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| ntroduction

What isthe FWTC?

Most things have their price but @Time® is the only truly limited resource

“You can savetime
.... but not buy it.”

Although bah Customers and Businesses have the mmmon aim of saving time. Theredity is,
that they both chocse to save money first. The oppatunity of following a mmonam is
overlooked in favour of a cntinual struggle to get the best deal. The Fastest Way to Certainty ©
(FWTC) is businessapproach that seeks to concentrate on the speed of operation above dl else.
It is designed to take both you and your Customers, from Oppartunity to Certainty in the

minimum time possble.

In the Fastest Way to Certainty ©, businessfactors previously treaed as saaosanct, are demoted
to the position d commodities. Capital is relegated to an inpu with norights over strategy.

Management is measured rather than dbeyed. Company history is no more adeterminant of the
future than any other fador. Andfor staff this provides awelcome redignment. All their skill s

and abiliti es are for the first time considered onan equal footing with ather factors.

In the past ador Distortion® hasled to ou of date goproaches, suppating self serving business
fadions. The #Fastest Way to Certainty ® maintains that the only fador to be minimised
absolutely, is Time, al other fadors compete equally ontheir merits.
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1. How does FWTC work?

Starting with a 3Vorld of oppatunity®, we design afunrel that refines oppatunities down urtil
they fully meet the Customer requirements. We deliberately seled viewpoints (cdled
PerspedivesP) that help ill uminate the multit ude of Customer neeads and ensure we start with
the greaest posshili ty of success

Our funnel will filter out those oppatunities which provide the best @Comparative Advantage®
over other providers. Unlike other approaches that start with preconceved restrictions, we start
by assesgng all oppatunitiesfrom first principles. The present company size, resources,
business ®dor, skill sor locaion are not the prime determinants of the final businessdesign.

Starting from scratch avoids endessrecirculation o past mistakes.

Using FWTC, we deliver what the customer values most, has been ableto afford least and we
do best. We drive dedsions using probabili ty, principle and process And then apply scenarios
to pre-empt the future. The differenceis, the next time they will be faster.

1.1. The FWTC Cycle

1.1.1. FWTC Thought Cycle

FWTC isthetransformation d oppatunity to certainty, in the minimum time. The thinking

stages that drive this transformation are:-
Consider a 3Vorld of oppatunities®.
Deliver what the austomer values most, can aff ord least and you do lest.
Take many perspedives.
Crede options.
Do nahing that doesn’'t add value.

Only make what never existed.
6
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Choase paths using probabili ty, and principle.
Pre-empt the future.

Next time faster.

To provide ahigh quelity businessapproad, this sries of thoughts needs to transition into a set
of adivities. Withou consistent adiviti es there will not be a ©nsistent quality of outcome. The
following graphic shows the activiti es of the FWTC Cycle.
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Figure 1 FWTC Cyde

In alater chapter we will runthrough an example of an FWTC cycle (Chapter 8 2Example C°).

1.2.  Why FWTC?

Henry Ford popularised the most powerful business paradigm ever, “The Division of Labour”. Using
production lines he revolutionised manufacturing and even eclipsed the gains made during the

machine age of the industrial revolution.

Sincethen, labou specialisation hes always been the gold standard for businessefficiency.
Unfortunately every businessapproach that came before was treaed as heresy. The twentieth

century was the Division d Labour® century.

Far from trying to owerturn this, FWTC incorporates ideas that worked well i n previous ages.
Concentrating on a Customer, looking at the full story - nat just a single page, working together -
not in baxes, looking at things from diff erent perspedives, etc. The production line becmes the
thinking line, the Customer isasked not told, the workers are the businessnat in the business

andthereisastory to betold.

1.3. The Market

People’ sHierarchy of Needs® (Maslow) are well understood. The difficulty isthat people ae
restrained by the dficiency of the genera commercial environment. In cultures gill stuck with

medieval ideas they get amedieva lifestyle.

It isbeyondan individual in asociety to overcome social structures, antiquated ideas, and non
existent markets. The prevaili ng businessageis crucial, if youlivein a alture stuck in an age
of 8Self Sufficiency® no amount of personal effort can change this, there isinsufficient red or

conceptua infrastructure.

The Hierarchy of Supdy® shows how businesshas over the years, has climbed towards the

ultimate suppy aspiration d 2Self Replication®. Commencing with ways to make increasing
8
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numbers of &hings® we ae now entering anew phase. The Cargo Cult is reaching its end and

Hierarchy of Supply

AL

Redhuc e
e spectali satl on Suply

Custom er
Efort
1900
|:| / Standardi sati on |:|
1800
/ Self sufficiency

Customers are asking not just for things but Avhat you can dofor me®

Figure 2 Hierarchy of Supply

Asthe Hierarchy of Suppy® has progressd, people have enployed new businessapproaces
that are more and more time dficient. Manufacturing grew from the technicd innowetions of the
1800s, promoting Standar disation of products and the emergence of World-wide cmmmodity
markets. Scade eonamies of fadories were further enhanced by the Spedali sation age (seel.2

Why FWTC?) where organisations broke up tasks into elements to save time.

In recent times with the presaure on Customers’ time, businesshas returned to its roots to
provide aService rather than just products. World markets have accentuated this move with
extreme competition forcing commodity product pricing down to ursustainable levels. The
indicaors arein future there will be apdarisation d these dfeds depending on how far up the
hierarchy apopuation hes progressed. Only the big developing courtries (China, India, Brazil ,

Taiwan etc) will have the massmarketsto be &leto sustain general manufacturing. Inthe
9
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devel oped markets the vedor will be towards taking over more of the Customer effort ina

coherent manner. We are calli ng this super-service erathe Story age.

The Story age will happen when companies switch to afull service gproadin arder to take the
stressout of living. Operating using themes not products they can take aan easily understood
propasition delivered in a Customer configured way. The theme will evolve over years of
relationship with the prime aset The Customer®. The days of the product, customised ar not

will beover. It would sean as archaic to buy an eledric washing machine a bashing clothes on
arock. Thereplacement theme would evolve from 2d othes maintenance®to personal style®
Processes to achieve this would commence with dry cleaning and move onto electronic personal

cawalks with clothes maintenanceincluded in the service.

Beyondthiswe can foresee an age where 2Self Replication® of Customer requirements becmes
the norm. Both Biotech and Nanotechndogy are turning this dream into redity rather quickly.
In some ways 2Self Replication® dready exists in the music/video industries (mpg, mp3) and
most tedhndogy manufadurers now use rapid prototyping, expeded to feature in the first 2Self
Replication® examples.

10
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2. FWTC Approach

Simplicity isthe key to FVTC implementation. We design the oppatunity funrel, operate it
and pre-empt its future design. To undertake these tasks arange of spedal perspedives are
employed to improve our refinement process The fundamenta approach is alwaysto turn

uncertainty into certainty in the shortest time possble.

2.1. The Opportunity Funnel

Opportunity Funnel

Becy;
AT
Gy

Concept

The concept of the goproad isill ustrated below.

Figure 3 Opportunity Funnel Concept

11
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The Funnel turns Customer stories into Customer options.
We start with the World —all people have stories.

We use rules of thumb to make options from their story.

2.2. Probability

Fastest Way to Certainty uses a network of increasingly refined dedasions to create aprobabili ty
network. This network is designed to provide the minimum path time to turn oppatunities into

certainty.

Using the best avail able information, a hierarchy of expert rules in ead dedsion noct seleds
the next step in the dain. The %work® required by each nade is to fulfil the minimum entry
condtions of itsrules. If improved inpu information is available then a rule further up the
hierarchy is employed with consequent improvements in acairacy of outcome.

The better the rule design, the quicker the network. Although the simple logicd steps can be
recorded on a sheet of paper most networks will benefit from use of database. The use of
database techniques (refer Information System) shoudd na detrad from what is smply the
encgpsulation d the Customer story in the fewest steps possble.

Whatever the goproad, when fully constructed Scenario testing can establish the nodes that are
most sensitive to rule enhancement and hence predicting the wrred outcome. Although we
spend much time on the Perspectives of change® we ae using them to buld a network that cen

generate certainty. @The Fastest Way to Certainty is a probabili ty engine.®

2.3. Node Design

The noce design is the network design, and the network design is the FVTC. Node design is
caried ou by converting a Customer story into businessrules that, in turn, supervise the work

caried ou.

12
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Starting with a Lustomer Storyboard®, you creae aset of transformation steps that lead to the
required Customer result. The steps are then elaborated into a hierarchical set of rules. If only
the minimum information is avail able, it can be transformed by 8Rules of Thumb®. However if

the optimal information hes been identified, it is passed through an agorithm to produce more

catain results.

2.3.1. Rules

The rules are statements of the fewest dedsions needed to reach the desired result. The
hierarchy allows daff to continue with a business $ory, even if there is incomplete information.
This increases the speed o circulation and allows work to be caried ou on several nodes as
soon as sufficient information is available. All that is required to move forward is that the
minimum rule is met. In any case, the final result will not be released urtil the last nodes are
satisfied.

Node rules are seleded in a hierarchy that provides the optimal predsion given the knowledge
and information avail able a that stage. Hereisatypical hierarchy set of noderules :-

1. Algorithm (Mathematicd formula)
2. Principle (Proven concept)
3. Guideline (Expeded concept)

4. Ruleof Thumb (Empiricd experience)

Thisis an example of node rules creaed for a Customer assurance process:-
1. If Algorithm B6 is satisfied, continue.

2. To continue, computed forecast costs must exceel revenue by
40%.

13
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3. If previous claims arelessthan 20%, continue.

4. If aprevious noclaims Customer, continue.

2.3.2.  Work

The rules determine the work required, nd the other way around. This avoids many ludicrous

situations where:-
Staff have noideawhy atask iscaried ou.
Tasks have alife of there own.
The objediveis doing work nat meding needs.

Work creaes work.

Examples of the types of rule driven work tasks are:-
1. Crede new entities to satisfy rule requirement
2. Colled additional information to satisfy rule requirement.
3. Ched held information satisfies rule requirement.
4. Confirm Customer identity.

The work may be alditive, in that, rules may require more than ore work task in order to be
fulfilled (e.g. rule 3 may require work tasks 3 & 4 before continuing).

14
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Sructure

Figure 4 FWTC Perspedive Structure

15
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3. Design

Theided design o oppatunity funnel, colleds the widest seledion d oppatunities, at the fastest rate
and refines them into the most satisfadory Customer outcomes. Beyondthis, the funnel operation

shoud be dficient and the transition to future designs smocth and seamless

The design methoddogy utili ses attention focusing #perspectives® to increase innovation and al ow for
the differencein redity depending on personal narrative, perception, and aspect. Seledion o
perspedive is dependent on the stage, businessphil osophy, risk return attitude and familiarity. A table
foll ows that expands the @bove mapping of perspedivesto individua stagesin the design. It shoud be
noted thouwgh that the end goal of designing the Fastest Way to Certainty °isthe am. The
perspedives can be anployed at any stage a long as they asdst this process

Figure 5 FWTC Design Sage
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The perspectives on change for the design stage ae :-

Figure 6 Design Perspedives

17
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3.1. Design (ldeas)

Before rushing into the processdesign o the dppatunity funnel®, a period of refledionisrequired.

