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INTRODUCTION

This is a book about the reality of business lifecycles and focuses on one of the hardest decisions a business leader has to make. Like it or not, every product, every service, every business, every company will eventually mature and go into decline. It may not be happening to you now and may not happen soon — but it will happen unless you decide to proactively renew your business. This maturity or decline will bring you to a decision that many leaders hope to avoid — what to do with a business that is no longer as relevant and vital as it once was.

All products, services, and lines of business have a lifecycle. Businesses are launched, some survive, and some die quickly. Those that survive grow modestly or spectacularly and then inevitably mature. Some remain mature for a long time while others pass into decline more quickly. Managers tend to think of the business lifecycle as a fixed path that can be stretched, but not fundamentally altered. They think that once a business starts its decline, the good times have come to an end.

But what if you looked on the mature phase of the lifecycle as an opportunity? What if you could see this as a point of significant renewal and the creation of a successful new future?

A Business Reality: Lifecycles Are Destiny

The lifecycle curve with its stages of innovation, growth, maturity, and decline is familiar to most businesspeople.
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Renewal and the Business Lifecycle

Over the past ten years there has been no hotter topic than business innovation. In the late 1990s executives and business writers were sure the Internet would change everything and billions of dollars of equity were poured into ideas for “new economy” businesses. Companies in all industries invested additional billions of dollars in corporate venturing. And lately, we have been chasing the Holy Grail of “disruptive innovation,” improvements that are simpler or cheaper than current offerings and that upset the status quo of a marketplace or industry. Volumes have been written on how to transform an idea for a new product, service, or business model into a viable and ongoing business.

The emerging growth stage has also been well covered by the business press. Geoffrey Moore's Chasm Group, for example, has written multiple books on the finding and winning of the “headpin” customer, the key to success for a business entering this fast-growth stage. Once the headpin has been won, Moore lays out the path for leveraging this relationship to make additional sales and accelerate growth.

As well, there are endless streams of ideas about how to run mature product lines, businesses, and companies. From line extensions to geographic expansion to Continuous Improvement to Six Sigma to Lean, there is no shortage of suggestions about how to make these businesses more efficient and effective in order to extend their useful life.

Surprisingly, however, there is comparatively little guidance as to how to rethink, reinvent, and reposition an ongoing business. That underserved topic is the focus of this book.

This is a book for the leaders who will be driving renewal efforts. You might be a CEO or a director renewing a company; a senior vice president renewing a division; a vice president renewing a business unit; or a director renewing a product line. Or you might be a small- or medium-sized business owner who has to do the heavy lifting by yourself. Whatever the case, the responsibility for renewal rests with you and your team.

Managers and leaders of organizations understand how to deal with the risks in running their business, but renewal is very different. Consider a basic definition of risk: the probability that exposure to a hazard will lead to a negative consequence. Risk is inherent in renewal. If renewal is to take place, the leader of the organization must willingly expose him or herself to some possibility of absolute failure. Renewal is not for the faint-hearted. Many executives are willing to risk their company's money; fewer are willing to risk their own reputation.

Renewal can't be done on the side or part-time. It cannot be handed to a team of lower-level managers. Either you are going to lead the effort or it's not going to get done. In this book we will arm you with the tools, processes, and examples you require for successful renewal. You already know how to run your business. We will provide what you need to renew it.

Renewing a Business Is Not the Same as Running It

All your past experience and instincts about how to run a business will almost assuredly be wrong when it comes to renewal. Renewing a business is not even close to business as usual. Consider the following regarding the three main stages of business growth and maturity:


	
During the Business Innovation phase you are typically taking relatively small risks that involve only a tiny part of the larger organization. The scale is small, and failure, though regrettable, is not significantly damaging. You will see tremendous upside for any of the risks that pay off, and relatively small downside for those that do not. But when you renew a business, you are making substantial changes to the engines that deliver a large part of your revenues and net income, that define your brand and market positioning, and that employ the vast majority of your assets and workforce.



	
During the Emerging Growth phase you have an idea that has been proven in one market and you are now expanding it to new customers, industries, and geographies. But during renewal you will have already accessed the markets within your grasp. Now, as your opportunities begin to shrink, you must think of how to revitalize your offerings to make them more attractive to customers.



	
During the Mature phase you focus on efficiency and delivering what was promised. Predictability and continuous improvement are the keys to success. But to renew a business you must by necessity take risks that are much larger than those taken day-to-day. Not all of these risks will succeed.





