt to learn more about whether a user values a prototype is to say nothing—to make space for insight with a pause. 

			Set yourself up to innovate by being open—and as a result, allow for possibilities. 

		


		
			
Chapter 1:Discovering Real Needs
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			Making an effort to listen—to hear, observe, and understand people—will make you a great discoverer. Proactive learners who are accepting, curious, and inquiring are good listeners. Who do you think listens well? Think about why—what listening behaviors can you adopt?

			Discoverers want to understand where people are coming from: their backgrounds and environment, motivations and emotions. Discoverers back away from being in “I already know it” mode. They collaborate. They pursue dialogue, not interrogation. For those who are curious, discovery is fun.

			Greg Burns, executive coach and Citi’s former chief learning officer, believes anyone can improve their listening and discovery abilities. He says, “It all starts with mindfulness, being in the moment, being able to turn your brain off and really focus on the other person.”2 

			This chapter investigates how to be a discoverer, and further, how and when to turn discovery into learning that will set you off to define value and growth concepts.

			People buy painkillers, not vitamins

			Change makers use proven methods to get insights about people and what innovations will address their needs. 

			Needs are rational: I need food because I am hungry; by the way, I prefer that it tastes good. And, it has to be affordable and sold where I shop. Product features meet rational aspects of needs. Needs are also emotional and influenced by values: I’m a mom, and after a long day, I want to put a healthy, tasty dinner on the table to promote good family habits. 

			Product features address functional needs, but are often limited to the basics. Truly innovative solutions go beyond rational needs, and connect with emotional needs and values. Emotional connection doesn’t mean soft-edged photography, or other communications clichés. Emotional needs may not be terribly profound. They are waiting to be solved within life’s day-to-day irritants and inconveniences. 

			A fellow innovator once said, “People buy pain killers, not vitamins.” Living as we do with so much complexity, relief from life’s hassles alone can earn attention and commitment to a brand. Take, for example, ketchup.

			Do you buy ketchup? Does your ketchup bottle sit right side up or upside down? Heinz ketchup dates back to 1876. In 2002, Heinz’s business goal was to grow sales. Discovery led to a user problem: the hassle involved in getting the last bit of ketchup out of the bottle. Users reportedly jammed knives down the bottles, or shook bottles hard only to be squirted with a watery mess, or tried balancing the right-side-up bottle upside down (my favorite technique). Given the long narrow neck and wide bottom, that is a tough act.

			Heinz responded by introducing the inverted ketchup bottle, applying a package design first invented for shampoo. Providing a better alternative to user workarounds revitalized a 150-year-old product. Heinz grew at three times the market rate within a year of this new-to-category innovation.3

			Takeaways:

			
					
➤ Listening includes observing user behavior—the source of insights beyond what people might reveal in conversation.

					
➤ The more interesting problems to solve are those that connect to emotional needs, but they don’t need to be anything fancy. Alleviating small daily hassles earns customer loyalty and pricing, margin, and distribution advantages.

			

			How to be a better listener:

			
					
➤ An open mind—a blank slate—makes it easier to recognize opportunity. The more filters, the more potential to miss the big problem waiting to be solved. Aim your category knowledge to areas that leverage your knowledge, but don’t allow knowing too much to become a disadvantage. You carry biases as a consequence of your expertise.

					
➤ A wide definition of potential users can lead to surprising opportunities. But execution benefits from a well-defined audience. Distribution systems may be fragmented, so identifying common behavior patterns among the big-enough populations will pay off. Not sure? There will be opportunities to test. The best segments may not yet be clear. Anticipate creating a knowledge inventory to keep track of segmentation ideas. Look for more on segmentation in Chapter 8, Testing and Experimenting.


					
➤ Take a deliberate approach to deciding from whom to seek insights. Include not just users, but also influencers, decision makers, and even people whose experiences in different markets or categories offer learning. For example, my teams in payments saw that people’s habits around managing money and health have much in common. Learning about dieting strategies stimulated ideas for financial services product experiences, and helped us break away from incremental, easily copied products. 

					
➤ Avoid sources bound to confirm what you already believe. Move further afield. There is no better time to explore beyond the familiar than now.

			

			Are you simply solving your own problem? 

			What’s great about jumping into a problem that stems from one’s own experience is the deep understanding and passion to fix something that is bothering you.

			The founder solving their own problem has to avoid building the perfect solution for their personal-use case, only to find they are not solving a problem of interest to many other people. 