In the design stage, @ dea’ perspedives are intended to condense our views abou the business
environment into oppatunity aress. Eadh perspedive suggests ancther way of looking at the business
environment that can ill uminate new opportuniti es.

Instead of commencing with atrawl of existing propasitions and then medanicdly separating out
those with any life left, we suggest amore aeative goproach. Moving from the general business
environment, right through to the eisting transadions taking place, we look for the people stories.
People stories ill ustrate what people value and where they want to go. Traditionally businesslooks for
every Customer, bu never hears their stories. Businessonly listens to the Customer transadions not

the Customers.

We suggest listening to people's gories capturing their dreams and thoughts (Dream Catcher, First
thinkit, na doit). Werefled with them, on hav and why their story progresses and offer to help
develop opionsfor the future narrative. Taking cues from their approach we can assst with new

outcomes they do nd exped and could na achieve done.

In return Customers hear the Fastest Way to Certainty ° story, where you bdh share the am of
adhieving the maximum options in the minimum time. The Customer can of change their story from a

struggle over work/life balance and simply chocselife.

3.1.1. Dream Catcher

What is this perspective?

Thefirst function d the opportunity funnel isto be a ®ream Catcher © for Customer requirements.
The wider the range of Customer oppatunities trapped the higher the quality of the final result.

18
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How do you use it?

Triggers are set to crosspeople's paths and to start the capture of their stories. Each trigger isa

guestion that indicates a austomer choiceof diredion. .

When triggered the Drean Catcher process $eps in to capture ather the intimated Customer diredion
or better still, key aspects of the Customer story. The Dream Catcher process sarts the route to
catainty. The Dream Catcher fill sthe oppatunity funnel.

Examples

An example of a Customer passng atrigger would be when they go to an airport departure lounge,

passan exam, or buy atext book

3.1.2. Firstthink it, not do it

What is this perspective?

This perspedive ensures you go there and come back again® in the mind rather than wasting
resources on urtested plans. The mind scenarios enable experienceto be built up and risks reduced

prior to setting off onthe next big thing (in ou circumstances another FWTC route).

How do you use it?

When a Customer story is 9 appeding that it suggests the immediate build of ancther FWVTC route,
the First think it, na do it © perspedive caises arethink. Each passble story iswalked through to its
conclusion examining the viabili ty of the route matching the story and providing a succes<ul

conclusion.

Examples

Thinking through a Customer story that values an adventurous lifestyle can test a wider range of

options more quickly than adually putting them into practice

19

Copyright 2005 Howard Leitch  Click Here for Terms of Use



3.1.3. Start with Business idea

What is this perspective?

Ideds are more resili ent than plans. This perspective asserts the importance of conceiving ideas that
are motivational, self explanatory, and match the Customer story. The dternative of foll owing preset
plansisless siccesul.

How do you use it?

Thetarget of this perspediveisto envision an ideathat encapsulates the FAVTC route.

Examples

Businessideas worth starting with could include such concepts as, @The Customer shoud do ndhing
you can do letter®, and aWhy wait till t hey ask?.

3.1.4. Shared World

What is this perspective?
The nature of the World is of interadion.

Business attempts to owerrule this interadion in order to provide isolation condtions under which
businesscan establish its own simple but unred world. The dfed is to enable businesstransactions in
a way the Customer must comply with. This is easier for business but does nat recognise the

Customer story or take alvantage of the myriad of beneficia interadions already avail able.

How do you use it?

Shared World iswithou adoult the most difficult perspediveto fully employ. The huge divergence

of interadions avail able for cgpture isa significant incentive but a daunting prospect. The method d

20
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approad isto use the standard FWTC perspedives but stand badk from them enough to seethe many

Customer stories rather than asingle route.

Examples

Travel insurance can be better consider as a respornse to Customersrisk attitude and considered as part
of that Shared World incorporating joint risk strategies like travell ers sharing avoidanceinformation,

following joint protedive strategies etc.

3.1.5. Create task keys

What is this perspective?

In creating the route to certainty, there ae particular tasks that unlock more paths than any other.
These %ask keys® are capable of repladng a multitude of less eff ective, wasteful or indired actions.
The ideabehind the task key isto find away of unlocking a dea path to the Customer story. As such
the key islikely to be an concept sympathetic to the Customer behaviour rather than a businessdevice

How do you use it?

Identify the minimum tasks that must link and ask why each is neaded and what it adds to meding the
narrative. The extent of the transformation each task performswill be agoodindicaor of the value it
has as afacd in the dhain. Like aitting a diamondead facet is polished urtil the sparkleis released.

Examples

A common reead from Customers is for reliability, this need goes beyond the importance of the mere
seaurity of supdy. The value of achieving thisin the Customer story isto al ow a bedrock of normality
in everyday life from which they are more ale to accept variability in areas they perceive & of higher
reward. A task key to enable this could be arisk refinement task early in the oppatunity funrel. This
task equates the Customer need for seaurity with the actual delivery. In ddng so it avoids less
eff ective, wasteful or indirect adions that chase dternative strategies. A simpler task key could be the
colledion d an identifier that alows access to stored information (such as a post code) to save

Customer time.
21
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3.1.6. Business as a game

What is this perspective?
Why work when you can have fun?

Businessis associated with all the negative aspeds of working (compulsion, duy, lack of choice dc.).
Whereas games have positive assciations with free doice achievement, interaction etc. Theredity is
that it is most difficult to diff erentiate the at¢ual pradice of businessfrom the ad¢ual pradice of games.

The differentiationis of perception and attitude.

There is no reed to dfferentiate between work and games or even work and day. Both adivities
target paositive interadions in a people environment with the intention d delivering a result. In fad
businessadually has advantages in that it has atangible and important outcome. Businessis a net sum

game.

How do you use it?

The key aspeds of a game are incorporated into the business The rules are establi shed, competitive
targets are set, the individual player contribution is recognised, the team sores kept and the game plan
improved. The symptoms of failure to make the game red will be continued cynicism from the very
people aleto inpu most. The aucia aspect isto @Believe®in the game.

Examples

A bank might select arange of changing games that al funnel together to med the businessaims. A
challenge for each employee to have one thousand satisfied Customers, a league table of the fastest
resporse to queriesin theindustry or simply the most smiles from visitors.

22
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3.1.7. Germ-cycle ideas

What is this perspective?

Ideas can be dugicated faster than germs. ldeas are unlike any other entity, they are not denuded by
sharing, they are enhanced. Furthermore the rate of transmissonislogarithmic. Utilising these dfeds
and the natural tendency of ideas to be 2caight® and retransmitted by recipients, we can spread trigger
ideas and repli cate solutions efficiently and quckly.

How do you use it?

The principle use of agerm cycle ideas® is to widen the ned of the oppatunity funnel by spreading
ideas into the general popuation that cause them to seek out the propagator.

Examples

The Fastest way to certainty® isagerm cycleidea It encourages customers with the prospect of

quickly achieving their aims.

3.1.8. Simplicity isaset

What is this perspective?

Complexity increases when we restrict our attentionto ore particular element in a set, thereby losing
the symmetry and simpli city that were inherent in the totality of all the dements taken together.
Keeging our attention onsets will help minimise the time needed for activiti es and the resources

employed.

How do you use it?

Throughou the funnel, sets are identified from the stories captured and the adiviti es needed.

23
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Examples

A communicaion element might be included in the oppatunity funrel that trapped al requests for

customer communicaion and dreded them through a standard set of communicaions procedures.

3.1.9. Jump the fence

What is this perspective?
To join the Customer on her side of the fence.

The nature of businessis for it to be separated from Customers by the transaction wall, whereby
communicaionisvia atrading of servicesin return for resources. On ead side of thiswall the world
looks very different. The Customer side is a onfusion d immediate needs and unclea goals and the
business sde isamadine that supgies things.

aJump the fence® does nat suggest that thereistimeto wait until all businessads as afadlit ator for the
hopes and dreams of Customers. Instea it advises you join the Customer on their side of the fence

and relp them diredly fulfil their aims.

How do you use it?

Using the many Customer perspectives auch as @Dream Catcher ©, the Customer story is clarified and
cgptured into the oppatunity funnel design. From then onthe funnel helps the Customer move to the
cetainty of successthey arelooking for. The business $de of the fence where propasitions are built in

the hope of attrading Customers rather like hundeds of fishermen with dff erent baits.

Examples

A Customer with alove of saili ng had previously spent many years training and saving for a boat and
equipment. The Jump the fence 2 perspedive encouraged viewing this gory from the Customers

paosition and providing fast accessto the saili ng lifestyle. By arranging for ongoing use of shared

24
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boating faaliti es whil st still t argeting sole ownership in the long term, the Businessbecomes a partner
in the dream nat just the sell er of aboat.

3.1.10. Use the Competition

What is this perspective?

Avoid avarice, enable sporting competition. Competition is useful in that in aids the building of
Fusinessas a game® and helpstest Customer scenarios at no cost to the business

How do you use it?

Simply apply the same techniques used to cagpture Customer stories, to the competitors propasitions.
Customer propasitions are treaed as proven stories and nods can be extrapolated from the way the
service is delivered. This becomes the base scenario to which the other perspedives can apply

themselves.

Examples

A competitor providing fast food might switch to using phore text ordering. Careful monitoring of

this can enable incorporation d this propasition at low risk and \ery littl e st of market research.

3.1.11. Asset-less business

What is this perspective?

The key business driver is to oltain the maximum return on assets. It therefore makes sense to
maximise the enmployment of traditional assets by avoiding locking them up in your business or
replace their function with new as<ets that are obtained at a lower resource wnsumption. New assts

are information assts that are eaily reproduced, cheaply stored and smply modified.

25
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How do you use it?
Physicd assets need na be owned to produce value.

Ensure dl assts are identified and condtion monitored. Only retain assets that offer the lowest cost
per use over the normal period d market stability. Retaining assts beyondthis period could drop the
as%t utili sation rates as they may not med market needs.

Examples
Evaluating construction assts of a building company into retain, share, rent and dspaose categories.

No construction equipment isunique or used 24 harrsaday so it isunlikely that any macdine will be
retained exclusively by the organisation. Most equipment would qualify for alevel of sharing
(timeshare, offload release, speda order, or hourly planning). New assts such as oftware, customer

lists, processes, and techniques, have such alow cost per use that they are most likely to be retained.

3.1.12. Invisible company

What is this perspective?

Vishility is essntia for the business propasition, havever the need to have a business edifice is

related more to tradition and ego than necessty.

The question shoud be 8hat is needed to meet Customer needs® rather than starting with the
intention d reaeding the same business paradigm as al the other supgiers. An dfice or factory is

not apre-requisite of business

How do you use it?