No Business Grows Forever, but There Are Always Growth Businesses

Leaders know when their businesses are not performing at the level required. They feel something should be done, but few have the will, the clarity, and the alignment to truly renew their company, division, business unit, or product line. So while some leaders successfully renew their business, and others try and fail, most never even make the attempt. They keep operating their businesses as they have always done and sentence them to inevitable decline.

Sometimes the decline is slow; sometimes, as during a shift in basic technology, the decline is swift. This is hardly new. Shifts in basic technology were considered by the economist Joseph Schumpeter when he wrote about “the winds of creative destruction” in the 1940s. Markets don't wait for industry leaders to give them approval to change. They change at the rate of consumer acceptance — which is often much faster than the reaction time of the industry's competitors.

Consider Polaroid. They were the technology leader for decades and had a strong-selling digital camera for the 1999 Christmas season — but they pulled it from the market because it interfered with what they saw as their primary business — the sale of film. Film was where they made their “real money.” They may have worried about their decline, but they took no real action to renew their business. They were so focused on their film sales that they could not make the switch to filmless digital cameras in time to be a player in the new industry.

Some companies recognize the necessity of renewal but wait too long and then find themselves whipsawed by market forces. Had they acted sooner they might have been able to renew their business and position themselves for success — but they missed their chance and let other companies take the initiative.

Look at Yahoo! They made numerous acquisitions unrelated to their basic search engine product. Meanwhile Google rolled out new products and continued to refine its link-based search engine. Once the market leader in search engine technology, Yahoo! searches have plummeted to less than 25 percent of Google's. After turning down an acquisition offer of $33 per share by Microsoft in May 2008 (Yahoo! was holding out for $37 per share), Yahoo!'s stock price dropped below $10 per share within the year.

And to add insult to injury, Microsoft introduced its own search competitor (Bing), which promptly ate into Yahoo!'s remaining searches. Less than three months after Bing was launched Microsoft and Yahoo! agreed on a ten-year joint search agreement that replaces Yahoo!'s search engine with Bing. This deal effectively removes Yahoo! from the search game and has them selling advertising instead.

Renewal is seldom easy and carries more risk of outright failure in the near-term than riding the business through maturity and into decline. But it also offers the possibility of meaningful reward. Businesses that successfully renew enjoy the levels of growth and margins that restore them to a valued position in a company's overall portfolio.

How Do You Know When It Is Time to Renew a Business?

Virtually all organizations have metrics for determining the health of their day-to-day business. But how do you determine if it is time to renew the business? With our framework and your judgment you will be able to choose which businesses should be renewed and which should continue under their current direction.

We have developed a list of leading indicators to help you tell when you are nearing the time to renew your business. We've grouped these indicators into seven categories. They are:


	
Senior leadership



	
Business metrics



	
Customer base



	
Industry and competition



	
Workforce



	
Leadership



	
Gut feel





First and most importantly, is senior leadership dissatisfied with the status quo and are they ready for something else? If senior leadership is unwilling to consider significant changes to the business model, any renewal effort will be doomed to failure before it has even begun.

Second, look at important business metrics. Examine your business objectively. Is revenue growth slowing, and are you under margin pressure? These are signs a business is losing its way in the marketplace. If you are a retailer or restaurant business with multiple stores, are you seeing a steady decline in same-store sales? This could be a sign of growing stale, or more importantly, a sign that your business is becoming irrelevant.

Do you see the beginnings of consolidation in your industry? Have there been any recent “breakthrough” products or services? Are you picking up ground on the competition, staying even, or losing out?

Third, consider your customer base. Do you see interest drifting away from your offerings? Are your best customers going elsewhere, and do you find it harder to acquire new customers?

Your customers' demands are not static but change over time. Are they transforming faster than you are able to adapt? During a conversation, a store manager of a major “old line” retailer in Florida told us that “our best customers are dying faster than we are attracting new customers.” Now this is an unambiguous call for renewal!

Prior to the 2009 recession, many organizations assumed the Boomer generation would spend every dime they made (and then some). However, during the recession the Boomers suddenly took their savings from less than 1 percent of income to 5 percent of income — pulling billions of dollars from consumption. Businesses have been scrambling to cope with this new pattern of customer spending. This is the sort of unpredicted shift in consumer behavior that should cause businesses to examine the case for renewal.

