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Introduction (and a warning...) 

A real alternative to producing a business plan  

ll in all, ideation is relatively abundant. It is its implementation that is more scarce”1. People 
have plenty of ideas and many of them are good. The problem, as stated by Theodore 
Levitt, is to turn them into action. Before an idea can be realized, it must be analyzed and an 

action plan developed. That is the missing link. 

The ambition of this book is to provide the missing link that will help people who have a good idea 
to take it further and turn it into reality. Readers of the earlier (French) version, published in 2006, 
told me that it changed their life by boosting their career and expanding their horizons. 

This book has two main objectives: to help corporations acquire competitive advantages, and innovators 
turn their ideas into reality. Designed for doers, it provides a structured model of the 
entrepreneurial/intrapreneurial process. Given that there are already many ideas in the air, this book is not 
about creativity methods, for many good books are available on this subject. Rather, it is about discipline 
and process. It encourages innovators to look at their project in a systematic way instead of just relying on 
gut feeling and intuition. In other words, creativity is not enough. Framework and discipline are essential 
companions. 

The main focus here is the intrapreneur—a person who behaves in an entrepreneurial spirit within an 
existing organization—because it is my belief that large organizations sorely need to take greater 
advantage of their employees’ innovation potential. Too many good ideas never come to fruition because 
the intrapreneurial process is not set up properly. Experience has shown that organizations—whether 
they be multinationals, banks, large SMEs or public-sector entities such as hospitals—that have 
implemented a few simple measures such as some of those presented in this book, have obtained 
spectacular results. 

Tools that boost intrapreneurs are also valid for entrepreneurs and start-ups. The few points that 
are less relevant for the latter (e.g. alignment of the project with the corporate strategy) can 
simply be skipped when they do not need to be addressed. The IpOp Model presented in this 
book can considerably reduce the burden of writing a business plan, and many start-ups have 
used it with success.  

                                                           
1  Theodore Levitt, “Creativity is not enough”, HBR, August 2002. 

A 
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To illustrate the application of the IpOp model, I have chosen a single underlying theme: the 
launching of Nespresso Classic. Because the Nespresso adventure was already well in motion before I 
developed the model, I have reconstituted the IpOp Model logic behind it a posteriori.  Because 
Nespresso relies on innovation to relentlessly increase the perceived value and coffee lovers’ 
experience it offers a magnificent example of what entrepreneurial approach can do in a 
multinational corporation (Nestlé). As you will see from these notes, its development called a 
number of Nestlé’s traditional managerial practices into question. I thank Nespresso for supporting 
me in this endeavor and for the information that permitted me to write the present “case study”.  

Nespresso in profile 
1. Headquartered in Lausanne, Switzerland, with more than 4,500 employees, Nestlé Nespresso SA sells 

products in more than 50 countries directly to its customers. At the end of 2009, it operated a global 
retail network of more than 190 exclusive boutiques in key cities around the world. For the fourth 
consecutive year, Nespresso is one of the fastest growing brands within the Nestlé Group and one of its 
"billionaire brands". In 2009, Nespresso achieved global sales of CHF 2.77 billion, maintaining an average 
annual growth rate of 30 percent since 2000.  

2. First launched in Switzerland, the Nespresso B2B channel now operates in more than 50 countries 
through its own subsidiaries and distributors and with one exclusive objective in mind: to deliver the 
very best coffee solutions in the commercial sector. From small or large offices to gourmet restaurants, 
premium hotels, luxury retail and customer care outlets as well as upscale airline services, Nespresso has 
a winning formula to suit all categories of businesses and allow them to tailor their coffee offer to their 
own customers. Thanks to the growing popularity of offering premium coffee and an entrepreneurial 
team of more than 500 highly dedicated Nespresso sales and service personnel, the B2B channel has 
generated a compound average annual growth of 20% since the start in 1996. 
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Why I am making this document available for 
download free of charge 
So many enthusiastic testimonies have come in from people who have used the IpOp Model for 
launching a new initiative, promoting an intrapreneurial project or creating a start-up, that after 
careful thinking I decided that the book should be available to the widest readership possible with a 
view to promoting innovation and the entrepreneurial spirit. Consequently, anybody can download 
it free of charge on the Internet.  

I also believe that whenever possible people should have the freedom to decide for themselves the 
value of what they are getting: 

• Those who consider that the book has been beneficial to them can visit www.winning-
opportunities.org and decide on a price that represents their own opinion of the value of the 
book. I will be happy to trust their judgment and sense of fair play. 

• People who feel that the book is of no use to them need not pay anything. They can always 
change their mind at a later date if they do come to use the content of the book. 

In a similar way that former university students make gifts, endowments, etc. as a way of thanking 
the university that has contributed to their success, so perhaps readers might acknowledge the value 
of these lessons once they have learnt to seize opportunities themselves. 

Like any product or service, the value of a book does not derive from the cost of making or selling it. Its 
value is determined by what it does for the reader. So I rely on each reader to evaluate the benefits he 
or she gets from the content of this book (and at the same time give me measurable feedback). 

Throughout his whole working life, John operated a 
specialized machine in a factory, and when he retired he 
trained his successor in how to use it and maintain it. 

One day however the successor could not remedy a fault and 
they had to call John in. The old man looked at the machine, 
picked up a couple of tools and turned a nut here and a bolt 
there and adjusted one or two settings. The job took him 
about ten minutes and the machine was working fine again. 
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When the factory manager received a bill for $5050 dollars, he 
angrily called the old man and asked how he could demand 
so much for ten minutes’ work. 

“Well”, John replied. “I’m only charging you $50 for the 
adjustments I made. The other $5,000 is for knowing which 
ones to make!” 

“So you decide: fifty dollars or five thousand, depending on its 
value to you…” 

Despite its being available for free download on the Internet, the book remains protected by the 
same intellectual property and copyright laws applicable to books sold in traditional bookstores. 
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The target reader 
This book has been written for people who belong to one (or more) of the following groups: 

• Decision makers and board members who  

− Select projects (make Go/No Go decisions) 

− Allocate and monitor resources 

− Need to manage and control the innovation process more effectively 

− Wish to promote innovation and the acquisition of competitive advantages 

− Are responsible for promoting a culture of innovation and change while raising the level of 
their team’s commitment  

• Executives and managers who want to contribute to their organization and boost their own career 
through innovation and intrapreneurial behavior—the content of the book should help them 
become change agents 

• Innovators, entrepreneurs and intrapreneurs desiring to present their project to their 
superiors or Decision-makers in a more convincing manner 

• Marketing, R&D and business development experts who need a structured model to 
supervise and assess projects at the “ideation” stage 

• Fundraisers and anyone involved in non-profit or public sectors, to help them obtain more 
support for their projects or initiatives 

• Anyone who wants to increase the chances of success of existing or future projects 

• Anyone with a sense of humor (although there is no obligation to read the jokes!) 

Using the book 
As a business practitioner, I believe that presenting theoretical concepts does not necessarily require the 
use of jargon, convoluted explanations or repetitions in order to hammer them home. My aim is to be as 
concise as possible. 

Each Chapter starts with a box outlining its content. The reader can use this as a “threat” to prepare 
mentally for what is to follow. 

http://www.winning-opportunities.org/
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To make the book easier to read (and remember), the beginning of each paragraph is set in bold type, 
generally summarizing its content. Later, this text in bold should serve to enable the reader to 
remember the concept or content. 

Because I have created a number of terms simply for their memorability (e.g. KISs, Terminators, etc.), 
the vocabulary used is not very orthodox. 

Because sharing a common vocabulary facilitates communication between various groups of people 
with a common interest, one of my objectives is to propose a specific vocabulary to enable people to 
communicate more effectively around innovation. I have usually spelt specific keywords or expressions 
used by the IpOp Model with a capital initial or its abbreviation throughout, and their definition will be 
found in the Glossary at the end of the book.  

To share pages you like on Twitter, Facebook or by email, click on the link at the bottom of any page 
and a dedicated webpage will open in your browser. 

Warning 
Because I say what I think, my words may not always be politically correct. I therefore apologize to 
anyone who could be offended by some of the statements I make in this book. I have no desire to 
offend, or indeed to convince anyone. My intention is simply to stimulate thinking and the seizing of 
opportunities. To achieve this, I have sometimes taken the liberty of breaking the rule of politically 
correct statements in order to put forward a provocative view.  

Despite any evidence to the contrary, a management book does not have to be serious, and so I have 
also taken the liberty of breaking this rule by including an entertainment factor and inserting a joke 
at the beginning of each chapter to illustrate or help anchor its content—or indeed simply entertain 
the reader in a relevant way. These jokes I call “Metaphors” because of the “philosophical” nature of 
the idea they convey. It goes without saying of course that nobody is obliged to even read them.  

Acknowledgment, sources and references 
This is not an encyclopedic presentation proving that I have read a hundred books and have now 
written the 101st incorporating all previous knowledge. I humbly acknowledge that I could not 
possibly have discovered all the information presented in this book by myself, because I do not live 
in a vacuum. In the course of the 30-plus years of my life as an entrepreneur and intrapreneur I have 
read many books and articles, attended a great many training seminars and lectures, and dealt with 
quite a number of “real” people and business opportunities in real time.  

http://www.winning-opportunities.org/


W I N N I N G  O P P O R T U N I T I E S  I N T R O D U C T I O N  

 PAGE 9    

All this combined experience taught me many things, but I never took time to take note of their 
source. The IpOp Model presented in this book integrates what I have learnt from all of the above, 
and so I must apologize to academics, professors, writers, consultants and gurus when I have not 
acknowledged the source of concepts developed by others. I do not of course have any plagiaristic 
intention to steal their ideas, just the limited memory of a recent entrepreneurship professor who 
never thought he would be writing a book. When I was just a businessman, I had not even 
considered the possibility of becoming a lecturer, teacher or writer.  

Because I felt that it would be a pity to delay publication and deprive innovators of a model that 
could help them move forward with their project, I decided to publish this book as rapidly as 
possible, providing only those academic sources, quotes and references I have been able to 
remember. I welcome any information that will allow me to give proper credit to those to whom it is 
due, and will be grateful to any who write to me at rc@winning-opportunities.org, indicating who 
should receive credit and for what. I will then update future editions with all the sources, quotes and 
references I have received in the meantime.  