Theanvisible company ° perspedive shows the potential for a ammpany to use assets from any source

whether staff, equipment, processng or anything else.
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Examples

Projed management companies alrealy apply some of the principles of the @nvisible mmpany ° using
avariety of sub-contractors brought in onan asrequired basis. A more contemporary example would
be the web services companies that sell processng over the net but often have no faciliti es of their own

merely renting timein server farms.

3.1.13. Brandless business

What is this perspective?

You dort need abrandif you deliver obvious value. Brands consume resource.

How do you use it?

Building value and joining the Customer ontheir side of the fence enables companies to eliminate the
neeal for brand messages. This reduces the non essntia costs to the company but also reduces the
posshility of obtaining super normal profits from fashionable brands. Thisis ahard choice because it
demonstrates an absolute commitment to the spirit of crossng the fence to join the Customer (whois
the main beneficiary of this approad). If your solutions are nat marked with your brand name but
with the audited benefits they provide, would you ke happy?

A more cynical view would be that once one mmpany in a market can oljedively demonstrate
obvious value on all their services, then ather companies must follow suit and there would be no room

for the excessbaggage of brands.

Examples

The provision d an independent, ukiquitous, standards testing and approval organisationis the key.
The UK Consumer's Asciation (magazine 3Vhich®) is an example of an early form of such an
organisation bu thisis gill short of market presence, drivers for the evolution o new products, a

regulatory overseer, its own brand replacement marking system and worst of al it charges!
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3.2. Design (Process)

Processis the least understood term in business This must be down to the ailtural badkgroundand
business environment, because it is hardly a difficult concept. A businessprocessis the set of steps
taken to adhieve the desired businessresult. The steps are necessarily interrelated, form a decision
tree involve dhoice, consume work (all the work!), take time (elapsed and cdendar), can be measured,

can be compared, shoud be rational, and together they are the company.

A key rule of businessis that everything undertaken shoud be astep forward in the businessprocess
Any effort that does not comply with this maxim is of no businessvaue. The reality is that most
company's have no idea what their business processis, or if any individua adivity is part of it.

Consequently the waste from ill defined processesis gaggering.

On the other hand this waste dlows a degree of flexibility as the organisation is over resourced.
Furthermore, na knowing where you are going or how you ¢et there dso permits new routes to

emerge. On aWorld scdethisrandam effed is of significant benefit even if excealingly costly.

Fastest way to certainty @Starts with the idea® &ad then moves to the processdesign. The purpose of

this approad is to encapsulate the Customer story and hence promote new routes and flexibility
withou the terrifying cost of a lack of processthinking. The oppatunity funnel comprises of the
process $eps with work to be carried ou ad dedsions to be taken at each adivity node. The design
has two aspeds, the static design and the flow design. The static design determines the overall stages
in the businessprocessand the flow design alows a dhoice of options at runtime. It isnot necessary to
drill into the detail of the node design at this dage (later!) but it is important to understand the steps

invalved in transforming a Customer wish, to a certainty.
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Figure 7 Opportunity Funnel Process

The following Design (Procesg perspedives enhance the view of the company process design bu
must commence from a dea understanding of what a processis. The Design (ldeas) section hes
provided perspedives on howv to produce ideas as a basis for the oppatunity funrel. This sction

suggests ways of encoding the oppatunity funrel.

3.2.1. Tell astory

What is this perspective?
Tell aStory abou our future, nat your product.

FWTC draws a parallel between the Customer story and the Business Process used to deliver it. The
cgptured Customer story must include a coherent accourt of the Customer narrative, the players
involved and what isto be valued and avoided. The reduction d this dory, in alosdessmanner, to the

businessprocess is the purpose of the remaining perspectivesin this sdion.
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The @ncerns are, to hande the large number of Customer stories withou creating an enormous cost,
to alow re-usability of elements, to pu forward a aedible and intelli gible propasition, and to remain

focused onthe most valuable aeas to Customers.

How do you use it?

Having found Customer stories that the austomer values most, can afford least and you dobest. You
need to crede ageneric storyboard of how this can be excoded into a business process The key

fedures are analysed into what adions are needed to fulfil them and in what order.

It is smple then to take this basic processand improveit.

Examples

A Customer might tell a story of her ambitionto be the best software salespersonin her field and from
thisadieve arewarding lifestyle andretire ealy. This might be an areathat you identify innovative

solutions that could provide unusual customer value. Y ou dedde to create astoryboard.

In creating this goryboard the key feaures would be the means of enabling such an ambition. Inthis
case the learning and experience ativities would be the key feaures that form the major nodes of the
process Regular attainment of learning goals and wsing probabili ty to seled of the next target would
be employed. Scenarios are aeaed using differing aternative innovations. These scenarios can be
creaed, found @ stolen. Creaed innowetions would include the use of attention focusing procedures
such as Triz, Debono,Buzan, etc. Found, would include web or literary research and @Stolen®
scenarios would be obtained by the gpropriation d ideas from ancther field. The resultant processis
refined to avoid dupicated, wasteful or non \aelue added adivities.

3.2.2. Interceptthe Value Chain

What is this perspective?
Ensure your supfy or service cand be asoided and dways shortens the value dhain.
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In order to ensure your solutions are in demand from Customers, businesses need to dntercept the
Vaue Chain® It is not always necessary or desirable to completely encapsulate the Customer story.

Sometimes it can be more dficient to concentrate onthe dements most in need of improvement.

How do you use it?

Solution design nedls to incorporate beneficial and uravoidable key features that, in any Customer

story, are anecessary visiting point or destination.

Examples

A Customer whaose story features travelling will have awhad e range of intersedion pantsincluding:

obtaining inoculations, purchasing tickets, recaving travel advice, transport to departure point.

3.2.3. Lifecycle lock-in

What is this perspective?

There ae Five hillion people on the planet. Next year over ninety five percent of thase people will
still be dive. They are dl interrelated, they al li ve somewhere and dosomething. Virtually everything
abou them is predictable, they ea at predictable things at predictable times, they work at known

companies, using well understoodskill s.

You can easily predict the lifecycles, so al you need to dois add locations, ages and relationships and
you have the patential for aifecycle lock-in® Having mapped generic lifegycles to your stories you
can then dfer the solutions to these identified Customers. Further than this, you will have pre-

emptively undertaken the majority of the work that you predicted.

All of thisisjust away of starting things off, the red benefit is having identified your Customers, you

can track there stories for ever.
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How do you use it?

Use cansus data, underwriti ng information and kehavioural probabili ty to create aWorld view showing
eah o the potential Customers (yes al of them!). Then gradually group by group, add ages,
relationships and locaions. This is the start of the story bulld using perspectives such as @ream
Catcher®.

Examples

In Germany you have identified 80 million people (hence lifecycles), you knav their demographic
detail s, what they earn/spend/ea/drink/buy etc. You are focused onrisk story so, ensuring compliance
with the data protedion act, you @Catch Dreams® associated with people having strong reactions to

risk.

In capturing Customer stories you ndice an oppatunity. The risk control strategies people use, are
fragmented and inconsistent. You innovate anew strategy, for highly risk averse groups, whereby a
layered approach to all risksis provided. Using risk aversion triggers (insurance requests, fire darm
purchase dc.) to provide @ntacts, you colled stories to updite your lifecycle database. You then

refine the opportunity funnel to provide these patential Customers with the risk control solution.

3.2.4. Process align

What is this perspective?

Take the right story, make the right process

How do you use it?

Turn the story into a storyboard then encapsulate it using the fewest nodes possble. Each nade
completes any actions required then uses rules of thumb and best evidence to make the next step. A

good pocessgetsto certainty fast.
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Examples

UK mortgage mmpanies have now finally started to encgpsul ate the various home buying transadions
into processes using Decisioning rules. This enables an automated processng of appli cations from
contad to payment. Unfortunately even thisimprovement is gill based ona multitude of quaint
databases that dorit even recognise aCustomer as the same record. Furthermore they hand over to yet
more systems for the 25 yeas of aceunt management, completely ignoring the golden oppatunity for

lifecycle lock-in.

3.2.5. Create task keys

What is this perspective?

In creating the route to certainty, there ae particular tasks that unlock more paths than any other.
These %ask keys® are capable of repladng a multitude of less eff ective, wasteful or indired actions.
The ideabehind the task key isto find away of unlocking a dea path to the Customer story. As sich
the key islikely to be an concept sympathetic to the Customer behaviour rather than a businessdevice

How do you use it?

Identify the minimum tasks that must link and ask why each is needed and what it adds to meding the
narrative. The extent of the transformation each task performswill be agoodindicaor of the value it
has as afacd in the dhain. Like aitting a diamondeadh facet is polished urtil the sparkleis released.

Examples

A common reed from Customers is for reliabili ty, this need goes beyond the importance of the mere
seaurity of supdy. The value of achieving this in the Customer story isto all ow a bedrock of normality
in everyday life from which they are more &le to accept variability in areas they perceive & of higher
reward. A task key to enable this could be arisk refinement task early in the oppatunity funrel. This
task equates the Customer need for seaurity with the actual delivery. In ddng so it avoids less
eff ective, wasteful or indirect adions that chase dternative strategies. A simpler task key could be the
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colledion d an identifier that alows access to stored information (such as a post code) to save

Customer time.

3.2.6. Maximum Options

What is this perspective?

The result of FWTC value aeationis to generate the maximum variety of options for both Customers
and the business Eacd additional option creaed provides a logarithmicdly greaer choice of routes
forward. The options credaed result from the time (and hence resource) savings resultant from
employing the FWTC approach. The Design and Operation of the oppatunity funnel not only allows
the seledion d more options by its effedive use of time but also all ows encoding of more routes. As
time goes by, the Future stage will encode these options and routes to allow the expresson d even
more Customer stories. The virtuous circle continues.

Why options? Normally businessconcentrates on increasing monetary rewards but thisis dhort-sighted
as, despite the importance of money, investment in ideas allow more dhoices than just taking the cah.
Businessis a processof designing the most ways to creae value nat finding one and wringing the life
out of it. The more options created, the more value and vice versa. And for Customers expeding
products to be thrown ower the fence, it is a rare to be provided with any options at al, let alone a

variety.

How do you use it?

In designing processes to redi se the Customer story, instead of solely focusing onthe expeded results,
it isnecessary to utili se the time savings to produce new results not previously accessble. These new
results are options for the Customer and the Business In addition to this a hedthy oppatunity funrel

can provide stepping stonesto ather routes and stories. These stepping stones are dso ogions.

Examples

A swimming pod operator saved Customer time by using afast air dryer as Customers got out of the
pod and provided freesmall costume storage /dryers. The time saved all owed the option d increasing

pod utilisation and the dlowed Customers the option d using the pod in their lunch hous withou
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being rushed. In addition they had the option d not needing to take any kit or atowel to and from the
pod. Obvioudly the 3 ifecycle lock-in® of hading the astomer costumes is evident but might
perhaps be alittl e cynica!