Next, take a broader look at your industry and competition. Most organizations have a pretty good feel for their traditional competitors. But what about new companies that don't look like you and that compete very differently? Star-bucks didn't look like Folgers, so for a long time Folgers didn't accept them as a serious competitor. Until it was too late, of course. Folgers assumed that their main competitors were the companies that sold coffee through grocery stores. They missed a fundamental shift in consumer behavior, as more and more people began drinking their coffee on the run, stopping by Starbucks to grab a latte.

Is your entire industry reeling under the impact of shocks that are invalidating traditional assumptions? Blockbuster knew people would drive to pick up their movies to watch at home. That was fine until Netflix and video-on-demand eliminated the need to ever leave the house.

Now look closer to home and consider your workforce. Are the number and quality of ideas coming from your employees slowing down? Has the level of enthusiasm of your best performers changed? Are your best people leaving in search of better opportunities elsewhere?

The sixth category is leadership, and we suggest that you start with the relationship between the leaders and the workforce in your company. Do the employees have confidence in the ability of the leaders to turn things around? And over time is their confidence growing or waning?

Another leadership issue you must evaluate is your attitude toward risk. For a variety of reasons, leaders often have difficulty in taking the risks necessary to renew their businesses. This is especially true when previous attempts at renewal have failed.

In many businesses we see smart decisions blocked by the weight of history. A product line may be held beyond its useful life so as not to offend its creator. Or a business location may have an emotional significance even though the demographics of the neighborhood have changed.

And often leaders regard short-term results as more important than long-term business health.

For each of these problems, you must examine your ability to meet the challenge and overcome it. And that means being completely honest with yourself and your leadership team.

The seventh category to consider is the most personal of all — your gut feel about the business and renewal.

Sometimes we find that owners and leaders begin to find their pasts more attractive than their futures. Instead of looking forward to the excitement of tomorrow's challenges, they drain their energy by simply running their businesses.

Their guts are telling them something that their heads refuse to believe. They commiserate with friends over the dreadful state of the industry but deny the need to renew their businesses. They substitute cheerleading for the hard questioning and planning that will lead to an attractive future.

Renewal Checklist

To determine whether or not your business is in need of renewal we have created a renewal checklist. You can apply it to your company, division, business unit, or product line. Better yet, have your entire leadership team take the assessment independently and compare scores and observations. We have done this many times and find it triggers conversations that will help in your renewal efforts.

Consider the following list and rate your business on each of the items. We consider the first item a bellwether item, and therefore weight it more heavily than the rest. Score it zero points for “not like us,” five points for “kind of like us,” and ten points if “just like us.” The rest of the items should be scored as follows: one point for “not like us,” two points for “kind of like us,” and three points for “just like us.”

ORGANIZATIONAL READINESS

1. Senior leadership is dissatisfied with the status quo and is ready to try something else.

BUSINESS METRICS


	
Revenue growth is slowing.



	
Margin pressure is unrelenting.



	
Same store sales are declining.



	
We've had few breakthrough offerings recently.



	
Our industry is consolidating.





CUSTOMERS


	
Customer interest is drifting away from our offerings.



	
Our biggest/best customers are shopping around.



	
We are winning new customers more slowly.



	
Customer demographics are changing faster than we are.



	
Our customers are facing structural changes and pressures.





INDUSTRY AND COMPETITION


	
Our industry is shrinking.



	
Our industry is described in the media as old, tired, or slow.



	
Organizations that compete differently are winning business from us.



	
Shocks to our industry are invalidating traditional assumptions.



	
We are lagging the trends in our industry.





WORKFORCE


	
We are getting fewer and fewer ideas from our employees.



	
We are losing the enthusiasm of our best performers.



	
We have slowed hiring, and our workforce is aging.



	
We find it harder to recruit top talent.



	
Our people are leaving in search of better opportunities elsewhere.





LEADERSHIP


	
People are losing confidence that our leaders can turn things around.



	
Smart decisions are routinely blocked by the weight of history.



	
Existing leaders won't take the necessary risks to renew the business.



	
Previous attempts at fixing the business have failed.



	
Delivering short-term results overrides creating long-term business health.





GUT FEEL


	
Our past feels more attractive than our future.



	
The business drains our energy rather than energizes us.



	
We commiserate with others about our business rather than brag about it.



	
It takes regular cheerleading to keep people excited about the business.



	
We have lost interest in running the business.





Add up your points, remembering that item 1 is weighted heavier than the others.


	

Less than fifty points: Your business should focus on continuous improvement along your current path.