I must nevertheless give credit to Richard E. Schroeder and Raymond P. Kasbarian, who inspired me 
at a strategic analysis workshop they facilitated. It is they who first exposed me to some of the 
concepts referred to in this book: the Driver/Satisfier distinction and the Definition of Success. I have 
expanded on these notions to build the IpOp Model, and take this opportunity to thank them both 
for putting me on track. 

I believe that my primary contribution is in the way all the concepts fit together into a model. The 
architecture of the model and the links between the various concepts have not been borrowed from 
any other source. What the IpOp Model does is to crystallize into an explicit architecture the underlying 
thought process that successful people use when they work on a new project or an innovation.  

I also would like to thank all the people who have participated in an IpOp Model training session, 
whose challenging questions have helped me further improve the model and progressively mature it 
to its current level of development.  

I am also very grateful to my wife, Ellen, and my children, who have been so understanding in face of 
my lack of presence and availability while I was working on the IpOp Model. And the link between 
business concepts and humor was certainly inspired by the many jokes my father told me to 
illustrate certain business situations. The messages he conveyed in that way were not only fun but 
were also easy to remember.  

Special thanks also go to Professor Jerry Katz and my daughter, Jessica Cohen, who helped improve 
the content and to Brian Levin for fine-tuning the English text, suggesting several improvements as 

http://www.winning-opportunities.org/
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well as acting as an excellent sounding board and advisor.  I would also like to thank my very talented 
friend Raphaëlle Aviva Levy for creating such a brilliant book cover and Karen Wickham for a great job 
done on the layout. 

Despite the fact that it is already quite robust, I imagine that the IpOp Model still has room for 
improvement. I encourage anyone who feels able to improve the model to contact me at 
rc@winning-opportunities.org, because all improvements that can help others become better 
innovators are welcome. 

http://www.winning-opportunities.org/
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Seizing opportunities 

A lawyer and a blonde are sitting next to each other on a long 
flight from LA to NY.  The lawyer leans over to her and asks if 
she would like to play a fun game.  The blonde just wants to 
take a nap, so she politely declines and rolls over to the 
window to catch a few winks. 

The lawyer persists and explains that the game is really easy 
and a lot of fun.  He explains, “I ask you a question, and if you 
don't know the answer, you pay me $5, and vice versa.”  
Again, she politely declines and tries to get some sleep. 

The lawyer, now somewhat agitated, says, “Okay, if you don't 
know the answer you pay me $5, and if I don't know the 
answer, I will pay you $50!” figuring that since she is a blonde 
he will easily win the match. This catches the blonde's 
attention and, figuring that there will be no end to this 
torment unless she plays, agrees to the game. 

The lawyer asks the first question, “What's the distance from 
the earth to the moon?” The blonde doesn't say a word, 
reaches in her purse, pulls out a five-dollar bill and hands it to 
the lawyer. 

Now, it's the blonde's turn. She asks the lawyer, “What goes 
up a hill with three legs, and comes down with four?” The 
lawyer looks at her with a puzzled look. He takes out his 
laptop computer and searches all his references. He taps into 
the Airphone with his modem and searches the Net and the 
Library of Congress. Frustrated, he sends e-mails to all his co-
workers and friends he knows, all to no avail. 

After over an hour, he wakes the blonde and hands her $50. 
The blonde politely takes the $50 and turns away to get back 
to sleep. The lawyer, who is more than a little miffed, wakes 
her up again and asks, “Well, so what IS the answer!?” Without 
a word, she reaches into her purse, hands the lawyer $5, and 
goes back to sleep. 

Chapter 

Take-home of  
this chapter 

• Pain/Need/Desire(s)  

• The Innovative Solution 

• Pain/Need/Desire(s) +  
Solution =  Opportunity  

 

In the beginning, there was 
the Opportunity 

1 

To share this metaphor with your friend(s) click here to go to 
www.winning-opportunities.org/joke?nb=01 

http://www.winning-opportunities.org/
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In the beginning, there was  
the Opportunity 

No Opportunity, no entrepreneur 

obody becomes an entrepreneur for the sake of doing so. Typically, an entrepreneur is 
someone who has the flair to identify an opportunity and the ability to evaluate its 
feasibility, gather together the necessary resources and, finally, implement an Action Plan 

with a view to seizing it. We may define Opportunity as the existence of an innovative solution to a 
market need2.  

Given the central role of opportunities in entrepreneurship and intrapreneurship, the model 
presented in this book is known as the IpOp Model (“Innovation by Opportunity3”). It follows 
that the management practice focusing on seizing opportunities is called “Management by 
Opportunity” (MbOp). 

Identifying the Opportunity is usually the easiest part, and many people come up with great 
ideas. The difficult part is to develop such ideas further into a realistic Action Plan that can be 
successfully implemented. 

Identifying pains, needs and desires 
The concept of need is a very broad one in this context, embracing any need that has not already 
been satisfied or can be satisfied in a more satisfactory or less expensive way.  

                                                           
2 This will be refined below with the concept of Pain/Need/Desire. 

3  In French : « Innovation par les Opportunités ». 

N 
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The Kano Model4 for Customer Satisfaction, which defines three levels of need, is a good starting 
point for their identification: 

• Basic needs that are often taken for granted: failing to deliver them may often lead to 
dissatisfaction 

• Performance needs, which the customer recognizes and can usually express; they are useful but 
not critical (e.g. evaluation on a scale) 

• Excitement needs, which customers may not be aware of, because they go beyond performance 
needs; once identified, they provide an opportunity to create products that change the rules of 
the game (the Discman is a good example)  

The greater the pain, the more the customer will be motivated to buy the painkiller. Identifying 
what hurts is also a very good way to spot Opportunities. A good illustration is the invention of the 
salad spinner. We can all live without one, but it makes drying the salad less painful. Since it can be 
argued that this device does not actually satisfy a fundamental or “real” need, and to avoid 
discussing such fine definitions, I prefer to simply make the point that it reduces the pain associated 
with drying a salad. Thus besides needs, pains can also be a source of Opportunities. 

People also acquire objects or services simply to satisfy a Desire. Everyone can live without 
treatment to reduce wrinkles, but it may appeal to some who have the desire to look younger. Here 
again, it may be argued that this is related to other needs, such as the need to be attractive and 
loved. I prefer to avoid this discussion and simply state that satisfying a Desire is not the same thing 
as satisfying a Need or alleviating a Pain. 

The concept of “Pain/Need/Desire(s)” (PND) captures all these nuances, while avoiding the 
semantic confusion created by any personal interpretation of these words. Using any of them singly 
may prevent covering all the possibilities that PND encompasses, so I will use the expression PND 
throughout this book. 

A PND usually exists only in one or more specific contexts. Clarifying the context(s) is very 
important because it clarifies the scope of the Opportunity. For instance, the opportunity to offer for 
rent high-performance fishing gear only exists in a resort where fishing is possible and which attracts 
fishing aficionados.  In that context it would make sense to open such a business. When IATA airlines 
were the only players in Europe, introducing low-cost flights created a huge opportunity for easyJet, 

                                                           
4  Kano,.N., Seraku, N., Takahashi, F., Tsuji, S. : “Attractive Quality and Must-Be Quality”, in Hromi, J.D.: The Best on Quality, vol. 7, ASQC, 

Quality Press, 1996. 
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Ryan Air and other airlines. Low-cost airlines may not be successful in other regions of the world. It is 
in this sense that opportunities are by and large context-related. 

Unarticulated PNDs create the greatest opportunities. While some of them may be expressed 
explicitly (“We need faster computers”, for example), others remain unperceived until someone 
demonstrates that they were waiting in the wings ready to be discovered (e.g. instant messaging 
software). They are also the most difficult to detect, and often require the interpretation of weak 
signals. Some Pain/Need/Desire(s) do not get expressed because they are not politically correct 
(e.g., recourse to sex-related web sites that generate at least one-fifth of the traffic on the Internet, 
while most users will not admit visiting them).   

Identifying Pain/Need/Desire(s) requires a finely tuned sense of observation: asking people what 
their needs are is far from enough—you have to observe how they actually do things. This is illustrated 
by the finding that while 77% of French consumers declare being in favor of generic drugs, only 33% 
actually purchase them. Clearly, traditional market research can sometimes deliver unreliable results.  

Observation is critical, and our best advice is to observe: 

• Real humans 

• Real situations 

• Real products or services being used 

Going after the “wrong” PND can turn out to be a very expensive exercise. Because doctors were 
calling out for a solution to treat diabetics who are allergic to animal-based insulin, Eli Lilly spent 
about $1 billion developing a very pure variety of insulin that did not trigger allergic reactions. This 
innovation did not become an instant money-maker because only a small number of people needed 
it. For its part, Novo, a much smaller company, came to the realization by observation that the 
traditional process of injecting insulin (calculating the required quantity and preparing the needle) 
was not very user-friendly. Novo developed a “pen” that delivered a preconditioned quantity of 
insulin in a very user-friendly manner. Unlike Eli Lilly, who were chasing the needs of the doctors, 
Novo made a fortune by satisfying the end-users’ needs.  

Corporate anthropology is an interesting and effective approach to a clear understanding of 
(internal or external) clients or customers, the market, the technology or the stakeholders. For 
instance, Motorola radically expanded the range of colors available for its line of pagers when 
anthropologists observed that teenagers were using pagers not merely for utilitarian purposes but 
also as status symbols. When studying the logistics process, anthropologists do not limit themselves 
to interviewing the company’s vice-president of logistics, but will also “sit on top of a box” or travel 
with delivery trucks to discover where time is wasted. 

http://www.winning-opportunities.org/


W I N N I N G  O P P O R T U N I T I E S  C H A P T E R  2  

 

 PAGE 15    

Observation is a state of mind. To understand your customers, you need to spend time observing 
them in their own environment. Watching them use a product or service in situ can bring PNDs to 
your attention that no one is yet aware of. For example, it is astonishing that laptop chargers do not 
incorporate a rewinding device for the power cord: any attentive observer would have noticed that 
people like to roll up the power cord before packing their notebook away. There is no way engineers 
ensconced in their cubicle offices could observe (and so identify) such a “Pain”. Many real 
opportunities can only be identified outside of your office. Other strategies that can be used to 
complement observation are: 

• Asking potential customers to role-play using prototypes 

• Developing products jointly with a lead client  

• Market studies, etc. 