3.2.7. Rules of thumb decision levels

What is this perspective?

Use layered Decisioning utilising the best level of Decisioning available for each noce. A crucia
asped of the design of the oppatunity funnel isto apply probabili ty to each dedsion stage. Taking the
entire network of nodes as a whole probabili ty all ows the system to flow much more than a system of
binary switches. The opportunity funnel uses the best information avail able applied to the optimum

logic & ead dedsion nock.

The information is generic when the opportunity funnel is new but as more stories are alded it
bemmes more redistic. Being essentialy a $eople systeme the diff erentiator that all ows time saving
over other methods is the use of @Rules of thumb dedsion levels®. Eacdh node is provided with the best
rationale for taking dedsions, al the way from the DI level to a precise dgorithm.

How do you use it?

Use expertise to input businessrules in a hierarchy dependent of the avail ability of information. The
more information the more acairate the rule used. Existing scenarios can be run to test the predictive
ability of the entire oppatunity funrel. The rules having the most sensitive dfed on oucomes are
then adjusted to ensure the optimum performance. It is worth nding that non sensitive nodes can

either be diminated and made straight through or largely ignored.

Examples

A CAD design howse that needed to produce fast drawings for car parts used agroup d fadory experts
to buld an oppatunity funnel that all owed rapid prototype work to be carried ou. The cwmbination o
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the experts @Rules of thumbP and existing part key charaderistics, all owed staff to vary parameters and
real off the options with the degree of certainty of the result.

3.2.8. Follow the false route

What is this perspective?

In considering an opportunity it is a good idea to look at the routes that have previousy been
discourted. The alvantage of this courter intuitive gproach is that no ore dse will follow this road
so leaving the field is left open for innowtive solutions. Previously ruled ou routes include
impradicd, uneconamic, irrational, and impossble. However al innowations are on ¥alse routes®

urtil they are nat.

It is natural to discourt routes with barriers. Lift or avoid the barriers and the routeis clear.

How do you use it?

When mapping out the oppatunity look for dead ends and reconsider them. This is the most credive
adivity within FWTC because it requiresrejection d the past with only blind hoge for the future.

Examples

A database developer was gruggling with the database hierarchy for their new projed. They neeled a
structure that could be input with noadministrative overhead, notranscription errors, and record a
huge variety of randam documents instantaneously on receipt. With no obwvous answer they defied
aacepted database logic and made the system automatically key each file ona cmbination o
aaything not a dictionary word® (usually turns out to be names and subjects), the five longest words
(usually pertains to the subea), and the time.

36

Copyright 2005 Howard Leitch  Click Here for Terms of Use



3.29. Cycles of re-use

What is this perspective?

Rarely do goods and services comprise of unique cntent that is new to the world. However the
creadion d goods and services is amost always darted from scratch. The benefits avail able to
construction from scratch is the margin between the total construction cost and the available price
The benefits avail able to re-buil d construction is the margin between the new construction cost and the

avail able price.

How do you use it?

The two elements of the opportunity funnel most amenable to cycles of re-use are the rules of thumb
and the information content. Both o these dements are captured from previous cycles of the

oppatunity funrel or prior markets.

Examples

A retail bank needed to createitsfirst fully automated online capability. It was apparent that handling
variationsto the expeded processroutes was the antral concern. Whil st they managed to reducethe
non-standard Customer behaviour to under 5% (an extremely low figure for amanual service bank), it

soon kecane dear that the exception control systemswould na cope.

Instead they redised that there were no exceptions, only processes that ran lessfrequently. They
investigated and foundthat no completely new processrequirements had ever been found,just that
some processes only repeded very rarely. 3oll owing the false route®they went badk to the cycles of
use (painfully captured ower the years) and re-used them. The 2wmal face®banking experts were
brought in to creae Dedsioning rules that could handle 100 of the instances from previous

experience
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3.2.10. Rules of acquisition

What is this perspective?
Clarity in operation.

Have aclear understanding on what needs to be aquired. Then turn this understanding into rules that
encgpsulate the basis under which you permanently own, lease, share or avoid purchase. Savings on
cost are worth more than increasesin sales. It isaso easy to spend bu hard to earn, busineses doud
consider how much additional work isrequired to pay for each puchase and ask how the purchase will
be the best return onthis capital.

How do you use it?

Consider al expenditure a investment (including operational spend). Calculate for every dalar or
poundwhat is the next best alternative for that expenditure, if there ae better alternatives then take
them. Effedively the opportunity funnel shoud behave & a giant company scenario with the eff ect of
changing any element showing in future cash flows. The @solute rule is that you rever spend money

that will not pay more bad.

Examples

Many UK loca waste disposal organisations have been forced to competiti vely tender their services.
Their expenditure on dant and equipment quickly became subjed to 8Rules of acquisition®. To their
surprise they foundthat new larger trucks with automatic lifting were eay winnersin this analysis,
and even more shocking their existing trucks were uneconamic. After severa years of losing contrads
many of them woke upto the fad that they were better served by hiring abrand rew fleet than
gradually buying new trucks.
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3.2.11. Rules of creation

What is this perspective?
Know how to creae things.

It isnot easy to be aedive. The pace of econamic change is driven amost exclusively by the rate of

innowetion bu there ae several reasons why this not easily increased:-

All innowationis built onthe past. Developments are nat just limited by ideas but by the rate you can
test them. Innovation operates in aworld of comparison. Creativity is the only businessadivity with

no dowvnside.

Rules of creation help incorporate aedivity into the design o the oppatunity funnel. The rules

ensure that attentionis applied to new and more productive solutions to the Customer story.

How do you use it?

Seled the gpropriate atention focusing technique and write arule that guides its use & a particular
noce in the oppatunity funnel. Most techniques take alvantage of the comparative nature of
innowetion by using metaphars or analogies. With five billi on aher thinkers on the planet Rarely are

unique solutions needed hence why you orly need to transplant proven ideas from anaother field.

Examples

Many engineering companies use Triz (theory of inventive problem solving). Thisisademonstration
of the Rusgan genius for thinking instead of spending. The forty principles can be used wholesale &
the Rules of creaion® An exampleis Matreska (Rusgan Dall), this analogy helps you gcture

solutions whereby you pu one dfect inside ancther, to obvous advantage.

Ancther exampleis DeBono's EBS (examine bath sides) rule or Buzan's Mindmapping.
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3.2.12. Wrong firsttime

What is this perspective?
If itsright first time, youtook too long.

Quality asaurance guru's often pusue Right first time°as the meaning of life. Not getting it @Right

first time®isaheld to be an essential indicator of afaili ng processand kread of an obvious truth.

The difficulty is, that this exhortation loses the plot. The Customer story is submerged in a never
ending pursuit of an illusory goa. Staff are treated like robas, implored to relentlesdy improve the
quality system. Worst of all, @oing it right® shoud never replace #oing the right thing.°

Wrong first time (somewhat mischievously) suggests that the processdesign tries out paths rather than
stick to the knitting.

How do you use it?

The objediveisobviously not to make it deliberately wrong but to na be draid to try agoodideg
even if it lookswrong. If you have worked through your ideas, take a tance

Examples

In being | eft with some spare bandwidth and despite aiticisms of it being limited, slow, and dd
fashioned. UK mobile phore operators took a chance and provided text functiondity. Initially the
high Customer learning curve, increased phore st and small revenues meant it was definitely

ANrong first time®

Now however, it has aided the growth of some of the largest phore cmpaniesin the World.
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3.2.13. Shared Ownership

What is this perspective?
Why would a Customer wish to give avay the value of managing their business?

A Customer might well trust a cmpany that he owns more than ore he doesn't .It isimportant to give
the Customer areal interest in the business The interest could be aslimited asaloyalty card bu this
missesthered prize. The Customer actually owns and controls the value the businessis seking, so
the businessneals to dff er the strongest partnership it can.

How do you use it?

Offer the best terms. Instead of starting with the ideathat you are autting a cake and the bigger the
slicethe Customer gets the hungrier you are, use the Shared OwnershipP perspective to any benefit
you can give the Customer as an investment. The key isto put together the ailiti es of the business

with the capabiliti es of the Customer and create avirtuous circle.

Examples

One DIY depat offers afuture business €heme, whereby the Customer forecasts her future
expenditure with the company and receves a share of the improved returns. They invited Customers
onfirms events and al ow use the businessfaciliti es, even invented a new status as Customer partners
and lring Customersin to seehow they work.

Other initi atives al ow Customers to ad as the undficial salesforce & they have been made to fed

part of the organisation and hence start to share itsaims.

3.2.14. Massively Parallel working

What is this perspective?

Carry out all tasks immediately (or soorer!).
41

Copyright 2005 Howard Leitch  Click Here for Terms of Use



Customer transadions are single file, series proceses. Massvely parale working suggests this is
reconsidered. If you can doube the number of events handled by each stage, then the result is a
halving of the processtime. This perspedive apiresto handing hundeds, if not thousands, of events
in paralel. Evenfailureto fully achieve this target shoud be rewarded with dramatic improvementsin

processtime.

How do you use it?

Consider the processfrom every scde, timescde and sequence Isthere anything common, repeatable,
shared ar pre-existing? Then take these dements, eliminate pre-existing entities by using links and

placethe remainder in parald.

Examples

Theideais based oneledronic design that uses a variety of techniques (cache, pipelines etc) to achieve
a mlossl performance improvement. These are red world gains already available. There is noreaon
why asimple binary system shoud be more ale to use this approach and an intelli gent people system
shoud na.
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4. Operation

Figure 8 FWTC Operation Stage
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The perspectives on change for the operation stage ae:-.

Figure 9 Operation Perspedives
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41.1. Outrun costs

What is this perspective?
Costs may move with time not adivity.

Many costs increment remorselesdy during the businessprocess The only way to stop thisis for the
process to ourun them. If the process can be spealed up a proportionate anourt of cost can be
avoided. Both working and nonworking time drive @sts, so attention reeds to be paid to cdendar

and pocesstime.

How do you use it?

Use the FWTC oppatunity funrel & perspectives to save time, particularly concentrating on ou of

working hours time which adds nothing but burns resources at a high rate.

Examples

Following afall in vdumes an Options trader in the City of London edded to overhead reduce ®sts.
In applying the outrun costs perspedive he naticed that most of his costs were time driven. The
problem was his processtimes could be improved bu his trading hours were driven by the UK market
hence overheads reduced as a propation d trades but remained static in absolute terms.

His responrse to this dilemmawas to share the office with atrader onthe New Y ork market that used
the fadliti es after UK trading had ceased. The gproac has had the unexpeded benefit of across
fertili sation o ideas at overlap times. They are now contading afar east market trader to cover the

ealy morning Japanese exchange.
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4.1.2. Customers Own Customers

What is this perspective?

Business equity valuations are based on the discounted value of positive future cah flows. All
revenue originates from Customers but they receive no kenefit whatsoever from this arrogant market

expedation d what Customers will doin the future.