	

Fifty to seventy-five points: You should consider your business for the renewal watch list.



	

Seventy-five or more points: Your business urgently needs renewal, and needs it now.





Structure of the Book

We have identified twelve distinctive strategies for proactive business renewal. Each strategy corresponds to a different combination of customers and assets. The twelve strategies have different risk and reward characteristics, and each has its own requirements for success. We will discuss each of the twelve and their implications and will help you determine which one best matches your needs.

In addition, we will describe the levers you can use to adjust your business model and how you can use them to shift from your current strategy to the renewal strategy you select. We will also describe an effective and efficient process for driving renewal within your organization.

There are three phases in the renewal process: Rethink, Reinvent, and Reposition. Rethinking answers the question as to whether the business needs renewal or whether it should continue operating under the current model. Reinventing is the creation of the new business model that will provide an attractive future for the business. And Repositioning is the action of transitioning from the old business model to the new one.

Chapter 1 provides an overview of the twelve strategies for business renewal, which are the core of this book. Chapter 2 outlines the Rethink, Reinvent, and Reposition process for renewing your business. Reading these chapters will give you the big picture of business renewal.

Chapters 3 through 8 provide the tools and frameworks for doing the work of business renewal. Each of these chapters expands on one part of the renewal process. Chapter 3 focuses on Rethinking your portfolio to identify possible renewal candidates. Chapter 4 focuses on what it takes to obtain organizational commitment to a renewal effort. Chapter 5 covers Reinvention and describes how to build a powerful set of alternatives for your business. Chapter 6 is a deep dive into the twelve strategies, describing how they are different, how they can be applied, and offering examples of companies that have used each of the twelve. Chapter 7 covers what must be done to achieve agreement within the organization on the selected strategy. And Chapter 8 describes what it takes to Reposition a business to make the transition from the current model to the new model.

Chapter 9 presents common traps found during renewal efforts and how to avoid them. Finally, Chapter 10 considers the reality of having to prepare the organization, especially the young leaders, to meet future renewal challenges.

And if you are interested in continuing the conversation after reading the book, go to our blog at 
www.rethinkreinventreposition.com
 where you can submit questions to us directly and learn from the experiences of other readers.

Now, let's move on to an overview of the twelve strategies.





CHAPTER ONE


Twelve Strategies for 
Organizational Renewal

Before beginning our journey, we have to know the destination. Our objective is for you to successfully execute a renewal strategy that creates a growing and profitable future for your organization.

The way to reach this goal is by applying one of twelve renewal strategies to your business. These are not one-size-fits-all strategies. Each must be tailored to fit the needs at hand. Exclude those that are obviously inappropriate to your situation and choose from the remaining ones that seem closest to your needs. Then tailor your chosen strategy to meet your specific requirements. In this way, you will be able to efficiently and effectively create a strategy that is right for you.

This chapter provides an overview of the twelve basic strategies, along with a handful of examples to show how they've worked in practice. We'll undertake a deeper explanation of each strategy in Chapter 6.

What Drives the Twelve Strategies?

All businesses, large or small, public or private, selling products or services, face the reality of lifecycle maturity and decline. In preparing this book, we wanted to make its lessons apply as broadly as possible. We finally boiled it down to the root question: “What do all businesses have in common?”


The answers are straightforward:


	
All companies have customers who purchase their goods and services to satisfy their needs.



	
All companies have assets (both hard and soft) they use to create these offerings.





Customer relationships and assets take time to build and require focus and investment to maintain. By examining different combinations of customer needs and company assets we developed the twelve strategies.

Sometimes customer needs are long-lived. Cooks have needed salt for all of recorded history, and in the industrialized world oil has been a mainstay of commerce for over 100 years. But more often (and increasingly so), the time from the introduction of an offering to the end of its profitable life is getting shorter. For example, companies needed “Y2K” expertise for 1999 and not much beyond that. Only a decade ago, people could make a decent living manufacturing and repairing video cassette recorders. Today, VCRs have been supplanted by digital recording devices. Customers' needs evolve, and if you don't match them, your formerly attractive offerings become obsolete.

Assets, too, may have a long or short life. Andersen Corporation opened its Menomonie, Wisconsin, manufacturing facility in 1904, and it is still producing top-quality windows there today. On the other hand, Intel's semiconductor chip fabrication plants cost more than $1 billion to build and will be obsolete within a decade.