			The corporate innovator may be on a team that does not include product users. They must account for their own personal detachment from what it is like to have a particular problem. They have the added responsibility of selling up the ladder, to executive team or board members removed from the daily realities of customers, and focused more on the internal demands of a grown-up company facing disruption. 

			Creating momentum to pursue innovation takes a lot of energy, commitment, and belief. Even if you need just a small amount of cash to get going, you may be depleting a department budget, negotiating with colleagues to depart with theirs, or using limited political capital to advocate for something that has not been done before. If you are a founder, you may be emptying your own savings or asking friends and family to trust you with theirs. 

			Users, buyers, and payers all matter

			Back to household ketchup consumption, different family members each have an influence on which bottle of ketchup will be pulled off the supermarket shelf. Heads of household pay for the item, but family members all around the table are users. Perhaps a caregiver or relative handles grocery shopping. It’s important to understand the roles each member of the influence group plays, early on, to inform product priorities. Start to anticipate the complete experience. 

			Like tens of millions of other households, my family has a Netflix subscription. I am the payer: the subscription is a recurring charge to my credit card. My daughter is the user: after homework is done, she tunes in. Her friends send texts to each other about the latest content, and are all influencers of entertainment choices. Our childcare provider may be the buyer, monitoring the clock, the homework progress, and the weekly screen time tally. When my husband and I are not home, she gets to be gatekeeper, saying yes or no to my daughter’s pleading for relief from the never-ending boredom of digital-age, preadolescent, suburban life. 

			The user/buyer/payer/influencer model applies to business-to-consumer (B2C), business-to-business (B2B), and business-to-business-to-consumer (B2B2C) use cases. The constellation of players varies. 

			Say I’m the founder of a startup selling a bookkeeping solution to Main Street retailers. Unlike the Netflix example, where roles are each played by different people, in this example the buyer and payer are likely one and the same—the business owner. The user may also be the owner, or could be an on-site employee or remote contractor. The influencers could be diverse—including authoritative bloggers writing product reviews, or trusted neighborhood retailers.

			At a global life insurance carrier, I led a team that proved out this model for the purchase of a big-ticket, complex product sold through intermediaries. 

			A couple has a child, triggering a conversation about life insurance. The parents influence each other, and decide to consult other influencers, including favorite online sources for personal financial information, or maybe college buddies. Wanting to understand products not (yet) available online, they call upon an adviser, who brings in yet another influencer, a broker. The couple ultimately decides. They are both buyer and payer. Who is the user? Well, the parents are receiving and paying for the emotional value of peace of mind, and may realize the rational value of tapping into a policy’s cash value. Other users are those named as beneficiaries.

			Figuring out the roles of user, buyer, payer, and influencer for emerging use cases is a great way to organize insights to be productive. This model:

			
					
➤ Helps home in on feature, positioning, and experience priorities;

					
➤ Shrinks an unwieldy list of product features and nixes the ones you may have fallen in love with, but have turned out to be unimportant;

					
➤ Gets well beyond demographics, which are interesting but way too superficial, to reveal what you need to know about the people you want to serve; 

					
➤ Puts the problem and solutions into the context of people’s lives;

					
➤ Zeroes in on the behaviors that affect how people make decisions to buy, producing downstream benefits for go-to-market activities. 

			

			The user/buyer/payer/influencer model is one that’s both useful and easy to apply. Try it out as a mental model or in writing, completed on your own or with colleagues. Begin with users. Ultimately what matters is to map all members of the system and to understand how they affect each other’s decisions. A sample format is included later in this chapter, in the Three Cs section. 

			What people do trumps what they say

			Customer journey mapping has become a mini-industry all its own. There is plenty of attention, including lip service, paid to the customer journey. Most brands circumscribe the definition around engagement with their own products or channels. From the perspective of users and buyers, though, the journey begins at the moment they realize they have a need, through researching, buying, and post-purchase usage, payment, and servicing. 

			The value of customer journey mapping is threefold. It can:

			
					
➤ Find the actionable business levers of user, buyer, payer, and influencer behavior;

					
➤ Ferret out problems occurring along the journey that are core to your solution, or that might be the solution; 

					
➤ Identify actionable segmentation strategies to apply to media, messaging, and positioning decisions later on. 

			

			Create the best customer journey framework by focusing on phases: 

			
					
➤ Awareness. How people become aware of unmet needs. 

					
➤ Investigation. How those who gain awareness then go about figuring out what to do. Often they pursue a favorite option—they do nothing. Maybe they ask friends or family, go online to search for solutions, read an article, or speak with an expert. Sometimes they don’t become aware until presented with a solution. (Did any of us know we had to have an iPhone?)