Having jumped the fence the business can correct this blatant disregard for their Customers rights.
The Customers who wish to use their market power can use it to oltain an improved return. The
businessby explaining the power that the Customer lifecycle, can also incorporate it into their business
narrative and show how the Customer can drect the power through chaosen routes and thereby obtain
their just rewards. In this case the Customer would reasonably exped to recave afinancia or equity
return for their long term seaure austom.

How do you use it?

Depending on the type of market and relative power of the players, Customer's will have differing
views of what they can exped from supgiers. However, whatever the market, Customer stories will
nat reflea Customer ownership of their own custom. Therefore there is a great oppatunity to read
badk to them a propasition that includes this positive resporse.

Examples

Having beaome disenchanted with their monopdy water supgier alarge West African town contacted
an aid company who showed them how for £700k ddl ars they could bae their own wells. This being
in excessof their water expenditure for the next five years they had to give the ideaup.

However the ad company received an ideafrom one of the locd councill ors that led to the aeation o
towns own water utility. The town agreed to take dl its water from the new company for ten years, in
thefirst five years thiswould pay aloan for the well s and in the secondfive yea years the town would
get al its money back. Withou the ability to guarantee Customer water purchase there would be no
new water company.
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4.1.3. Paradigm Break

What is this perspective?
The only way to move to the new isto leave the old.

Paradigms (all pervasive ways of thinking) have abad name. They are aciated with management
consultancy speak. However, the replacement of paradigms is a businessconcept so powerful it isonly
rivalled by the idea of @Process®. It is no accident that both @Paradigm Bregk © and 3Proces® ae
FWTC perspedives.

How do you use it?

Any aacepted business paradigm shoud be dhallenged. The more prevalent the idea the greater the
benefit of bre&ing it. While things gay asthey are, things day asthey are.

Interestingly, many consider change to be awin-win situation. Even when moving to a paradigm no
more dfedive, the Hawthorn effed on the staff undertaking the diange, often leads to benefits just

from the positive dtention alone..

Examples
There ae amyriad of examples, al reveding the tale-tale step change.

In hospitals the paradigm that a nurse cares, and a doctor cures, isreaching the end o its days. Nurses
are now undertaking diagnosis and minor surgery, with the advantage of providing a one stop shop,for
many ailments. When risk managed medical care becomes the new paradigm, then alayered resporse
shoudd finally improve staff rewards and tili sationin an industry badly needing it.
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41.4. Drumbeat

What is this perspective?
Increase events per day.

Customers only want to pay for what they receive, what they recave is driven by the number of useful
steps a business can take per day. The drumbea of the organisation is sldom designed and often
inherited from earlier business processes or cultures. Any improvement must be made in the
fadlitation d afaster natural rate rather than just turning up the volume. Changing to a results based
culture or utilising the Businessas a game®° perspective can help share new benefits more fairly.

How do you use it?

Increasing the drumbeat 20% increases the value of output dispropationately (when fixed costs are
considered) Ways of daoing thisinclude, changing the rate of inpus or speed of processng.

If you look carefully you will often identify the pulse of the organisation. Certain tasks that operate &
particular pacethat determine the workrate of the organisation. It might be as graightforward as the
rate of new orders of the speed dof one stage of a productionline. Normally the drumbea will be set by
the slowest adivity, often an activity invalving something difficult to change (a professonal group,
legacy system, businessparadigm or external pacemaker). Findit and changeit.

Examples

An acourtancy firm in the City of Londoncould hande fifty magjor accourts at any one time. They
were restricted to this many Customers for year after year. They only became @ncerned when
competitors darted taking their groupwork away as the groups becametoo kg to hande.

To correct this they compared the drumbeat of their organisation with that of the competitors and
foundthey had fallen far behind. Ironicdly, this meant they were nat attracting the accourtants that
enjoyed afaster environment and this only made things worse. To corred the situation they employed
the latest risk based systems but more importantly they retained two of the most dynamic acountants
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avail able, to ad as pacesetters for the firm. Within time anew paradigm emerged that the more

acounsthey won, the faster they could hand e them.

4.1.5. Multiply rate of circulation

What is this perspective?
Increasing circulation multi pli es returns.

The more times the oppatunity funnegl circulates oppatuniti es the greaer value of the outpui.

How do you use it?

Customers st outside of the funrel they determine how many oppatunities the funnel handes and the

funnel drumbeda determines the rate & which these oppatuniti es are fulfill ed.

Examples

A cdl centre dlocated calsin strict sequence, the handling rate therefore completely determined the
eff ectivenessof the cantre. It soon kecame gparent that most of the discussons were generic.
Sometimes the ludicrous stuation accurred that the same topic could be being explained by al the
staff at the sametime.

To @Multiply the rate of circulation® aseries of changes were implemented:-
Capturing every new topic using voiceto text
Provide these topic's as operator seleded explanations
A moveto text to speed reply systems

From the introduction the operator li stened then typed/seleded replies. Over 90% of the operator
conversation was existing text, with generic links inserted to al ow time for new comments. The use

of red speech reconstruction d operator voices meant that only 5% of Customers reaognised it as
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computerised and ddn't suspect Steven Hawking had fallen onhard times. Any operator could use
any text and cdls could be moved mid conversation. The effect was that the drculation rate has
douled, as more than ore cdl can be handled at once. Call dropping from the end of the queues, has
completely disappeared.

The aucia thing is that the Customer benefits because there ae no ddays, butonsto pressor Mozart,

and you adually get through to ahuman (even if alittl e enhanced!).

416. MT See-saw

What is this perspective?

Marketing/Techndogy see-saw. Techndogy provides options for marketing and marketing provides
options for tedindogy. These aerarely in balance, look for oppatunities in the imbalance.

How do you use it?

The faster the rate of tedhnological advance aad/or marketing innowation, the greder the oppatunity
for the MT See-saw. If marketing is the heavy end then look for tedindogies to balance up the
marketing over sell. If techndogy is in advance then find marketing messages that sell the caability

to Customers.

Examples

Tedndogy for multi ple home testing for medical predispaositions has improved to the extent that
acalemic ingtitutions have needed to engage market relations companies to explain the cncept to the

pubdic prior to the launch of start-ups.
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41.7. Establish aresonance

What is this perspective?
Share who you are and what you are doing.

The business sory needs to be supported by a mndwive and sympathetic amosphere within the
organisation and ouside. This resonance generates the positive adltural cues beneficial to many other

perspedive views of the business(Drumbeat, etc).

How do you use it?

Identify the behaviours associated with the story you are telli ng and encourage them. Expoundng the

values, walking the talk and fadlit ating the new way, became the order of the day.

Examples

A chain o funera diredors dedded to relate astory of more friendly pasitive readions to
bereavement. To establish thisin the businessresonancethey changed the wloursin their funera

homes, the choiceof music, the wlour of their cars (only to silver!) and even got rid of their suits.

41.8. Believe

What is this perspective?
Why leare out emotion.

Fed what you reed to fed, think what you reed to think. If the businessdoes not believe in what it is
doing then the Customer certainly won't. Businesses have no dfficulty in €liciting negative reactions
from their staff and Customers, but rarely do anything pasitive other than extolli ng Customer delight
asthe latest target.

The Believe perspedive asks businesses to na only tell a Customer story but also believeiit.
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How do you use it?
Ensure your story isrelevant and important to staff aswell as Customers.

If the perspedive is taken on its own it will not work. The business canna be told to believe
something. This would be &ou as siccessful as a Brand Vaues® campaign. Who redly cares
whether your margarine is the dnly one with Jojoba oil®. The story neals to be seen as valuable to

everyone —a goodthing.

Examples

A ca tyrefitting centreis not the normal placeto exped passonate staff. bu with their new story of
pre-emptive cae aNew Jersey tyre fitter started all ocaing Customersto fitters. Ead fitter kept a
record of the mileage and when the tyres and exhaust catalyst were due for replacanent. When duwe
the Customer was cdled and their car coll ected by the fitter personally. Admittedly the cars were a
littl e more upmarket than average but both staff and Customers had no dfficulty in believing in the
benefits of the new approach.

4.1.9. Self marking failure

What is this perspective?
Staff tendto med their own operational criteriabut fall short onthe aiteria set by Customers.
There aethree thoices for measuring processes. -

To set your own standards

Use independent measures or

To use Customer criteria.

The alvantage of using Customer criteriais that successleals to income whereas meding your own

standards is like marking your own exam paper.
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How do you use it?

Ensure the storyboard identifies the fadors the Customer values most. These fadors shoud indicae

al the dements the Customer would exped to seein the perfect rendition o their story.

Examples

A house builder had aways used the extensive dhedlists from each o its tradesmen when signing off
ead stage of its house building projeds. This had the advantage of tying its contrador expenditure to

Customer payments.

There was a problem however, in that claims against the builder had stealily incressed over the years
to the stage that its reputation hed suffered. Self marking fail ure was suspected.

To owercome this the builder reworked its checklist to refled the experience the Customer expeded.
New chedpoaints included the house environment, the fit and fed of comporents, colour matching,

etc.

4.1.10. All effort must be useful

What is this perspective?

Any work shoud add value to the output. The desired result is to adiieve the options the Customer
hasidentified. Ead task shoud move you forward a percentage of the path towards that goal. The
value of each task can be evaluated by how great the percentage is for ead task.

How do you use it?

Simply rank the tasksin arder of their value added. Eliminate the non \elue added tasks and

amalgamate or improve the lower ranked tasks.
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Examples

A Maaysian toy car maker was suffering competition from Taiwan following the introduction o a

Japanese market range.

Althouwgh succesgul they had grown from afamily firm and the new operations manager from Hong
Kong was not sure they were ready for any state of the at management approades.

Instead he proposed that each manager find as many tasks as they could that weren't useful. The sting
in the tail was that they would then swap departments and then dothe samein their sister areas. The
challenge was nat for the manager to have find problems but to have no problems before the next

managers review.

There next series of World Rally Cars actually cost lessthan the first seriesin 1992.

4.1.11. Ecological management

What is this perspective?
Bring the environment into the business

The environment is often deliberately isolated from the business Businesss like to have the fence
between them and the Customer. It allows things to proceed withou interference. However, as the
Customer story unfolds in the externa environment this gives the business a doulde trandation
problem. The austomer requirements are translated into the businessand then the result is translated

badk out again.

The Ecologicd management perspedive alvises the foll owing:-
Eliminate the doule translation, it is not sensible
Take alvantage of your environmental advantages
Design systems in sympathy with the eavironment
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Retain the bigger picture

How do you use it?

The ontext needs to be incorporated into the business sory. A harmony of insideto ousideis

required with no degrees of separation.

This perspediveisthe most difficult to implement, na becauseit istednicdly difficult but because of
the aulture shock involved. Not least isthe shock of using an approach more asociated with &ree
huggers® than businessmen. The uncomfortable feeling that resources are borrowed na owned will

be ahurdle

Examples

A power boating businessin Australiawas just abou reaching saturation onits franchised beades in
Western Australia. In went badk to the overall ecology (in the truest sense) of its operations and found
ample room for growth. It defined its working environment as the aeawithin ore mile of the shore.
Within this areait foundtwo suitable Customer stories, ore related to fadlit ation d leisure activities

and the other to nature mnservancy.
It developed business sories for both.