A firm's hard assets are easy to see. But its soft assets are much more difficult to visualize. A company's soft assets are found in the interaction among the design engineers, the manufacturing personnel, the equipment, the suppliers, and so on. The soft assets reside in the skills, knowledge, attitude, and culture of the people in the organization.

The Twelve Strategies

The twelve strategies are driven by different combinations of customers and assets, as shown in the chart below.
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For clarity's sake, we've divided the twelve strategies into four groups of three strategies each. The four groups are:


	

New Concept (Catch the New Wave; Put Old Wine in New Bottles; Revise Your Profit Model).



	

Extension (Aim Higher or Lower; Make a Time Shift; Get a Personality Transplant).



	

Solutions (Build Share of Wallet; Shift to the Sweet Spot; Leverage Your Core Competencies).



	

Transformation (Declare Victory and Move On; Keep the Knowledge, Switch the Business; Cash Out and Double Down).





Let's examine each group in detail.

New Concept Group (Existing Customers / Existing Assets)

If you can repurpose your existing assets to address different needs within your current customer base, you may be able to create a new concept at relatively low risk. The challenge of New Concept strategies is to make sure the change is significant enough that customers recognize what you are doing and react to it. Too often people try one of the three New Concept strategies and end up modestly changing their business model in a way that is insufficient to truly renew the business.

 




	
How Can We Renew Our Business?


	
Description


	
Topics to Consider







	
Catch the New Wave


	
Shift your current business to the next hot thing.


	
You look at your market and see both emergence and obsolescence. New customer wants and needs are replacing those you have satisfied in the past. How can you identify and jump to the next new thing?





	
Put Old Wine in New Bottles


	
Repackage/rebrand your offerings to make them seem fresh and original.


	
Your underlying offerings still provide value to customers. How can you make offerings that have been around for a long time seem fresh and new?





	
Revise Your Profit Model


	
If the way you are charging for your products and services is no longer effective, find other ways to generate revenue and profits.


	
You look at the marketplace and see value migrating away from your current profit model. How can you structure your model differently to accelerate growth and increase profitability?








STRATEGY 1: CATCH THE NEW WAVE

CASE STUDY For most of us, getting our clothes dry cleaned is as exciting and rewarding as taking out the trash. Dry cleaning is just something that has to be done every week or two; at best, you will get your clothes back as they were so you can start the cycle again. Most people look at dropping off dry cleaning as a necessary evil to be done with the least hassle and annoyance possible.

Hassle and annoyance are what we associate with dry cleaning if we think about it at all. “Honey, did you remember to pick up the dry cleaning?” “What do you mean it is not ready?” “The button was on the shirt when I dropped it off!” “I'm sorry, dear. I know your flight is Monday morning, but it is Sunday and the dry cleaner isn't open.”

Unless, that is, they live in Burbank, California, where Milt & Edie's Dry Cleaners is located. Milt & Edie's has defined the new wave in dry cleaning and in so doing turned it from an annoyance into a pleasure. Most dry cleaners think of their industry in terms of plant throughput; Milt & Edie's think in terms of service.

Here is what happens at Milt & Edie's. You arrive in the spacious parking lot at any time. They are open twenty-four hours a day, seven days a week. Music is playing, and you pass a koi pond on the way in. You smell the complimentary popcorn and cookies as you enter. You are greeted at the door (usually by name) and directed to one of the nine fully staffed counters.

Every single item of your clothing is inspected as it is cleaned. If you have a loose button or torn pocket, one of their seven tailors will fix it free of charge. The tailors will also make more significant repairs such as mending a ripped sleeve. When you pick your clothes up you will be told of the repair and asked if you choose to pay for it. Virtually everyone gladly pays for the repairs, but you have the right to say no since you did not ask them to do the work; they just did it for you.

Your clothes come back in better shape than you left them. You receive friendly, personalized service. You are treated as a valued customer and hailed by name. If Milt & Edie's was in your neighborhood, what reason would you have for not giving them your business? Milt & Edie's serves the same customers from the same location with the same building and other major assets as they always have. But by pushing the service envelope the company has created a new wave. They put the “Wow” in dry cleaning.



Successful businesses don't just stand still; they follow customer tastes. Today a restaurateur may be opening an Italian pasta bar, while tomorrow it will change to a Mexican taco stand. The building and equipment for a restaurant are pretty much the same, no matter while kind of cuisine it serves.

The difference between success and failure as you switch from one kind of restaurant to another may not be in the physical assets as much as in your brand, your knowledge assets, and your reputation. Does your chef know Mexican food as well as she knows Italian food? Will customers flock to the trendy new Mexican spot if it's still called Luigi's?