Intimacy with customers is achieved when they feel you sound like one of them, rather than 

like a supplier. Understanding their PNDs at this level itself creates opportunities. The cosmetics 

industry knows its customers well enough to realize that to realize that at bottom what they are 

buying is hope, not creams. Understanding this had a major impact on the way the industry runs its 
business (packaging, marketing strategies, etc.). In another sector, Rolex has developed such a level 

of customer intimacy and recognition that the quality of Rolex watches is never open to question.  

It is important to identify the market segments most likely to ensure the greatest returns. 

Observation led McDonald's executives to focus their marketing campaigns on children instead of 

adults. They had noticed that, while parents have the buying power, it is the children who play a critical 
role in selecting a restaurant. Their good understanding of the influencers’ psychology led them to go 

after the specifiers (in this case the children) rather than the actual buyers. Building an intimate 
relationship with the children paid off.  

Observing how users are dealing with or handling competitors’ products or services can also 

help reveal unsatisfied PNDs. For example, the Swiss entrepreneur Domenic Steiner observed that 

the breakdown of professional coffee machines presented a real problem for restaurant owners, who 
were losing out on the downtime incurred during servicing. He designed a modular machine with 

standard replacement parts, thus eliminating the need to send the whole machine back in the event 
of a problem. His company, Thermoplan, has become the exclusive supplier to Starbucks! The secret 

is to develop familiarity with the customers, the market, the technology and the networks. 

Structural changes often create opportunities. When the situation is stable, it is more difficult to 

find opportunities than when they are on the move. This is because when things are going well, 
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Decision-makers are reluctant to change a winning recipe. When business gets tough, their mind 

becomes open to exploring new avenues. Changing environments and crises represent great 
hunting grounds for opportunity seekers.  

Many corporations are affected by the disease of “opportunity myopia”. Their employees are 

conditioned to do things a certain way, and become immune to any idea that might challenge the 

status quo. Such a narrow-minded way of thinking is often occasioned by successes in the past, 
because people are prone to believe that past success is proof that they will continue to be 

successful in the future. Unfortunately, it does not work that way, because success in the future 
depends on the ability to deal with future, rather than past, circumstances.  

Challenging everything right across the board, including past successes, should help to 

pinpoint opportunities. Probing and trying to understand how things could be done differently 

ultimately leads to improvement. Progress stops when people give up challenging the status quo.  

Figure 1: Solution + Pain/Need/Desire = Opportunity 

 
 

The innovative Solution  
It is not enough to identify a PND. You also have to come up with a way to satisfy it, in other words 
find a Solution. The Solution does not need to be brand new, and bringing in an existing one from 
another market may be good enough. Easy Jet’s introduction into the European market of a concept 
already successful in the United States (Southwest Airlines) ensured them instant success. The 
founder’s stroke of genius was to realize that Europeans could use a formula that had been 
successful elsewhere. 

Too often people believe that “innovation” means “first-time” invention. My definition of 
innovation also includes new Solutions brought to a market where they were not previously 

http://www.winning-opportunities.org/


W I N N I N G  O P P O R T U N I T I E S  C H A P T E R  2  

 

 PAGE 17    

available. This might not satisfy the purists, but it has the advantage of opening the door to creativity 
in environments that are not exposed to innovations available elsewhere.  

It is not necessary to reinvent the wheel or even invent anything new, because there are so 
many inventions or Solutions sitting around waiting for a new application. Finding a good use for 
something that has already been invented can create an excellent opportunity. Innovation 
sometimes lies in identifying Pain/Need/Desire(s) that others have not yet recognized, which can be 
satisfied by existing Solutions. 

The definition of innovation we are focusing on is: “the creating and bringing into gratifying use of new 
technologies, new products, new services, new marketing ideas, new systems, new ways of operating and 
new interactions”5. The gratification factor may be profit, personal satisfaction or any other benefit to the 
organization or individual. Who would waste time with an innovation that does not have some kind of 
added value factor? 

Another definition of innovation that focuses on the value added concept is: “the process of 
creating something new that has significant value to an individual, a group, an industry or a society”6. 
Note that the value added benefit does not need to be measured in monetary terms.  

An innovation factor is necessary because without it you obviously cannot do better than your 
competitors, unless you are content to be a “me too”. The fact that your predecessor is already in 
business gives him or her, a competitive advantage, riding ahead of you on the learning curve7. You 
must therefore make sure you bring something new into the equation, sufficiently substantial to 
overcome this handicap.  

Opportunity is defined by the {PND} + {Solution} dyad. An Opportunity can only exist when there 
is a Pain/Need/Desire8 that can be satisfied by a valid Solution. Neither alone is sufficient to create an 
Opportunity. Because they have to fit together, this is ultimately a matchmaking exercise. 

The question “Which came first, the chicken or the egg?” is eminently applicable to the 
PND+Solution couple. Does the Pain/Need/Desire prompt the discovery of the Solution (“pull demand”), 
or does invention of a product lead the inventor to seek the appropriate market (“push demand”)?  

Many technology-based innovations seem to belong to the push-demand category: a scientist 
discovers something in the lab, and then works on developing a marketable application for it.  

                                                           
5  Gifford Pinchot. 

6  James M. Higgins, Innovate or Evaporate, New Management Pub. Co., April 1995, ISBN-13: 978-1883629014. 

7  http://en.wikipedia.org/wiki/Learning_curve.  

8  Almost everywhere else in this book the word Need can be replaced by Desire. 
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A “pull demand” situation exists when a new Solution to a known problem (PND) is discovered. 
Here, the market already exists, considerably reducing the uncertainty level. This in itself is a good 
enough reason to use a Pain/Need/Desire as a starting point for seeking the Solution whenever 
possible. A good example of “pull innovation” is the packaged pre-washed salads sold in supermarkets. 
When the wish (triggered by the pain of washing salads) to buy salads that did not require washing 
was first identified, a French farmer gave an R&D mandate to the national research center INSERN, 
which eventually came up with the right mix of oxygen and nitrogen to extend the shelf life of pre-
washed salad. This Solution turned the idea into a tremendous business Opportunity. 

Looking for the innovative Solution requires creativity. Brainstorming is one way to figure out THE 
Solution. A number of such tools are available to stimulate the creativity process.  

At the beginning there will most likely be just the perceived possibility of an Opportunity, such 
as an idea that needs to be refined. While this early idea gives a hint to what the Solution could be, it 
usually does not correspond to the final Solution. It takes time and homework to fine-tune the initial 
idea until it is mature enough to become a fully-fledged Solution. Several steps of the IpOp Model9 
are specifically designed to provide a roadmap for the process of maturing the initial idea. As long as 
the initial idea has not become THE Solution, the probability of success for the Opportunity remains 
very low. This is why, until the Solution is clearly defined10, I qualify the Opportunity as apparent. This 
refining process is also necessary for the PND until a very clear PND has been defined.11 

Figure 2:  At the early stage the Opportunity is still fuzzy and is qualified as “apparent” 

 

 

 

                                                           
9  Up to Chapter 7. 

10  See Chapter 8. 

11  See Chapter 4. 
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Common sense beats technology  

This past weekend I was proudly showing off my condo to a 
couple of my friends late at night. I led the way to my 
balcony where there was a big brass gong.  

"What's that big brass gong?" one of them asked.  

"It's not a gong. It's a talking clock," I replied.  

"A talking clock? Seriously?" asked my astonished friend.  

"Yup," I said.  

"How does it work?" the other guy asked, squinting at it.  

"Watch," I mumbled and picked up a hammer, gave it an 
ear-shattering pound and stepped back. The three of us 
stood looking at each other for a moment.  

Suddenly, someone on the other side of the complex 
screamed, "Hey you asshole! It's ten past three in the morning!" 

To share this metaphor with your friend(s) click here or go to 
www.winning-opportunities.org/joke?nb=02 

Chapter 
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• Everyone can innovate 

 

Even geeks can come up 
with non-tech Innovation 
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Even geeks can come up with  
non-tech Innovation 
Non-technology-based innovation is the low hanging fruit 
that is waiting to be picked 

he notion of innovation is usually associated with technology, and is even restricted to high-
tech most of the time. Technology-based innovation attracts media and public attention, so 
it is understandable that it is the first to come to mind. Tech-based innovation is also easier to 

protect with patents, thus providing a Competitive Advantage. But this does not mean that non-tech 
Solutions should be neglected out of hand.  

Invention ≠ innovation 
The confusion between invention and innovation is probably one of the main reasons why 
people associate technology with innovation. In fact, invention does not necessarily imply 
innovation. As we saw above, until the invention has found a market and value brought to the 
organization, no innovation has occurred. On the other hand, innovations have been introduced that 
did not require any invention and were not based on technology.  

Non-tech innovation can work wonders. Below are some examples of how large highly successful 
businesses have been launched without relying on technology. Note that the important role 
computers play in most of these examples is not a central feature: the use of computers simply 
improves efficiency and reduces operating costs. Computerized data processing is indeed now such 
an integral part of doing business that we may consider it to be non-technological, except for 
software that offers a genuine innovation or Competitive Advantage, such as imaging technology. 