Its leisure story was the support of seasports with aone hour and ore day time frame (skii ng, fishing,
boating etc.). Its nature story was of observing and supporting any large wil dlife within its area
(turtles, sharks, ddphins, etc.)

Both stories used generic nodes for safety, time antrol, and beach awareness The ¥esonance®of the
businesschanged from one of atwo dmensional product pushersto an hdistic surf areamanager.
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5. Future

The oppatunity funnel is designed to be self correading. Every time anocde is passd the information
avail able increases and rules can be anended to improve the explanatory power. Additionally

scenarios run at any stage, enhancethe interadion o nodes 9 that certainty is met more quickly.

Future Design enhances this slf correcting abili ty and introduces the aili ty to redesign the entire
oppatunity funrel for future use. Aswith the previous dages a set of perspectivesis provided that
helps daff extendtheir repertoire of businessdesign techniques. In the Future design stage these can
be used to alter the viewpaoint onthe oppatunity funrel or to take abreakthrough approadch whereby a
spedal future design funrel is creded.

Revision a rewrite of the existing funrel involves honng the sequence and effed of every node,

saving time on each. Therules are particularly open to improvement.

Creding afuture design funnel entail s using the entire FWTC approach for a Future Customer that you
crede. With this method,you develop a Customer storyboard using the Future perspedives that is
consistent with how you see the World is changing. It isthen aquestion d runnng this goryboard

through each stage (Design ideg Design process Operation) just asif it was an actual Customer story.

Whichever methodis used the same perspectives are enployed.
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Figure 10 FWTC Future Stage
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These perspedives on change for the future stage ae & follows:-

Figure 11 Future Perspedives
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5.1.1. Future Now

What is this perspective?
If you can think forward why wait, go where you can think.

Design the future as far as you can think na just as far as you can see. This perspedive dall enges the

designer to drag the future into the present.

How do you use it?

Go to the future and look badk at how you got there. Design anode for each step in thisroute. There
will i nevitably be nodes that canna be immediately coded, the remaining perspectives shoud help to

overcome this problem.

Examples

A University physics department was constantly under change. The best students always favoured
courses that included the most marketabl e skill s, however the lead time to get a sub department

running with new staff was three years, by then the market had moved on.

The University came up with aradicd plan to bring the future into the department. It used agroup d
its best post graduate students to identify future directionsin physics then plan badkwards to the
comporent teading blocks. Each bock was ranked for risk of redundancy and the most seaure blocks
moved to the start of courses. They then went onto develop ogionsin later yeas for marketable
leaning blocks. In addition they turned this future incubator department into a flagship facili ty that

creaed its own ledurers from recent students. Hence diminating any future delay.

5.1.2. Darwin projection

What is this perspective?

Run through generations to evaluate.
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Darwin projection suggests that you move to the future by runnng present solutions through many

generations and testing their market fitness

How do you use it?

Establish the market features of various lutions and wse inheritance from ead to produce new
generations. Each generation is tested using fitness for purpose tests before creating new super

generations from the survivors.

Examples

A refrigerator company made alist of all the Customer requirements that it thought would impinge on
its products over the next ten years. Then it created ateam of experts that behaved as a Production
Possbility° thinktank. If given physical cgpabiliti es and constraints (e.g. material strength, hea
resistance, comporent thermal efficiency, power avail abili ty etc) this group could simulate (using
parametric 3D CAD), aplausible real world solution (in pictures!). These experts went onto agree

what they expeded to be the next ten years worth of technica improvements.

Using Darwin projection, every week for ten weeks the company then released ore years requirements
to the think tank. The think tank produced ten generations of the refrigerator. Each ore improving on

the previous one, to deliver more Customer options as the techndogy improved.

The Darwin projedion kecame arolli ng programme used firstly for future planning but also

aelerating into use any new Customer option as onas the techndogy matured.

5.1.3. Reality is still being built

What is this perspective?

If thisredity is not what you want build a new one.
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The way Customers percave thingsis not necessarily determined just by the fads but often by the way
the story istold. Thereis no reason why the businessinterpretation d the Customer story shoud na

add valueto its experience

How do you use it?

In addition to the incorporation d new optionsit is important to consider the aues that the Customer
uses asindicaors of success The benefit perception may be related to how the business sory explains

and demonstrates its superiority over the dternatives as much asits absolute val ue.

Examples

Re-casting the home DIY as a story of dmprovement investment®. A building supgies firm started
providing investment advice on bulding projeds to change the way the adivity was perceived and

avoid Customer feas over wasted effort.

Advice included, consideration d the locaion limits, re-saleaility effeds of various decorating

schemes, alist buil ding projects cost benefits, and historic comparison with cther investments.

5.1.4. Match company change to market change

What is this perspective?

Market change is unavoidable. Unfortunately company change isn't. Many companies gagnate in the

faceof overwhelming and obvous market change.

Leading the market with a compelli ng story is a big advantage but might also be agrea delusion. Itis
undouhedly the only way to ensure matching company change to market change. Less fortunate
companies can take amore readive gproach bu misalignment with the market is not something that

can betolerated econamicdly for long.

The rate of change of the market therefore dictates everything.
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How do you use it?

Predicting and monitoring markets is the business of entire industries, unfortunately their output is
often restricted to marketing departments. Obtaining this information and wsing it to design future
oppatunity funrelsisthe key to using this perspective.

Market leaders might not seam subjed to these cncerns but if they sell aproduct or servicerather than
providing the full market story then they are dways vulnerable to the more aherent approach cutting
their Customer supply.

Matching change may be just a question d increasing the rate of company change or in more
demanding markets (fashion trade, mobile teleaoms, IT etc) the propositions will need to be exadly
what the market demands.

Examples

Swisswatch manufacturers have succesully segmented their market to provide astrong fashion

comporent in what, during the dectronic revolution, become a difficult market.

The dhange they now need to match, isto caer for the compact wrist computers, phores and mp3
players that the Japanese manufacturers edalisein. The @mncernisthat athowgh thisis a different
market, it could provide products that are seen as esential and dsplace even high end conventional

watches.

The barriersto entry are much higher in this market and so the likely route is the rebranding of

someone dse'stechndogy. It will beinteresting to seeif they are & siccesSul thistime aound.

5.1.5. Go totheresult

What is this perspective?

Target the austomer experience required, nd just what you supgy. Provide what people want not what

you want.
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Although the result of the oppatunity funrel shoud be to produce many options, it is ill useful to

start from the results and consider the steps it takes to achieveit.

How do you use it?

Picturing a succesgul outcome, visuali se the steps you needed to take to get there.

Examples

A bookshopjust supgied bools, it was never sureif its Customers had received good \alue from them

or even had finished them. Infad it could think of noreason they would want to come back.

It considered providing coffee and |etting people sit reading the books for free, however not being
Starbucks or alibrary it felt thiswas nat its gory.

Instead it started abookclub online whereits Customers could share views and opnions. The best
opinions (good and bad) were printed off and pu in ahard pastic cover filed with the books. Each
quarter a aompendium of reviews was pulished and copies left in the shop. Considerable interest was
shown by Customers in finding their opinionin print.

5.1.6. Solutions can be counter intuitive.

What is this perspective?
Y ou have two chances for things to make sense, now and when they'rein place.

Intuition is hard to ignore. It is unlikely firms will employ people withou the requisite skill s and
experience for a particular market. These people will successully expoundthe leant behaviour, just
as ancient Greek shipbulders built Galleys and ddn't suddenly rush off and invent sailing Clippers
despite having all the necessary materials.
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It is passble one day that people will be employed for their lack of skillsin an area Insulating them
from the 2@urter revolutionary® eff ects of professonal intuition. Information systems are well able to

provide knowledge of the past propasiti ons, there is no reed for everyone dse to doit aswell.

If it doesn't make sense when you doit, whoisto say it never will ?

How do you use it?

This perspedive suggests that staff are encouraged to use 2anti intuitionideas®, such as ¥everse the
present logic®or duse aything but © to scare out new ideas. Attention focusing techniques will aso
help.

If you keep at it successisvirtually guaranteed. After all, the only difference between the present day
and 5,000yeas ago, aretheideas. Thereisno reasonwhy the extraordinary slow pace of

development over the past millennia, canna be given ancther kick.

Examples

A deorating company in Northern India was having difficulty selli ng its wall papers, the time taken to
paper rooms made it quicker to paint.

One dternoona new apprentice, who had a reputation for asking silly questions, asked the print shop
foreman why they dlit the large paper rollsto 600nm when awall is abou the same height as the roll .
The foreman was at pains to explain the need to make astandard size for al rooms, wall paper being

hung verticdly nat horizontally.

Overhearing this, there was much mirth from a group d business Customers passng nearby. Until
later, walking up the shop they naticed that the goprentice was corred, the 2.4metre roll i s exadly the
standard height of the portable rooms they made.

The decorating company now supgdies more large horizontal roll wall paper to bulders than small roll.

Using wall applied pastes and daor cutter templates, bulders can now paper aroom in half the time.
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5.1.7. Loop

What is this perspective?

Although apparently a one way system FWTC does not stop when it reades the end of a story.
Hopefully the same Customer or ancther one will continually re-trigger the process each time it
shoud get quicker.

In addition, as redity doesn't look the same forwards as backwards, the 2.0op° Perspedive suggests
the designers regularly move their vantage point along the processto ensure there are no surprises or
missed oppatunities

How do you use it?

Ensure the nodes are evaluated for their abili ty to retain useful information, evolve towards future
scenarios, and trigger new cycles from the conclusion d old ores.

Eacdh circuit of the oppatunity funrnel has a ¥oopefficiency factor® associated with it, if it was high
then the time taken for future cycleswould rapidly deaease. Thisisquite animportant effed because
if you are avare of an expeded improvement in efficiency then the early cycles can be subsidised by
the later ones. This effect opens up rew processes that look ureconamic onthe first run.

Examples

Taking the Loop pinciple quite literally, a private bus company in Southern Ireland changed all its
routes to ore Zig Zag route running in and ou of the town centre. It meant, that no matter how few
buses were running, all the routes would be serviced. Customers knew that if they waited, there would
always be abus andif they saw a bus nearby, onancther route, they could work out when it would be
at their stop.

The bus company gained the advantage of not having to allocae routes, only start times, noterminus
points, no reel for timetables only times between buses, more town coverage from using diagoral
routes not radials and the bus gpadng was easy as buses could see ech aher at the town centre (much
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to the Inspedors delight). The dallenge became for all the buses to emerge in the centre & the same

time like an omnibus ball et.

The only downside was the prior visit to the outskirts for unfortunate passengers healing for the centre

but living nea an outboundleg.