Lettuce Entertain You in Chicago has been on the leading edge of food trends and they have a loyal following. Their organization makes tough decisions regularly, and mature restaurant concepts are killed off to make room for fresh new ones. Their continuous search for new ideas has brought over thirty different restaurant concepts to the market. Among these are Big Bowl (Chinese/Thai), Nacional 27 (Central and South American), and Tru (French.)


STRATEGY 2: PUT OLD WINE IN NEW BOTTLES


CASE STUDY The University of Utah is held in high esteem by Utahns. But over time the university's health care brand had fractured into many pieces as individual services went their own way. These services had developed their own, sometimes conflicting, brand images.

The result was more than sixty different logos and inconsistent use of names within the university health care system. Because the institution didn't present a unified face to the market, people didn't know which health care services were university affiliated and which were not. The absence of a unified brand made it impossible for people to say what was distinctive about the university health care system, and what set it apart from other health care providers.

The challenge, therefore, was to get the physicians who were running the different groups to agree on a single brand and logo. Most of them agreed in the abstract but resisted changing to any logo but their own. Others were not convinced that a university-wide health care would be any more effective than any of the individual service brands.

Anyone who has dealt with physicians knows that they like to tell other people what to do. They're less keen on being told that they themselves must change. How do you build a commitment to standardized branding among people who resist authority?

The university formed a team and began doing research within and outside of the university community. They conducted phone surveys and focus groups with patients, but they also interviewed the governor of Utah, a high official in the Mormon church, and health care and insurance CEOs and presidents. They also carried out a statewide survey of users.

At the start of the survey, interviewees were asked where they would like to receive their health care. They were then informed of the different pieces that made up the university system. Many were surprised at the extent and reach of the system. At the end of the interview the participants asked again, “Where would you like to receive your health care?” Once people understood the system as a whole there was a 15 percent increase in the number who said they would prefer to use the university's health care system.

The university researchers also put all of the different logos on a computer screen together with logos from different industries. Survey participants were then asked to pick out which of the logos were health care related and, of those, which service each logo represented.

Eighty-five percent correctly recognized the red “U” and caduceus (the staff with two intertwined serpents) logo that was being used by a few services. Almost no one recognized individual logos for the different services. Participants identified only two as health care related, and of those the recognition rate was comparatively low.

In the end, confronted with the results of this systematic research, the physicians came to an agreement. The Red U and caduceus became the centerpiece of the unified University of Utah Health Services brand identity and logo.

By putting Old Wine in New Bottles the University of Utah was able to bring all of its branding and logos under a single format, which is now recognized and respected by the marketplace. Their product had always been fine. The challenge was to make it seem fresh and compelling to patients and the surrounding community.



The key to this strategy is to recognize that while your products and services may still be delivering value, you need to find a new way to present them to your customers. By finding a new, innovative way to brand and represent their offerings, many organizations have been able to find new life and energy.

All across the country, symphony orchestras have been struggling to fill their seats and connect with new audiences. Those who love classical music continue to attend and support their local symphonies, but even these people are not always interested in an evening of classical music. Sometimes they prefer lighter, more popular fare.

To address this, many orchestras, most notably Boston's Symphony Orchestra, have created a Pops series. These use the talent of the orchestras' musicians to serve many of the same customers but do so in a way that makes the performances more accessible for the casual concert attendee.

In the world of professional sports, many teams are upgrading their stadiums. This improves the fan experience and sells high-priced luxury boxes at the same time. The same fans watch the same teams play the same sport, but they're doing it in a new environment. Examples include the San Francisco Giants baseball team, which moved from cold and windy Candlestick Park to the beautiful waterfront AT&T (formerly PacBell) Park. The Dallas Cowboys football franchise recently completed the construction of a new 80,000-seat stadium at the cost of more than $1 billion.


STRATEGY 3: REVISE YOUR PROFIT MODEL


CASE STUDY Seldom would anyone look to the United States Postal Service (USPS) for thought leadership. Over 750,000 people work for the post office, and it is renowned for its bureaucracy and reviled for its customer service.

Nimble competitors such as Federal Express (FedEx) and United Parcel Service (UPS) have profitably siphoned off huge parts of the postal business. Federal Express's motto is: “When it absolutely, positively has to get there overnight.” While, in contrast, USPS says Priority Mail will be delivered in “one to three days.”
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