T 
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Industry 
Example of 
business initiative PND Statement  

Initial non-tech 
innovation  Comments 

IT Michael Dell sold 
competitively 
priced PCs long 
before the Internet 
became a selling 
channel  

More favorably 
priced PCs custom 
built to customer 
specifications 

Selling computers 
without use of the 
middle man 

Tech-based 
improvements later 
helped Dell acquire 
additional 
Competitive 
Advantages 

Finance Credit cards  
 

Purchasing without 
cash or the need to 
write a check 

Combining a 
clearing system with 
a card permitting 
the seller to identify 
the purchaser 

While IT helped 
reduce processing 
costs and accelerate 
verification it was 
not conceptually 
indispensable  

Credit cards issued 
by banks 

Banks’ existing 
customers want to 
spend money 
without signing 
checks 

Creation of a 
consortium of banks 
to enable the 
system  
to reach  
critical mass 

Rapid access to a 
large number of 
customers was a 
major Competitive 
Advantage to 
permit obtaining a 
market share 

Letters of credit The need for secure 
payments in 
international trade 

The purchaser’s 
bank guarantees 
payment if certain 
conditions  
are met 

Clarifying the 
meaning of the 
UCP12 significantly 
contributed to the 
international 
deployment of L/Cs  

Watches Design of the 
Swatch 

Fun and fashion Treatment of 
watches as a fashion 
accessory 

While low-cost 
production 
technology was 
very important, the 
commercial success 
derived from the 
marketing strategy 

Tourism Loyalty mileage 
program 

Free trips or other 
rewards 

Introduction of 
redeemable 
mileage points  
in the tourism 
industry 

Airlines’ operating 
expenses are mostly 
fixed; redeeming 
points against 
unsold seats costs 
them almost 
nothing  

                                                           
12  The Uniform Customs and Practice for Documentary Credits (UCP) is a set of rules on the issuance and use of letters of credit 

(Wikipedia). 
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Industry 
Example of 
business initiative PND Statement  

Initial non-tech 
innovation  Comments 

Tourism Time sharing Bargain vacations Long-term lease for 
fractions of the year 
instead of 
permanent use of 
the premises 

Selling residence by 
the week yields a 
cosmetically low 
price which 
amounts when 
annualized to much 
more than the 
market price  

Education R&D services by 
engineering schools 
to finance the cost 
of their research 
staff 

Private sector 
looking to 
outsource R&D tasks 

Turning school 
engineering 
departments into 
profit centers 

The Weitzman 
Institute in Israel 
generates a large 
portion of its 
budget in the 
private sector 

Food VOSS mineral water 
sold in designer 
shaped bottles 

The taste for 
exclusive high-end 
products 

A beautifully shaped 
bottle that attracts 
the attention of 
consumers  

The exclusive 
design allowed 
VOSS to penetrate 
markets already well 
served with bottled 
water (including 
Danone’s and  
Nestlé’s home 
market) 

Advertising and sport Promotion of 
brands by 
sponsoring athletes  
or events 

Media coverage of 
sports events 

Paying athletes to 
use/display a brand 

 

Automobile industry Monospace vehicles 6- to 7-seater cars 
for families 

Designing 
limousines with 
more interior space 

No major 
technological 
breakthroughs were 
required 

Aviation Low cost airlines 
(Southwest Airlines, 
easyJet, Ryan-air, 
etc.) 

Low-cost, no-frills 
transportation 

Dynamic pricing 
without 
intermediation by 
travel agents plus 
high efficiency 
operations 

 

Courier services DHL/FedEx Fast delivery of 
documents and 
small parcels 

Human 
transportation of 
consolidated 
shipments 
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Industry 
Example of 
business initiative PND Statement  

Initial non-tech 
innovation  Comments 

Employment 
services  

Manpower, etc. Short-term 
employment 

Acting as a clearing 
house between 
workers and 
enterprises and 
handling 
administrative 
issues 

 

Consumer goods Suitcases  
with wheels 

Reduce the effort of 
carrying a suitcase 

Adding wheels to 
suitcases 

 

Clothing  Zara Rapidly changing 
fashions and clothes 
trends 

Reduction of the 
production cycle 
between concept 
and in-store 
availability to thirty 
days 

 

Art  Christies, Sotheby’s, 
etc. 

Create a more 
transparent market 
for artwork 

Branding auctions 
and backing  
them with 
complementary 
services 

 

Entertainment Loft Story, Survivor, 
etc. 

Voyeurism  Reality TV  

Machine industry Extended support / 
warranty 

Reliability and 
prompt repair 

Users pay an 
additional fee to 
have priority 
support or a longer 
warranty 

 

Sport Beach Volley  Beach sport activity Adaptation of 
volleyball to  
the beach 
environment 

 

Media CNN, CNBC, Euro 
news 

Instant availability 
of news 

Specialized TV 
channel providing 
continuous news 

 

Retailing Mail order  Buying at any time 
without needing to 
go to a store 

Printing of a catalog 
and its distribution 
to a large number of 
consumers 

 

Retailing  eBay Wider access to 
auctions (by both 
buyers and sellers) 
of used products  

Connecting buyers 
and sellers who do 
not know one other 
through the 
Internet 

This application of 
the Internet was not 
as such a 
technological 
breakthrough 

http://www.winning-opportunities.org/


W I N N I N G  O P P O R T U N I T I E S  C H A P T E R  2  

 

 PAGE 24    

Industry 
Example of 
business initiative PND Statement  

Initial non-tech 
innovation  Comments 

 
Food & Beverages  

Alco-pops  Alcoholic drinks Ready mixed gin 
and tonic 

 

Starbucks Better quality coffee 
for affluent 
consumers 

High-end coffee 
served in a cozy 
environment 

 

 

This list could go on for several pages because, contrary to common belief, there is a life 
beyond high-tech. This means that being a technological genius is not a requirement for innovating 
and being successful. I have no hesitation in declaring that non-tech innovation is the “low-hanging 
fruit” that organizations tend to neglect. Forgetting this leads to overlooking Opportunities. 

Democratizing innovation 
Anyone can innovate. Innovation requires nothing more than imagination and creativity. For 
instance, most of the participants of a focus group discussing the potential application of a hair 
removal laser system were exploring applications for women; then, one person suggested offering 
hair removal to male swimmers, weight lifters and bikers. These ideas generated new opportunities 
for hair removal.  

Innovation can take many forms. Here are a few examples: 

• New intellectual property remuneration models (e.g., the reader sets the price of a book13) 

• New packaging (perfume packaging is a critical success factor) 

• New services (e.g., concierge or valet services) 

• New information databases (e.g., the OAG (Official Airline Guide) that at one point generated 
more profit publishing airline schedules than did the airlines themselves) 

• New distribution channels (e.g., multilevel marketing) 

• New image (e.g., B&O electronics) 

• New marketing schemes (e.g., special deals on mobile phones for teenagers) 

  

                                                           
13  See Chapter 18. 
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• New management approaches to improve employee motivation (e.g., “Management by 
Opportunity”14 ) 

• New profit distribution schemes (e.g., fair trade) 

• New ways of making customers feel better (e.g., VIP treatment for frequent flyers) 

• New marketing concepts (e.g., Bestgems.com who started selling diamonds on the Internet) 

• New ways to reach new prospects (e.g., viral marketing) 

• New processes (e.g., self-service check-in machine at airports and railway stations) 

• New ways to reduce customers’ hesitation to buy (e.g., retailers’ unlimited return policy) 

• New ways to reduce costs (e.g., outsourcing call center services to India) 

• New organization (e.g., replacing a product-based organization by a region-based one) 

• New pricing schemes (e.g., last minute deals for unsold vacation packages) 

• New ways to acquire reticent customers (e.g., try and buy) 

• New ways to finance products or services (e.g., free downloadable software sponsored by adware) 

• New ways to distribute intellectual property or information (e.g., peer-to-peer networks such as 
Gnutela and Napster) 

• New web applications (e.g., eBay auctioning) 

• New ways to create awareness (e.g., using a patients’ association to inform on new medical 
treatments) 

• New ways to increase brand loyalty (e.g., Microsoft Windows closed architecture) 

• New ways to enhance customers’ comfort (e.g., I.D. or passport renewal by mail) 

• New type of partnership (Nespresso subcontracts the sales and distribution of some of its pre-
portioned coffee machines to household brands) 

• New functions for an existing product (e.g., fax combined with scanner or multifunction printer), etc. 

As illustrated above, major technical breakthroughs are not a prerequisite. All the technology 
necessary to make them happen was already available. Many of these innovations are not even 
protected by patents and rely on the merits of their specific Value chain for their protection. The 

                                                           
14  See Chapter 17. 
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beauty of innovation is that it is limited only by your imagination. The more people are empowered 
to innovate, the more ideas will emerge. The secret is to give them permission to do so15. 

Lateral thinking can also help innovation. Realizing that improving athletes’ vision could improve 
their performance, someone came up with the idea of proposing laser vision correction technology 
to them: a skier with better vision is more likely to process shapes, colors, etc. faster and so have an 
edge over competitors. Connecting two apparently unrelated fields (in this case sport and vision 
correction), a typical strategy of lateral thinking, both opened up a new market for laser vision 
correction technology and improved athletes’ performance. Making the link required no technology 
skills—anyone could have done it.  

Extending an existing concept to other areas can create interesting Opportunities. Using peer-
to-peer (P2P) networks opened the door to a completely new way of finding and reserving hotel 
rooms or car rentals without the need for a central portal or reservation system. The Internet has 
already radically transformed the travel industry and many others by allowing price comparison. 
Peer-to-peer IP telephony such as Skype is dramatically altering the telephone companies’ landscape 
and business model. 

All this goes to show that Opportunities are within the reach of anyone who is open to new (and 
sometimes even apparently crazy) ideas. Using viral marketing may have seemed crazy, but it worked 
extremely well for companies such as ICQ and Hotmail. The real secret lies in the ability to question 
everything and, above all, to identify the underlying Opportunity, particularly one that no one else has 
spotted. Nobody is immune to the innovation virus. We are all free to seek opportunities to identify - 
Opportunities (= PND + Solution).  

Patents are not essential to Competitive Advantage, although they certainly do contribute to 
creating protective barriers to entry. Non-tech innovation can rarely be protected by a patent. It is 
indeed quite a simple matter to copy most non-tech innovations, particularly the visible ones. To take 
the example of Amazon.com, anyone could copy its website in a matter of weeks, but Amazon’s Value 
chain is not confined to its website but also includes the brand, logistics system, choice of books and 
other goods, marketing referral schemes, etc. 