5.1.8. Limits what limits?

What is this perspective?
Where did you et the ideathere are limits.

Companies are easily able to classfy their sedor, their Customers, their Staff and anything else they
get nea. Tidy businessminds use Standard Industrial Classficaions and al manner of categoriesin

order to simplify their life.

This is the business equivalent of hedging roundevery field you can find. There is arealy a fence
between businesses and the Customer, puting more fences in, is not useful behaviour. The
aternatives of creating faceless conglomerates (of classfications) or unclear propasitions that the

Customer cannat recognise, isalso nd very appeding.

Having 3umped the fence® to the Customer side dl that is necessry is to define the company

completely in terms of the Customer story. Reaognise no limits.

How do you use it?

Wherever the Customer story takes you, you go. The test is everything you domust make sense in

terms of the narrative.

In short, if you krow the story you know the firm.
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Examples

A freerange egg producer was making goodreturns but never felt truly valued in its market. After

li stening to its Customers, it designed a more rewarding propasition for both sides.

In this propasition Customers subscribed to the farm as their prime provider of both animal products
and animal asaurance In this grange cmbination, Customers were ensured that animals were given
the optimum natural living condtions for their breed, were nat kill ed by the farm and in return
Customers recaved the resultant animal products. Visiting the farm was encouraged and many

Customers chil dren had names for the animals.

The farm becane well known and this unusual story and soonwas used in television series.

5.1.9. Better off not knowing

What is this perspective?
As onas you krow something you stop thinking.

Throughou the ages mankind hes been convinced it understood things perfedly. Any idea that there
was a different, let aone better understanding was heresy. There is a generd air, even now, of how
clever we are compared with ou predecessors. The truth is that there has been no dscernible

improvement brain function ower thousands of years. We are just as dupid as we've dways been!

This astop sign® for thinking is particularly apparent when we think we know a subjed. In order to

find rew routes to certainty it is better to start from a dean shed. Y ou are Better off not knowing®.

How do you use it?

Use people new to the field and dan't discourage their eff orts.
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Examples

Despite only having a degreein phlosophy the son d the owner of a dhemicds plant was onwork
experiencefor ayear before becoming aDiredor. Not included in any plant management discussons,

he took to walking roundthe site and talking to the maintenance staff.

The aurrent chall enge managers were wrestling with, was to increase output for a new contract whil st
constrained by the particularly small site, and reaction vessls that lost their glasslining every 5,000

hous.

Neallessto say, by being in a position to ask the most un-informed questions withou fea of
retribution heteased ou a solution from the maintenance staff that, na only increased the output, but
built an aliance and made his own reputation. The solutionwas Smply to trade caacity with a
neighbauring adds manufadurer who had a peak demand six months | ater at the start of winter (as
battery aad demand increased).

5.1.10. Free Thinkers

What is this perspective?

Eacdh pair of hands comes with a freebrain. The very ideathat companies have managers that think
and staff that do, will take decales to overcome. In the meantime, concentrating on thawing out the
culture that freezes out ideas from all but one source, is the focus. At the risk of stating the obvious,
staff must be treaed as people nat objeds and the Customer stories must make sense in their eyes.

How do you use it?

Point people & the job, explain why its important, why they are important and hawv things work. Then
just listen ead day.

The message and the language are only as effective to the extent they are received and urderstood.
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Examples

During an improvement campaign a Brazili an coach company dedded to tell all its daff, al its
problems, with a somewhat surprising result. Several the drivers got together and creaed threeplays -
one was abou managers, one was abou drivers and the last was abou Customers. They performed
the plays at head office showing all the problems of the various groups, the management were suitably
impressed and led by the chief exeautive they vowed to addresseach problem in turn.

Thedrivers said (rather pointedly) they had nointention d bringing management their problems
withou aso bringing a solution. They suggested that once each week the management team met not
in the ar condtioned offices but ona mad line. Passengers would also have the oppatunity to talk

to managers who would in future be given adoulle seat 2officeat the back of certain coaches.

The result was that, na only did service rapidly improve but two drivers joined the improvement team
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6. Sources of Value

Although FWTC isamulti | evel approach with many faces, it isworth clarifying the fad that
businessisinherently smple. Customers want things, you provide them and money you have left at
the endisyours. All businesseswork thisway. All you reed to doisto concentrate onthe gap
between what resourceis consumed and what benefit is produced. Thisvaue dways originates from
the Customer but it will help to examine thisin more detall .

The following are some of the %ources of increased value®
1. People
2. Location
3. Innovation
4. Approad

We aetaking &/ alue®to mean Customer value, that is why distortions such as monopdy power,
protedionist regulation, etc are excluded as being against the Customer interests and hence against

longer term businessinterests.

6.1.1. People

Customers goend most of their waking life obtaining sufficient resources to all ow them to climb their
ghierarchy of needs’. It isa considerable resporsibility for abusinessto provide good \alue to these

consumers. Effedively they are spending their life on your products.

In additionto this, although First World courtries are aff orded the luxury of choice, many popuations
are stuck at the bottom of the pyramid, wondering where the next med will come from. A mgjor
improvement in the dfedivenessof businesswill eventually benefit everyone. If thereisabigger pie,
then more people can get a piece of it.
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At the moment only 20% of the earth's popuation are econamically adive to any reasonable extent.
There is no apparent explanation for this. The eath's resources are not the problem - energy, fresh
water and raw materials are more avail able now than they have ever been. Pollutionisa concern bu
eminently addressable with existing tedhindogies. Thereisno self-satisfied plateau of consumers,
happy at there lot and nd wishing to oltain more goods and services. Thereisnoreligious or pdliti cd
courter climate, forbidding econamic development. The only plausible explanationis that for over
one hunded years complacent businesses have Stuck to the Knitting® and orly serviced therich

markets.

Aswe have said, people are the sourceof value. There ae four billi on people waiting for businesses

to help them. Thisisagood pgaceto start looking for value.

“ All people.... provideall value”

6.1.2. Location

You read to be where your Customers are. This means operating in their @8cology® not yours. If
businesses exped to make returns and repatriate them then the it won't always make e@namic sense.
The scde of the returns is related to the environment they are produced in. Thisisnot aproblem
because dl that isrequired isto utili se the returnsin the same eavironment and recognise that the scde
of the returns shoud be related to the scde of the asts.

6.1.3. Innovation

Being able to domore for lessis the purpose of innowetion. It isthe ultimate win-win scenario. Goods
and services both respondto innowetive presaires and the experienceis, that times of grea neal drive
greda innowation. The perspectives of the Future®stage show a multitude of ways in which changing

perceptions can accderate innovation.
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6.1.4. Approach

The basics are simple so any approad shoud meet the requirement of giving the Customer more and
costing less Beyondthisit ismerely aquestion d judging the competing options against each ather,
including risk factors and fadoring for scarce resources (cgpital, speciali st staff etc).

FWTC isan example of seleding a new approac that increases the aeaion d value (refer Cost
Benefit sedion).
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7. Information System

FWTC was always conceved of to operate using an information system. The system needs to capture
the target oppartunities and flow them through a decisioning path that refines and bul ds the required
output. Information systems need to have the abili ty to flow information through dedsion and work

stages recording all events and communicating this to the business

Workflow systems, PDM, ERP and most database software is capable of this.

7.1. Paper based

Most companies will start with a paper based incarnation o the FWTC process It isonly necessary to
produce ahierarchy of rules though running scenarios is more laborious and rule tuning will be much

more time onsuming.

7.2. Spreadsheet

There is noreason why a spreadshed shoud na undertake both the recording and dedsioning
functions. Use of multiple dhaiceinterlinked forms shoud improve the usabili ty of the system.

7.3. Relational Database

FWTC can use arelational database constructed from tables for each information entity (Customer,
stories, acount, products, services, etc.). The principle design adivity isthe @nstruction d queriesto

form the dedsion stages (nocks).

7.4. Workflow/Document Management System

Workflow systems are well suited because of their more sophisticated routing of operations. Each
story can be aded as a new route through the decision stages. Staff teams then handl e the process
with routes being adjusted to suit personnel avail ability at runtime. Often workflow systems are
document based. Thisis adequate for processes with ahigh variabili ty of data and hgh vdume of
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events but the presence of dumb oljeds sich as scanned documentsis nat as efficadous as using
information cgpture gproad.

7.5. Object Orientated Decisioning Database

The optimal system for FWTC isafull objed system with dedsioning.

The patentia cgpabiliti es of such an applicationinclude: -

Straightforward trandlation o duse caes® from stories.

Provide FWTC event flow logic.

Easy creation d new FWTC objeds with inherited properties.
Scenario testing to improve nocde structure.

Senditi vity testing on rules to show which have the most effect.
Compatibili ty with internet communication systems.

An intelli gence based system not a document based system.

Dedsion diven approad.

The most advanced o the shelf applicaions available to FWTC designers are Product Data
Management, Expert Systems and Design Decisioning systems.

7.6. P2P Network

Peea to peer networks all ow fundamental enhancementsto FWTC operation.
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7.6.1. P2P Marketplace

The P2P Information System can use FWTC principles to grow into a new phenomenon the P2P
Marketplace This marketplace funnels oppatunitiesinto certaintiesin away that eliminates many of
the previous inefficiencies (exchange losses, imperfed market information, intermediary delays,
locaional overheads, endess®uild from scratch®, etc).

Cost Reduction
The Funnel aff orded by this network is much larger than any other dired database system.
Information products can be traded dredly.
Middeman inefficiency is eliminated.
Transadions are instantaneous.

Both sales and production events are fadlit ated.

This cost reduction will be seismic in its sde but even so it will not match the potential for a*“ peer

multiplier” effect.

Peer Multiplier

Thisisthe dfed of all owing individuals the market to creae and consume diredly. If individuals
World-wide can seethe direct positive dfed of learning, working, and sharing together then the
feedback system will be self sustaining. The exporential effed of the large numbers for the first time
engaging together in alosdessmarket (no overhead losses) will drive amultiplication d the benefits

from this pee system.

Conwersion d labou time into Information roducts and Information events (80% of business
expenditure is onlabour and information products) can extend the P2P marketplaceinto an
information exchange between people. People would be ale to sponsor an FWTC oppatunity (get

their car serviced, have their shoppng list fill ed, buy a haliday etc) or answer an FWTC node request
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to unckrtake events (such as a plumbing visit, teading assgnment, insurance underwriting, an article

for ablog, a shift as aseaurity guard, modifying a server script etc)

The methoddogy is smpler than the explanation. A %oppatunity form is completed and left onthe
P2P network. People (pre-qualified as supgiers) search and find the oppatunities. They quae and
thewinner is €leded & can uriock the detail. They then urdertake the work, receive the signed off
oppatunity form & payment and then hdd it in their inbax as atime stamped record of their success

(that's how they get qualified). The system can even be voice driven (digitally recorded for evidence).

Everything is built aroundgradually accumulating atrack record evidenced by the transadions. All
transadions rel ease personal information onaneead to know basis with most transadions remaining

impersonal.