					
➤ Deciding. How do people decide what to buy? Is it what Amazon stocks or what is on sale at the supermarket? Or are choices serendipitous? Is an adviser recommending a product? Do people decide in consultation with a partner? Is there a chain of approval that drives the decision?

					
➤ After the purchase. What happens post-purchase? More purchases of the same? Or the possibilities of a trade-up, extension, warranty activation, breakdown, defect, claim, or return? 

			

			See if you can identify different behavior patterns that spark ideas about segments. 

			The most effective way to figure out the customer journey is through a combination of observing and getting inside user and buyer thought processes, to see how choices are made and behaviors influenced at each step. 

			A helpful line of questioning starts with just a few questions: 

			
					What did you do? And then what? And then what?

					What made you think to do that? What else? And what else? 

			

			Down the road, journey specifics can be fleshed out in more detail, refined, and applied to marketing, product, servicing, and other elements of execution.

			Sometimes only a crisis can illuminate discovery 

			How can you invest efforts in discovery if you operate inside a culture that doesn’t like ambiguity and perceives the work of the change maker as too messy? A good discovery raises questions, not just provides answers. 

			Sometimes, change only comes when an urgent situation arises demanding something new happen, especially in a rooted culture, and especially one where the company has a legacy of achievement. 

			In a historically successful place, running around shouting that the sky is falling will backfire. And even providing indisputable evidence won’t guarantee buy-in. Sponsorship, credibility, influence, and relationships matter to win others over to change—the greater the change in direction, the tougher the shift. 

			Two pieces of advice, both assuming commitment to purpose:

			
					Focus others on the possibilities of what could be. Showing not just passion, but well thought-through execution, even at this early stage, helps win sponsorship and build a circle of supporters. 

					Use your network to find a mentor from whom you can learn the tricks of remaining true to your vision and the steps necessary to deliver.

			

			A crisis may have to happen to mobilize a team to listen and act. 

			Bill Unrus CEO of Anonymizer, an Internet privacy and online identity management business, when all fundraising options dried up after the Internet bubble burst in 2000. 

			“We couldn’t get any VC money, so we had to earn our way out. We had to slow down and listen to the customer,” Bill said.4 He shared the team’s realization that paying attention to customer signals would define the company’s future. “Extinction has a way of focusing the mind. The only path for us was to listen to the customer to find what we could monetize.” The company ultimately achieved a good exit, fueled by customer insight that led management to reset priorities and rethink the highest potential sources of revenue aligned with their purpose. 

			Steal shamelessly

			Never underestimate the ability to get great customer insights on a low (or no) budget. “Steal shamelessly,” a global CEO once said to me. Go for good-enough do-it-yourself ways to make progress. How to make high-quality discovery progress:

			
					
➤ Use your natural abilities to hear, see, smell, and taste. Self-assess how effectively you are putting your senses to work. Are you so absorbed in daily blocking and tackling that you aren’t paying attention to what’s not on your to-do list? Pick a handful of people who know you well enough to offer useful feedback on how well you listen. Practice getting better. A simple start to improve: stop constructing in your head what you plan to say next while others are speaking.

					
➤ “Person on the street” interviews are a time-tested way to find broad insights. This means walking up to people on the street. Or, if you are seeking insights from a defined segment, identify people who fit the profile by looking first within your network. Try conducting five or ten half-hour interviews. Ask open-ended questions outlined in advance. Be ready to let the other person take the discussion in new directions that may not have occurred to you. A sample discussion guide is included at the end of this chapter in the Three Cs section.

					
➤ If practical, ask a few people to let you come by and hang out to observe a day or even a few hours in their lives. While companies with budgets hire consultants to lead this sort of ethnographic research, a thoughtful do-it-yourself approach can be good enough for starters. I still recall an in-home interview with a middle-class couple, a few years after the start of the financial crisis. If I had only the benefit of their narrative, I would have believed the family was on a steady savings, spending, and budgeting path. But the grocery-store bag in the corner of the dining room, overflowing with unopened statements, told a different story.

			

			Insights don’t just come from research methods. Raja Rajamannar is Mastercard’s chief marketing and communications officer and president of its Healthcare business division. Raja is always on the lookout for new insight and ideas to drive value and growth. He credits three-quarters of the ideas his team pursues to sources outside the company. “I read every single email I get, because even if I have to go through ten thousand emails to find one great idea, the time invested is worthwhile.”5 
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