It is more difficult to copy a complete Value chain than just its visible components. Ideally, the 
visible part of the Value chain, which can be easily copied, should be only the tip of the iceberg. The 
underlying (hidden) mechanism that glues the different components together is more difficult to 
copy. For better protection, it is therefore advisable to construct a complex Value chain. 

                                                           
15  See Chapter 17. 
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Some of Nespresso Classic’s innovations 

The Nespresso Club  

Nespresso enjoys exceptional direct contact with its consumers through the Nespresso Club. The company’s 
personalized customer service and information network perfectly reflects its innovative spirit and focus on 
highest quality. These qualities link the global community of coffee connoisseurs that make up the 
Nespresso Club.  

This unique and dynamic Club enables the company to establish privileged and direct relationships with its 
more than seven million consumers through three interactive channels: its online e-commerce platform 
(www.nespresso.com), its global boutique network of more than 190 boutiques and its international 
network of Customer Care Centers. Through these channels, Club Members can access a wide range of 
information, advice and tailored services around the whole Nespresso offering, as well as a variety of other 
benefits and special offers. All queries are answered within one working day, and purchased products are 
automatically shipped to the Club Member’s preferred home or office address within 48 hours.  

This is one of the innovations that have most contributed to Nespresso’s popularity. The idea of an 
“espresso drinker’s club” is a completely novel one (as well as being non-technological), and the total 
mastery of customer relations it provides permits Nespresso to offer first-class service at all times while 
developing customer intimacy.  

Every purchaser of a Nespresso machine automatically becomes a member of the Nespresso Club. In 2009, 
the club had more seven million active members.  

The Nespresso Club distributes Nespresso coffee capsules and accessories all over the world. Open twenty-
four hours a day, seven days a week, the club is always available for its members’ comments and 
suggestions. It offers a personalized service, acts as an information centre on varieties of coffee, and 
provides advice on the use and maintenance of the machines. In so doing it establishes a direct link with 
consumers and at the same time obtains valuable information about them. The underlying principles are 
comfort and ease of use.  

A single producer 

Although sold under the brand names of nine domestic appliance manufacturers, all the machines are in 
fact designed by Nespresso engineers and are manufactured by a single company. 

The idea of putting the sale of Nespresso machines in the hands of domestic appliance manufacturers 
through their own networks and under their own trademarks is a further non-technological innovation that 
has enabled the company to penetrate the market very rapidly.  

Nespresso’s control of both the machines and consumables represents a further innovative (and above all 
non-technological!) approach, while yet another is its business model based on partnerships with the 
manufacturers promoting the brand, the “machine partners”.  
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A luxury product 

Yet another non-technological innovation is the high-end positioning of the product, redolent of the sale 
of jewellery or watches. There are very few food products that are graced with a promotion worthy of 
luxury goods…  

This high-end positioning is reinforced by a resolutely avant-garde design: the new “rounded” look introduced in 
2001 revolutionized the appearance of the old chunky coffee machines, and with yet another innovation, the 
water tank became visible.  

The advent of Nespresso in domestic appliance stores was an enlivening event. The idea of demonstrating the 
machines in the sales outlets (shop in shop) is yet another non-technological innovation.  

The Boutiques 

Nespresso Boutiques around the world are destinations where people who love the very best quality coffee 
can fully experience this exceptional brand. These stylish sanctuaries bring together communities of people 
with the same tastes, interests and passions—such as fine coffee and food, lifestyle and design trends and a 
shared belief in sustainability. 

Renowned French architect Francis Krempp worked closely with Nespresso to provide the creative blueprint 
for many of its stylish boutiques around the world.  The tangible, emotive space and refined elegance 
Krempp created inside the boutiques allows coffee connoisseurs to explore new sensory delights, like 
tasting luxurious Nespresso chocolates or learning more about the countries of origin where Nespresso 
sources exquisite green coffee for its Grands Crus.    

Typifying Nespresso growth, at the end of 2009, 191 boutiques were located around the world in contrast to a 
sole retail location in 2000. Along with boutiques unveiled in Europe in 2010, Nespresso is also expanding into 
Southeast Asia, North America and Latin America with more than 30 new locations worldwide. This concerted 
expansion is enabling an ever-growing global community of coffee lovers to discover and share in Nespresso 
ultimate coffee experiences around the world.   

Setting up a chain of boutiques resembling jewellery stores to sell an everyday industrial consumer product 
is a further non-technological innovation, a highly audacious enterprise!  

A solid technological base 

These non-technological innovations—and they are not the only ones—complement a number of 
technological innovations, for example:  

• The use of pre-portioned aluminum capsules offering a storage period of up to twelve months (whereas 
ground coffee already begins to lose its flavor a few hours after exposure to air)  

• The use of nitrogen to preclude all contact with the oxygen in the air, which very rapidly oxidizes the coffee  
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• The introduction in 2001 of the automatic capsule ejector, representing a fundamental break with the 
symbolic gesture associated with traditional espresso coffee machines (given that it is no longer 
necessary to screw the capsule holder onto the base)  

• Complete mastery of the water temperature and pressure by a “thermoblock”, a high-precision system 
controlled by a thermostat. This element assures that the water is poured onto the coffee at the ideal 
temperature, guaranteeing the flavor, milk froth, etc.  

Once the pre-dosed coffee market was seen to be lucrative, other manufacturers jumped on the 
bandwagon. But focusing primarily on the purely practical aspects, without the non-technological 
innovations, they have been unable to shake Nespresso’s domination of the market, which exploits a gamut 
of innovative moves that maintain an incontestable leadership: the competitors are selling coffee as a 
product while Nespresso is selling a highly gratifying experience. 
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Decision criterion  

A little old lady in a Florida rest home notices a new guy at the 
dining room table.  She says, "Ah, you are new here?" 

"Uh, yes, yes, I am a bit, yes." 

She continues, "How long you been here then?" 

"Well, uh about two weeks, yes, two weeks I think." 

She says, "Where’d you come from?" 

He hesitates, says, "Well, I, you know, I came from, well…, the 
big house." 

She says puzzled, "What's THAT?" 

"Well, you know, "he says, "It’s that big place up there, like on 
a hill, you know, uh, prison." 

She says, "You done something bad then?" 

He says, "Yes, well, I murdered my wife, you know, I cut her up 
in little pieces and put her in the freezer." 

And she cheerily says, "Ooooh, so you're single then?" 
 

To share this metaphor with your friend(s) click here or go to 
www.winning-opportunities.org/joke?nb=03 

 

Chapter 

Take-home of  
this chapter 

• All Decision-makers are  
not equal 

• Decision-makers’  evaluation 
of projects and opportunities 

 

Climbing the Decision- 
making Tree 

3 

http://www.winning-opportunities.org/
http://www.winning-opportunities.org/joke?nb=03
http://www.winning-opportunities.org/joke?nb=03
http://www.winning-opportunities.org/joke?nb=03


W I N N I N G  O P P O R T U N I T I E S  C H A P T E R  3  

 

 PAGE 31    

 

Climbing the Decision-making Tree 
Ignoring Decision-makers' criteria is suicidal 

nderstanding how Decision-makers  select a project is absolutely essential if you want to 
pitch your own project with a fair chance of success. To focus on your own decision criteria 
rather than theirs is as effective as using Greek to ask an English-speaking banker who does not 

speak Greek for a loan—in other words, hopeless! Your common communication language needs to be 
based on the Decision-makers’ criteria. 

Decision-maker profiles 
You need the support of Decision-makers to move your project forward. These are often fund 
providers (investors) but they may also be members of the board of directors, senior executives, 
business developers, members of an investment committee, and so on. In the public and non-profit 
domains they may be donors or politicians. Because they allocate the necessary resources or 
authorizations, Decision-makers are like inescapable gatekeepers: without their blessing and 
support, there is no way you can move forward. 

An understanding of Decision-makers’ evaluation criteria allows you to customize the 
presentation of your project. Decision-makers in fact come in three main flavors: 

• The “gut-feeling” group, who use intuition to decide what is right and what is wrong 

• The “rational” group, who rely on facts and analysis 

• Those between these two poles, who combine the two approaches, with more or less emphasis 
on the one or the other style. Although their number is not negligible, for the purposes of 

U 
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simplification, I will not address the decision-making process of those who may even sometimes 
rely on more questionable tools such as astrology, zodiac signs, blood groups, numerology, etc. 

Dealing with “gut feelers” requires a more emotional approach16. Such people need to dream. It 
may be relevant to use story-telling techniques that propel them into an exciting and attractive 
future. The dream of many project initiators is to seduce Decision-makers into falling in love with 
their (brilliant!) idea. For are they not already in love with their own (irresistible!) project? Project 
initiators secretly hope that their enthusiasm and conviction will lead the Decision-makers to give 
the green light without asking for the dreaded Business Plan or delving into other “minor details”. 
Despite their emotional approach, they still want to believe that the decision is a rational one, a 
much more comforting situation. 

Rational Decision-makers are harder to convince because theirs is an evidence-based approach. 
They want to be as objective and rational as possible. They like factual information and hate 
uncertainties. Dealing with this category is much more demanding because it forces project initiators 
to do their homework and gather the relevant information to justify their claims. 

The IpOp Model presented in this book is mainly geared toward rational Decision-makers. Its 
structured approach helps to organize the presentation of the project in a highly rational manner, 
and this of course satisfies evidence-based Decision-makers. Even though many “gut-feeling” 
Decision-makers may use it to verify or justify their gut-feeling, they might be more reluctant to 
accept going through the rigor of such a process. 

The Decision-making Tree 
Decision-makers naturally use a Decision-making Tree to evaluate a project. This is particularly 
true for the rational group but also for the gut-feelers. Consciously or unconsciously, they all have their 
own set of criteria with parameters that derive from a higher priority. Both groups ask the same questions 
and address the same issues. Their main difference is the way in which they find the answers and the 
relative importance they allocate to each parameter. 
  

                                                           
16  All Decision-makers are Stakeholders and some of their personal Aspirations, as mentioned in Chapter 5, play a significant role in 

driving their emotions. 
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Figure 3:  The Decision-making Tree 

 

Because it is very rational, and therefore almost universal, the above Decision-making Tree is 
used in some measure at least by both categories of Decision-makers. The order of the questions 
may of course vary to express personal differences and priorities, but I believe that none of them is 
irrelevant and that they all require an answer.  