The major difficulty isthe aulture shock in government circles as whoe markets disappear out of sight
behind encrypted transactions that are eaily visible but not tracedle. Fadlitation d an International
eledronic monetary transaction system would be the obvious direction  central banks. Charging a

few percent on eat exchange and sharing on an agreed besis.

As of early 20044l the infrastructure to undertake this @32P Marketplace®has been avail able for quite
some time(P2P networks, fil e tags, encrypted forms, encrypted P2P V o0i P networks, Paypal etc)
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8. Example Case Study

FWTC appliesto al businesss.

Thereis noreasonwhy abedle wlleding charity in Boliviaor a sewerage treatment company in
Ontario shoud na both use the same gproacdh. Each one neals to take oppatunities to certainty,
eat one can consider the best probabili ty of each step in this.

To demonstrate the FWTC in an aacessble form we think its probably best to avoid Bolivian wildlife
and start with a Spanish travel company in Barcelona. The cycle ammmences with the Design of the

Idea

8.1. “Barca” Travel FWTC

aBarca’travel has grown over ten years from atravel shop on®The Ramblas® (the main tourist road in
Barcdona). It now hastentatively obtained bank fundng (1.5m euro) to expand into a Europe wide

operation. Loan approval is subjed to the submisson d anew businessplan.

Eager to abuild abusiness sructure that can be scaded upto suit awider base, Barcatravel has eleded

to use FWTC for its new businessapproad.

Having taken its Directors away to the cmpany rooftop 2Attico® apartment overlooking Barcelona

marinafor aweek, they have aeaed abusinessplan. Thisishow they produced the plan.

8.1.1. The Shock

The first day was gent in thinking through the new businesscycle and dscussng how they felt abou
the dhange. Realising the gproach isamuch more chall enging culturally than technically, one
Diredor adually deaded it would be best if he retired ealy rather than facethe rigours of the business
reinvention. The remainder came to the rapid conclusion that the Departmental Diredor paosts they
held as they came in, would na exist when they |eft.
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8.1.2. Thought Cycle

Having regained there cmmposure they walked though ead stage of the though cycle :-
Consider a Vorld o oppatunities®.
Deliver what the austomer values most, can aff ord least and you do lest.
Take many perspedives.
Crede options.
Do nahing that doesn't add value.
Only make what never existed.
Choase paths using probabili ty and grinciple.
Pre-empt the future.

Next time faster.

Brainstorming their own thoughts and mapping them on to each stage helped to generate a @nsensus
of how things might work. The next day they could condense these thoughts into a wherent business
idea

8.1.3. Which Perspective to take?

The team assessed the likely contribution o each perspedive and dedded the most appropriate
viewpoaints for each stage were:-

PERSFECTIVE

Design (Ideas) Operation

Dream Catcher X QOutrun costs

First think it, not do it X Customers Own Customers X
Start with Businessidea X Paradigm Bregk X
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An example of the ideas resulting from these Perspectives are show below. Thefirst @Dream Catcher®
shows the very first thoughs the team had during the Idea stage. This st the scene for the other

perspedives.

The second®Tell a Story®, shows how the tean started to recreae the Customer story in the Process
stage.

8.1.4. Dream Catcher

For @ream Catcher®, the World of oppatunity is every person onthe planet, bah nowv andin the
future. In FWTC thisis always the case but we focus on delivering what the customer values most,
has been ableto afford least and we do best.

What we do best

The Customer Stories of interest to 2Barca® are those that involve the organisation d the travel from

Europeto Catalonia. The businessfedsit has developed a valuable combination d abiliti es:-
Suppy side accommodation contads.
A variety of proven low cost travel options.
Demand side inpu from magazines, & newspapers.

A succesdul Customer website pipeline.

Customer values most

Within this scope Customers have previously been dffered propasitions that left them with a
significant level of dissatisfadion. To understand what Customers value most Barcaused 1,700
Customer travel stories from web buletin bcards. Each Director had been given the previous week to
summarise their findings from an all ocated set of stories abou Catalonian destinations and overseas

resorts.
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Customer dmost valued® elements in the travel experiences were:-

1. Low Priceor high value.

2. No hidden costs

3. Clarity in knaving what to exped.

4. Avoiding surprises.

5. Having immediate resporse to any problem.

6. Elimination d wasted time (airports, delays, transfers)

7. Reduced trip premiums

Afford least

Affordabili ty comes down to the anourt of time or money that Customers are happy to devote to
obtaining a product or service If aproduct or serviceis highly valued bu costs more than a Customer
iswilli ng to apply, then it becomes a goodtarget for businessexpansion. It isnaot just a cae of
providing @more®but knowing @more what?

Finding the opportunity spacethat Customers would happily trade in, given the right econamic or
temporal propasition, is the fundamental way in which FWTC diff erentiates its offering from a
Customer perspedive. If the businesscanna use FWTC to domorefor less it hasfailed.

The dements the Customer can afford least are:-
1. Timeto arrange trips
2. Cost of travel at convenient times (weekends and pubi ¢ hali days)

3. Timefor destination reseach
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4. Timetofindagoodded

5. Avoiding al risk of aloss

In the past many forms of travel were unaff ordable for massmarket travel. Some areas of Europe till

have difficulti es aff ording charter travel hence thisis also an oppatunity.

8.1.5. Tell a Story

From the thousands of Customer stories they reviewed, the Diredors reamnstructed a wmpasite story.

‘I would like to be enthused by the optionsfor travel. | nead areliable travel company that offers
interesting oppatuniti es that seamlesdy integrate with my normal lifestyle. | need them to construct
options that fit me, rather than me fitting them. | wish to increase my useful travel time within the
bound of my income andtime available. In particular | am interested in good \alue options for the 40
plus weekends ayea that | could use but presently dorit. They need to communicate on demand by

al my norma communicaion channels.

The scenario shoud be mnsistent each time | travel, with no reed for me to either do anything | have
dore before or anything | don't need to do. | shoud be guided every step of the way but only using as

much detail as| demand. | shoud have instant recourse to a ixer° at any stage of the experience

Unlike my present experiences | do nd want predictable things to become asurprise or worse still for
avail able information nd to be made available. Although urderstanding the difficulty of predicting
external events, | do nd exped events nat to have been panned for or to repeat because of ladk of
adion. | exped travel partnersto be mnstantly monitored, improved andif necessary eliminated. My
opinionshoud be sought and visibly aded uponin times of difficulty. |1 do nd exped to be placel in
apasitionwhere | have no ogions and nomeans of redressto decision makers. All staff | come into
contad with shoud be cgable and empowered. As may be the case in some drcumstances and shoud

everything else fail theleast | exped isafrank admisson d failure and a plan to recover the situation.
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In return | am happy to engage increasingly closely with any provider that meets the ébove and
demonstrates consistently that they always provide apropasitionin the top quartile for value. This
obvious value | percaveto be where my costs prove to total lessthan that | could oltain using 75% of
the dternative market leading travel companies. | will consider all my costs that can be dealy
asciated with the particular travel scenario. | will judgeinitially more so on headline price urtil the
fedures previously mentioned can be shown to be routinely delivered. Initialy will not have any basis

for believing claims before they are proven unessthey are guaranteed by a aedible process

| do nd exped both value and high quality to be delivered in the same package & | perceive that
quality hasitscost. | will be cynicd and dfficult to convinceurtil it can be demonstrated

In the more future | would like the company to provide anew redm of experiencethat matches and

extends my lifestyle whil st maintaining a prudent use of time and resources.’

8.1.6. Storyboard
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Figure 12 Soryboard

8.1.7. Business ldea

To be successul the businessneals to identify the propasition that encapsul ates the main concept that

the customer values most, has been ableto afford least and we do best.
Using the Customer story the Diredors dedded the most important factors involved for 2Barca®were:-

Managing Customer risk
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Providing end to end information, on émand
Fitting the travel to the time avail able
Providing serviceinrea time

Overcoming (understandable) cynicism

Demonstrating 2cheg prices® make for 2expensive travel®

By the end of the second day they had agreed the foll owing:-

Barca ae now a Customer time management company. We design Customer fitting Catalan leisure
oppatunities, illuminate & clarify travel using information, and manage everything with the am of
reducing Customer effort.

Using the analogy of Monks beautifully ill ustrating the text of a manuscript they decided the business

ideais:-

8.1.8. Trigger

Triggers need to be set for any Customers that crossthe domain of the businessidea In this case
41l uminated travel® has awide remit. It seeks out any Customer time avail able improvable by a

Catalan travel event. Thetriggers st were:-
1. Free weekends & weeks noted by Customers on awebsite

2. Thereturn flight from the last 2Barca’hadliday
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3. Resporseto AVeekend opions® text request from Customers

8.1.9. Process Stage

The process s$age focused onapplication d the businessideato the steps of the Customer story. Each
step was converted into deasion nodes that delivered the Customer options.
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FAQ's

Question

Answer

Why concentrate on time?

The only resource that canna be bought is
time. Markets are now efficient enough for
time to be the maor determinant of all
fador prices. If you can control time used,
you can minimise resource @nsumption

more dfedively than by any other method.

Why not focus on Capital?

A market exists for capital, useit.

Why not focus on Management?

A market exists for management, useit.

Why not stick to the knitting?

The past does not determine the future.

So we get rid of all our departments?

Yes. The design, gperation and future of
the funrel are the only functions.

How do our accounts get filed?

A well designed funnel will automaticdly
collate the data mlledion as customer
oppatunities proceed.

How do we buy things?

Against ead opportunity,  future
oppatunities being loaded also alow

purchase in advance and consolidation.
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Glossary

Believe

BusinessStory

Businessldea
Certainty
Customer
Customer Story
Drumbed
Event

FWTC

Fastest Way To
Certainty

IdeaPerspedives

Node

Oppartunity

Oppatunity
Funrel

Option

Paradigm

Probabili ty

Process

ProcessDesign
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Demonstrating faith in the way you work

The excapsulation into a targeted business
processof the Customer Story

The ideabehind the business

Achievement of the Customer objedive

Why you're there

The way the Customer wants to take their life.
Therate eventstake place

A useful step in the story.

Fastest Way To Certainty

Taking stories, making options.

Ways of looking at the Businessldea®

A workstep & dedsion pant in the business
process The next step is determined when
the rules consider the evidence

The chanceof anew Customer story

A means of turning oppatunities into options
using rules.

An additional outcome avalable to the
Customer.

The acepted way people believe something
works

Likelihooda particular outcome will occur.

A sequence of events designed to achieve a
goal

Creding a bespoke sequence of events
designed to achieve agoal
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Process
Perspedives

Propasition

Rules of thumb

Staff

Story

Storyboard

Uncertainty
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Ways of looking at a sequence of events

A solutionto all or part of a Customer story.

The best dedsion grinciple available & thetime
of use

The business

Narrative showing how events most
succesdully fit together in the authors view

Step by step lllustration d the key narrative
events

What happened before FNTC
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