Everyone is free to add his or her own questions (and answers!). These personal parameters related 
to the Decision-makers may for instance include: 
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• The Decision-makers’ personal interests or hobbies (these could be included in the compatibility 
with the Mission17 where the mission derives from the Decision-makers’ centers of interest)  

• Compatibility of the project with the Decision-makers’ values (which may be part of the Mission) 

• The Decision-makers’ mental availability to invest in a new venture at that specific moment (this 
is a Factor18 that can kill or boost the project; his or her eagerness to invest is also an example of 
Stakeholders’ Aspirations19) 

• The magnitude of the necessary resources compared to those available to the Decision-makers 

• Compatibility with other projects (alignment of ideas is discussed in full in Chapter 17) 

• The Decision-makers’ history and past experience  

• The Decision-makers’ confidence in the project initiator’s ability to implement the project 

This Decision-making Tree was elaborated empirically by observation of how successful 
investors, executives, and so on evaluate the projects presented to them. While there is room for 
improvement, it constitutes a robust starting point and should never be ignored by the innovator. 

Finally, publishing the Decision-making Tree within an organization provides very 
significant benefits:  

• Employees get the message that they are encouraged to explore and present new projects. By 
spelling out the Decision-making Tree explicitly management demonstrates its championship of 
bottom-up innovation and gives employees permission to innovate. This provides a very 
powerful boost to innovation. 

• It encourages employees to present a fully analyzed project rather than just an (often fuzzy) half-
baked idea. The questions contained in the Decision-making Tree oblige people to bring their 
idea to maturity before presenting it to a Decision-maker. 

• It leads employees to prepare an Opportunity Case (or business case)20 that addresses the 
questions relevant to decision-making. 

• By helping innovators to eliminate ideas that do not provide proper answers to the questions 
listed, it automatically filters out poor projects that would otherwise encumber Decision-makers’ 
desks and waste their time. 

                                                           
17  For more details on the Mission, see Chapter 5. 

18  See Chapter 10. 

19  See Chapter 5. 

20  See Chapter 16. 
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A thorough analysis is required in order to answer the questions outlined in the Decision-
making Tree. The IpOp Model presented in this book is the tool to find the answers to all those 
questions. It guides the innovating team for producing a compelling case for its idea or, on the 
contrary, to come to the conclusion that it is not worth pursuing.  By outlining the critical success 
parameter of a project, this roadmap helps mature the initial idea to a feasible action plan. 

 

 
To share this chapter with your friend(s) go to www.winning-opportunities.org/share?cp=03 
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Every problem has a solution 

Sarah came home from her date, rather sad.  

She told her mother, "David wants to marry me."  

Her mother said, "David's such a good boy, so why such a sad 
face on my bubeleh?"  

"Mama, David is an atheist. He doesn't even believe there's 
a hell." 

Her mother said, "Bubeleh, marry him! Between the two of us, 
we can make him a believer." 

 

 

 

To share this metaphor with your friend(s) click here or go to 
www.winning-opportunities.org/joke?nb=04 
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PND before R&D 
A written PND Statement creates commitment and keeps 
entrepreneurs focused 

nce the opportunity has been identified, you must write your “PND Statement”. This is a 
very effective way of ensuring that the supposed PNDs actually do exist and that customers 
would like to satisfy them. The number of start-ups that have failed because they wrongly 

presumed the existence of a PND provides ample proof of this.  

Too many innovators are so enamored of their own idea that they pay insufficient attention to 
clarifying the PNDs, focusing on the virtues of their innovation rather than developing the 
customer familiarity required for them to have a full understanding of the needs they intend to 
satisfy. Complete understanding of the needs makes space to focus on what really counts for 
target customers. 

Writing the PND Statement 
The PND Statement should summarize (in one or two sentences at the most) the 
Pain/Need/Desire(s) to be satisfied by the Solution. If the PND is not clear the R&D will not be 
focused enough to deliver the right Solution for this PND. It might with luck deliver a Solution to 
another Pain/Need/Desire but this would be a coincidental side effect. 

Expressing the Pain/Need/Desire is not as easy as it seems. Of all the PND Statements individuals or 
groups have presented to me, very few have required no fine-tuning or further analysis. This 
illustrates the difficulty people have in expressing the Pain/Need/Desire(s) that their Solution is 

O 
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intended to satisfy. Let us take the example of the Short Messaging System (SMS), intensively used by 
teenagers21. Was it successful because: 

• It is less expensive than a phone call 

• It is a way to reach someone whose phone is not answering 

• It gives the recipient more time to draft his answer 

• It is a one-way communication mode that spares the sender direct interaction with the receiver 

• It allows silent communication, etc. 

The answer to this question will determine the strategic options, which in turn will have a very 
significant impact on the final outcome. A real understanding of or familiarity with end-users’ 
Pain/Need/Desire(s) is thus essential. 

Any difficulty in expressing the Pain/Need/Desire(s) in the PND Statement should be interpreted 
as a significant warning. Does the Opportunity really exist? Seeing that there is no great market need, 
the entrepreneur will realize that the Opportunity is less interesting than was imagined.  

Pinpointing a wider range of PNDs can boost business. For instance, the use of pagers as status 
symbols in addition to their purpose of satisfying communication needs led to the idea that they 
could be presented as fashion accessories, where color, shape and design would play an important 
role in the decision to purchase. The PND Statement “Teenagers want mobile communication devices 
that also allow them to make a social statement” would then open the door to providing affordable 
customization opportunities. These considerations led Motorola to radically expand the range of 
colors available for its pager line, and also later gave birth to a completely new industry supplying 
skins, ringtones and graphics for mobile phones. Such lucrative opportunities would not have 
emerged if perception of the PND had been limited to the communication function alone. 

Wanting to satisfy too many PNDs at a time can kill an opportunity. It is often wrongly assumed 
that if one PND turns out to be less important, the rest will compensate. This translates as a lack of 
focus, consuming resources that are needed to satisfy the additional PNDs. But because resources 
are always limited, certain PNDs are bound to be inadequately addressed, and the whole project risks 
being sabotaged. Since life is about choice, resource allocation is a critical strategic decision for 
acquiring competitive advantages and deciding which PNDs should be addressed. 

                                                           
21 In Finland, 98 percent of teenagers between 12 and 18 own a mobile phone which they use 90 percent of the time for text and 10 

percent for voice communication. 
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Not only must the proposed Solution meet a real Pain/Need/Desire, but that PND has to be 
clearly expressed. A fuzzily defined Pain/Need/Desire will lead to a fuzzy Opportunity and, 
inevitably, to a fuzzy result. Writing down the PND Statement obliges the entrepreneur to make a 
more thorough analysis of the Pain/Need/Desire(s) than mere mental assumption or intuitive 
understanding can offer. We are more strongly bound by what we write than by what we say. 

The components of the Pain/Need/Desire(s) expressed in the PND Statement must be verified. 
Because it could be misleading to rely solely on the project initiator’s perception, such verification 
can also help to focus on the most critical issues. A Pain/Need/Desire is rarely simple and 
straightforward, but in most cases combines a number of parameters that the entrepreneur must 
understand explicitly. Listing these sub-needs helps to ensure that they are not left out of the 
equation. 

Identification of the target customers for the Solution is obviously a prerequisite for expressing 
the Pain/Need/Desire(s). How can you know the PNDs of a target population that you have not 
identified clearly? Furthermore, trying to satisfy the needs of too many types of target will usually 
lead to failure; Ferrari is successful because it established customer intimacy within the narrowly 
targeted market segments that can afford to buy its cars. As such, it is necessarily in touch with their 
PNDs and focuses on them, while ignoring other target customers’ PNDs. 

A PND Statement is not a slogan. When asked to write a PND Statement, people very often come 
up with a slogan or a statement focusing on the proposed Solution. But in fact, the PND Statement 
must comprise a description of the Pain/Need/Desire(s), without reference to a solution. Because the 
PND Statement is necessary for internal (and not advertising) purposes, explicit definition of the 
Pain/Need/Desire(s) must be kept separate from definition of the Solution. This is required in order to 
make sure that at least one Pain/Need/Desire exists and that customers want it to be satisfied. 

Finally, a firm understanding of PNDs is the first step to identifying the most critical Customer’s 
Decision Criteria and Benefits that the Solution is intended to provide. This issue will be addressed in 
more detail in Chapter 6.  
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FIGURE 4:   The PND Statement expresses the Pain/Need/Desire(s) addressed by the Solution 

 

Nespresso Classic’s PND Statement 
The epicurean consumers of espresso coffee desire : 

• The self-gratification of an indulgence (savoring the possibility of choosing from among a variety of 
refined coffee aromas of a quality that is comparable or superior to that offered by espresso machines in 
cafés and restaurants) 

• Belonging (to the group of refined gourmets who do not compromise on excellence)  

• Sharing (a special moment with their friends and visitors) 

• Freedom (all this either at home or at work, at any time)  

• Comfort without pain (with no special knowledge or need for complicated manipulations)  
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Aspirations do make a difference 

Three men, a project manager, a software engineer, and a 
hardware engineer, are in Ft. Lauderdale for a two-week 
period helping out on a project. 

 About midweek they decide to walk up and down the beach 
during their lunch hour. Halfway up the beach, they stumbled 
upon a lamp.  

As they rub the lamp a genie appears and says, "Normally I 
would grant you three wishes, but since there are three of 
you, I will grant you each one wish."  

The hardware engineer went first. "I would like to spend the 
rest of my life living in a huge house in St. Thomas, with no 
money worries and surrounded by beautiful women who 
worship me." The genie granted him his wish and sent him off 
to St. Thomas.  

The software engineer went next. "I would like to spend 
the rest of my life living on a huge yacht, cruising the 
Mediterranean, with no money worries and surrounded by 
beautiful women who worship me." The genie granted 
him his wish and sent him off to the Mediterranean.  

Last, but not least, it was the project manager's turn. "And 
what would your wish be?" asked the genie. "I want them 
both back after lunch," replied the project manager.  

Moral of the story:  always let your boss have the first say. 
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Your Stakeholders control you 
Neglecting Stakeholders’ Aspirations can be fatal 

ecause you rarely stand alone in a project, you must beware of the common temptation to 
believe that others have the same aspirations as yourself. While this may occasionally be the 
case, it is not common, and you then have to consider the expectations of all the Stakeholders in 

your project.  

Stakeholders  
Stakeholders are all the people to whom you are accountable. If you fail to take their Aspirations 
into account you risk “upsetting” some of them. Your being accountable to them gives them a 
certain power over you. Suppliers can stop delivering if they are not paid, customers can stop buying, 
employees can become less committed and reduce their effort, the authorities can prevent you from 
doing business if you do not pay your taxes, etc. 

Competitors are not Stakeholders. Competitors certainly can have a major impact on your ability 
to succeed, and as such are Factors, but this does not make you accountable to them22. 

Because they have power over you, Stakeholders deserve your utmost attention. Consequently, 
you need to know who the Stakeholders are and be familiar with their individual Aspirations.  

  

                                                           
22 See Chapter 9. 
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In respect of an Opportunity, Stakeholders might include, for instance: 

For entrepreneurs  For intrapreneurs  Comments 

Start-up founder(s) Opportunity initiator(s)   

Decision-makers or investors Senior management   

Executive team Executive team  

Staff Staff  

 Other departments or  
business units 

Any internal entity with different 
Aspirations must be treated as a 
separate Stakeholder if it has the 
power to stop the project 

Customers or clients Customers or clients Internal or external 

Suppliers Suppliers Internal or external 

Media Media  

Related shareholders   Family and friends 

Unrelated shareholders Shareholders  

The public in general The public in general This can be expanded to civil society 

Authorities  Authorities   

Specifiers  Specifiers   

Research centers / academia 
Internal or external research centers / 
academia 

 

Etc. Etc.  

 

Stakeholders can be categorized as follows: 

Stakeholder type Project Consequences for them  

The Winners They are benefiting and they will love you. They need to be turned into allies 

The Neutrals The Opportunity does not have much impact on them 

The Frustrated  They will suffer but there is still room for you to negotiate acceptable terms with them 

The Losers They feel that they will lose too much; whatever you do represents a declaration of war. You 
are their enemy and you must be ready to deal with their wrath! 
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Good “turf management” involves placating Stakeholders who might resist the changes 
brought about by the Opportunity. One strategy would be to partner with them, or have them 
share in the benefits. 

Stakeholders’ Aspirations 
Not all your Stakeholders will have the same Aspirations with respect to the Opportunity, so it is 
important to list the specific Aspirations or expectations of each of them. To better visualize this, the 
Aspirations to be taken into account can be mapped to build up a consolidated picture.  

Aspirations may be real or merely perceived. They can be short- or long-term, and may change 
over time and according to circumstances. Here is a short list of possible Aspirations, pinpointing 
some of the differences between entrepreneurs and intrapreneurs: 

For entrepreneurs  For intrapreneurs  Comments 

Profit Profit  In the case of public, philanthropic 
and non-profit sectors, profit may be 
zero. The Aspiration is then to avoid a 
deficit. 

Growth  Growth   

Personal recognition Personal recognition  

Corporate image Corporate image  

Long term independence  Long term independence  

Technical leadership Technical leadership  

Commercial leadership Commercial leadership  

Founder’s ego 
Promoter’s and/or management’s 
ego 

 

Job creation Professional development  

Social contribution Social contribution  

Personal independence  Recognition  

Drive for success Drive for success  

Fun  Fun   

Founder’s financial reward Team reward  

Etc. Etc.  
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To identify Stakeholders’ Aspirations, it is useful to remember that most people are conditioned by: 

• Their “stakes” (in their own terms) 

• Their intentions and ambitions 

• Their constraints 

• Their memory of the past and their education 

• Their brain-processing characteristics, including their intelligence 

• Their emotional state at any given moment 

Taking these parameters into account can help to provide a more accurate picture of each individual 
Stakeholder’s Aspirations. These personal Aspirations play an important role in the case of the more 
emotionally inclined Decision-makers23. Because such personal Aspirations are not always easy to 
detect, rather than play the guessing-game it might be useful to involve each Stakeholder 
(separately) in the process of clarifying his or her Aspirations.  

Every Opportunity must take Stakeholders’ Aspirations into account. A thorough identification 
of all Stakeholders reduces the risk of neglecting the Aspirations of any one of them. For instance, if 
the CEO of a large corporation has a huge ego, ignoring his need to shine could upset him and lead 
him to kill your initiative. This is a typical illustration of the NIH (“Not Invented Here”) syndrome. 
Identifying such individuals early enough will help the entrepreneur satisfy their Aspirations. This 
requires good familiarity with the Stakeholders. 

Failure to take full account of Stakeholders’ Aspirations can be costly. A striking example of the 
consequences of such failure is Napster, whose activities were so hurting the music industry that it 
took the appropriate action to put Napster out of business. A few Napster clones may have so far 
managed to get away with their activities, but it does not appear to be a sustainable model. This 
shows how important it is to identify all the Stakeholders of the Opportunity and take their 
Aspirations (or expectations) into account. This is not necessarily easy, but it is always worth a try.  

  

                                                           
23  See Chapter 3. 
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Figure 5:  Stakeholders’ Aspirations need to be fully understood 

 

Drivers and Satisfiers 
There are two types of Aspirations: Drivers and Satisfiers. Satisfiers are defined by the existence 
of an upper threshold, while in the case of Drivers there is none. Another way of expressing this is: 

• For Drivers, the more satisfaction the better 

• For Satisfiers, there is no point in going beyond the level of satisfaction expected 

Because Drivers have no ceiling, you need to pay close attention to them and ensure that the 
Opportunity has what it takes to feed them. You must also be careful to give priority to the 
Aspirations of the more important/powerful Stakeholders.  

This does not mean that Satisfiers may be neglected, for they are quite important, especially early 
on before their threshold has been reached. After that, you should focus more on the Drivers. 

Being able to make a clear distinction between Drivers and Satisfiers will help you be aware of 
mission-critical Aspirations.  

Stakeholders’ Resistances 
There are certain things some Stakeholders will not want. Because conceptually speaking such 
Resistances are “negative Aspirations” they need to be mapped out in the same way as Aspirations.  

Neglecting Stakeholders’ Resistances can even be deadlier than neglecting their Aspirations. 
Resistances usually result from fear, and fear is often irrational. People who perceive something as a 
threat may become very emotional in the way they handle a situation.   
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Figure 6:  Stakeholders’ Aspirations and Resistances cannot be ignored 

 

Resistances for Nespresso 

• Consumers do not like being captive  

• Consumers are concerned about the environmental impact  

• Nestlé’s upper management does not want the Nespresso brand or image to be spoiled  

• Consumers do not like to wait to receive capsules 

The benefit of analyzing Aspirations 
When analyzing Aspirations (including Resistances) spontaneous ways of dealing with them 
often come to mind. These ideas are known as “Tactical Moves”. Be sure to capture all of these 
Tactical Moves on a sheet of paper, a spreadsheet, Post-itTM notes, or whatever, for this repository of 
Tactical Moves will come in very handy later (See Chapter 11). 

The identification of Tactical Moves is a significant benefit of analyzing Aspirations (and the 
associated Resistances). Many steps of the IpOp Model will trigger ideas for Tactical Moves, so the 
process will do more than just enhance your own understanding of the project but will usually 
contribute to developing a more systematic Action Plan. So, proper mapping of Stakeholders‘ 
Aspirations and Resistances is not a mere academic exercise, but serves as a very useful tool for 
identifying Tactical Moves that you cannot afford to neglect. 

Identifying Decision-makers’ Aspirations and Resistances is critical to understand their 
decision-making criteria. Since their support of your Project will be based on THEIR criteria and not 
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yours, knowing these criteria helps you present your Project in the most attractive manner or at least 
in a way that will emphasize the benefits they get out of your Project. Ignoring one Decision-maker 
Resistance could be simply fatal. Ignoring one Aspiration might prevent you from capitalizing on 
something that could make your Project much more attractive for a specific Decision-maker. For 
instance, an investor might be willing to buy a stake in a fashion company because s/he sees an 
opportunity for his/her daughter, graduating from a fashion design school, to be involved. 

Nespresso Classic Stakeholders and their Aspirations 

Aspirations 
Stakeholders 

Consumers Retailers 
Nestlé 

management 
Machine 
partners 

Nestlé 
shareholders 

Project 
promoters 

Profit  D D D D D 
Image S S D D  D or S 
Recognition   D   D 
Ego   S   S 
Growth  D D D D  
Fun S     D 
Sustainability S S S S S  
Health S  S  S D 

S = Satisfier  D = Driver 

Constraints 
Stakeholders also impose Constraints. These, by definition, are non-breakable rules. A rule that 
can be broken or bent is not a Constraint. A true Constraint is in principle not negotiable, but if ever it 
is negotiated, the outcome of the negotiation will give rise to a new Constraint.  

Constraints can only be imposed by Stakeholders, the sole people to whom you are accountable. 
So checking whether someone has the power to impose something to you is an effective way of 
finding out whether he or she is a Stakeholder or not. Competitors cannot impose anything on you, 
while your customers/clients or the market can. In other words, as stated above, Competitors are not 
Stakeholders, but Factors affecting your success. 

Constraints limit your freedom to do certain things. Banning the payment of bribes or transactions 
with certain organizations are examples of Constraints. Selling ground-to-air missiles to terrorist 
organizations is not as acceptable as selling them to a democratic government such as France.  
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Constraints may be self-imposed or imposed by others (typically, the organization or the law). 
Self-imposed constraints might be: 

• Limiting business to environmentally friendly activities 

• No activities beyond a certain geographical limit 

• No use of child labor 

• Application of a limit to dividends that may be distributed (e.g. the Migros supermarket chain in 
Switzerland), etc. 

Corporate Constraints (as well as those imposed by other Stakeholders) may be similar to the above 
or different. Some, such as prohibition of insider trading, derive from official regulations, while others 
are merely implied (for example, “let us avoid risks and leave others to explore the value of the 
innovation”). The use of certain products may also constitute a Constraint (e.g. Linux imposes open 
code, which means no barrier to entry against competitors except under certain specific conditions).  

Some Constraints are imposed by clients or other partners. For instance, large retailers’ suppliers 
are increasingly required to be EDI (Electronic Data Interface) compliant in order to send/receive digital 
order confirmations, invoices, etc. Another interesting example is the fact that corporate clients do not 
want to rely on a single source for critical processes or parts, so that offering them a novel technology 
to replace the current one might be rejected simply in order to avoid dependence on it. This 
dependence is particularly critical for start-up businesses, which can be liable to fold at any time. 
Ignoring this Constraint has turned out to be a costly and painful mistake for many start-ups, who were 
unable to sell their product to customers who did not trust their sustainability. 

Some Constraints are determined by corporate values and culture. Until recently it was 
unthinkable for Swiss private bankers to advertise or promote their image. The predominant culture 
imposed a low profile, so that any initiative or innovation that would require visibility was doomed to 
be vetoed by senior management. The climate has now changed and this particular constraint is on 
its way out: Swiss private bankers now feel free to advertise. 

Recognizing that some constraints are not real Constraints can give rise to fresh Opportunities. 
Richard Branson’s idea of offering first class service to business class passengers flying on Virgin 
Atlantic was tantamount to rejecting the necessity of a first class section in airplanes. For him, first 
class did not constitute a constraint, whereas other airlines believed that it was. Many of IATA’s rules 
have constrained traditional airlines but not low cost carriers, giving the latter the freedom to change 
the air transportation business model. 
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Intrapreneurs (and entrepreneurs) have to balance out the requirements of the Opportunity 
against internal as well as external Constraints.  

It is essential to draw up a catalog of Constraints, because ignoring any one of them may be fatal. 
Listing the Constraints not only gives you a clearer picture of the landscape but it will also trigger 
ideas for Tactical Moves (see above) to be included in the possible Tactical Moves list. 

Figure 7:  Constraints, Aspirations and Resistances all have  
to be identified and taken into account 

 

Constraints  for Nespresso Classic 

• Constant assurance of high quality 

• Adherence to Nestlé’s management and development principles  

• Generation of a level of profitability equal to or greater than the Nestlé group average 

Verifying the corporate fit 
In large organizations, senior management will not usually tolerate any project that is not aligned 
with the corporate strategy, itself designed to achieve the company’s Mission. This requirement is a 
typical Constraint imposed by these Decision-makers, who are obviously critical Stakeholders. In this 
environment where such a Constraint is rarely negotiable, you should therefore make sure that your 
project fits in well with the corporate Mission and strategy.  
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Compatibility with the corporate Mission is a prerequisite for keeping the organization focused. 
Management needs to make sure that corporate resources—which are almost always scarce—are 
used in an optimal manner to implement the corporate strategy (reminder: a primary function of 
managers is to optimize the use of the resources allocated to them24). This is not possible when 
people chase too many different types of opportunities at once.  

Employees can use a clear corporate Mission as a selection or elimination tool. Once they are 
confident that the Opportunity they have identified will serve the corporate Mission, employees are 
much readier to propose seizing it than when they are in doubt. An unclear Mission is one of the 
most effective ways of killing off innovation, because people cannot be sure that their idea is 
relevant to the organization. But very few companies manage to express their Mission clearly enough 
to inspire their employees to know it by heart and suggest compatible innovations. 

As such, the existence of a Mission Statement is an innovation enabler, and it therefore 
behooves senior managers and owners to issue a written Mission Statement to guide their staff in 
evaluating the relevance and benefits of any Opportunity (and the corresponding 
innovation/Solution). 

This is probably less of an issue in a start-up or small company, because the founders/owners will 
reject any opportunity that does not serve the stated objectives corresponding to their Mission. 
These may be more personal in a small organization, or indeed even very simple and straightforward, 
such as “making money”. But above all, they need to be clearly expressed. 

Figure 8:  The Opportunity must be compatible with the corporate or Stakeholders’ Mission 

 

                                                           
24  See Chapter 17. 

http://www.winning-opportunities.org/


W I N N I N G  O P P O R T U N I T I E S  C H A P T E R  5  

 

 PAGE 52    

Contribution to the corporate KPIs 
But compatibility with the Mission is not enough. If employees are to convince senior 
management that an Opportunity is worth pursuing, they must demonstrate that it serves the 
objectives of the corporation or business and contributes to its Key Performance Indicators (KPIs). 
This is easier said than done! The most convincing way to impress management is to show: 

• Which company KPIs will be improved by the Opportunity  

• And (if possible) how these KPIs will evolve over time (this means attributing values to the 
changes) 

This is a very concrete, down-to-earth check which acts as an effective filter. If you can 
demonstrate that your idea will increase the market share (assuming this actually is a KPI), and if 
possible even by how much, your boss will be hard put to turn down your proposal, provided the 
required resources are available. And if you are unable to demonstrate this, the moment has come to 
ask yourself whether the opportunity is in fact worth pursuing.  

For this self-regulating mechanism to function management must make sure that corporate and 
business unit level KPIs are clearly expressed and, just as importantly, known to their staff. In my 
empirical experience, when managers do not take the time to issue a specific mission statement they 
usually find it very difficult to select the relevant KPIs to be measured in practice. The use of KPIs 
often involves a substantial burden, for it implies the existence of a functioning measurement and 
reporting mechanism. This too is easier said than done, especially when the Management 
Information System (MIS) is not as fully developed as it ought to be (is it ever?).  

Vertical deployment of the mission and the corresponding KPIs is critical. Once the Key 
Performance Indicators have been decided upon—at either corporate or business unit level—and 
they meet the criteria of the MIS, management must ensure that they are known to all the employees 
concerned, and also that they are accepted in the main. For this to happen, employees must both 
understand the KPIs and be aware of their own personal impact on them. This requires education 
and training, an essential aspect that is all too often neglected.  

The absence of a Mission/KPI filtering system will prevent employees from fully understanding 
the focus of the organization. It will not only undermine their desire to innovate but will also reduce 
their ability to perform and innovate. Nobody, employees included, can assess performance if there 
is no clearly stated target (the Mission) and indicators. 
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People need to know how they can contribute to the overall picture, for this is the main guide to 
deciding which opportunities are worth seizing. Because a clear mission and KPIs will encourage 
employees to seek innovative solutions to deliver them, all managers should make sure they exist 
and that people are familiar with them.  

 

 

 
To share this chapter with your friend(s) go to www.winning-opportunities.org/share?cp=05 

http://www.winning-opportunities.org/
http://www.winning-opportunities.org/share?cp=05
http://www.winning-opportunities.org/share


W I N N I N G  O P P O R T U N I T I E S  C H A P T E R  6  

 

 PAGE 54    

Making your competitive advantages 
sustainable 

The wise old Mother Superior was dying. The nuns gathered 
around her bed, trying to make her comfortable. They gave 
her some warm milk to drink, but she refused it. 

Then one nun took the glass back to the kitchen. 
Remembering a bottle of whiskey received as a gift the 
previous Christmas, she opened it and poured a generous 
amount into the warm milk.  

Back at Mother Superior's bed, she held the glass to her lips. 
Mother drank a little, then a little more, and then before they 
knew it, she had drunk the whole glass down to the last drop. 

"Mother, Mother," the nuns cried, "Give us some wisdom 
before you die!" 

She raised herself up in bed with a pious look on her face and 
pointing out the window, she said, "Whatever you do, don't 
sell that cow!” 

To share this metaphor with your friend(s) click here or go to 
www.winning-opportunities.org/joke?nb=06 

 

Chapter 

Take-home of  
this chapter 

• Market Alternatives/ 
Competitors and key players 

• Customer’s Decision Criteria 
(CDCs) 

• The Five F’s 

• Customer Benchmarking 

• Competitive advantages and 
areas of excellence 

Are you competitive enough? 
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Are you competitive enough? 
A prerequisite to get ahead 

 “me too” strategy can sometimes work, particularly for people whose ambitions are 
limited. The only requirement is to have an unsaturated market with room for newcomers. 
But while it is always possible to open a new grocery store, it is very difficult to compete 

with well-established players without offering some kind of “extra benefit”. 

The main purpose of innovation is to acquire Competitive Advantages that enable you to get 
ahead of the competition.  

Figuring out your Competitive Advantages requires a very good understanding of:  

• Who your competitors are 

• The Customers’ Decision Criteria (CDCs, see below) that will allow you to conquer the market 

Once this is clear, you must benchmark your ability to meet these CDCs as against that of your key 
competitors.  

Identifying the Key Players 
Your competition is by no means limited to other companies using a similar recipe with similar 
intentions, but includes anyone seeking to capture the attention of the same market segment by 
satisfying the same PNDs. The competitors of someone operating a glass bottom boat at a seaside 
resort are not only the other glass bottom boats but anyone vying to entertain visitors during 
daytime: other marine attractions in addition to activities on land, including museums, supermarkets 
and shopping malls.  

A 
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The best way to figure out who your competitors are is to build customer intimacy. Being close 
to your clients or customers allows you to find out who is courting them and possibly who is working 
with them. It also helps you to learn a lot about your competition. Keep an eye out for potential 
competitors who are not yet in the game: Netscape is a good example of a company which, while 
benefiting from the famous “first mover’s advantage”, was virtually wiped out of the market by 
Microsoft, who was nowhere in the running when Netscape launched its original browser. Late 
entrants can be deadly, particularly those with muscle and deep pockets. The iPhone came late but 
this did not prevent it from becoming a key player in the mobile phone industry. 

Business intelligence can be very important in helping you apprise yourself of the strengths and 
weaknesses of the key players. The use of illegitimate sources of information is not usually necessary: 
in many cases the Internet can provide up to 80% of what is required. With the use of competitive 
intelligence tools, a good portion of the remainder can be “figured out” legitimately.  

The principal competitors of Nespresso Classic  
When the operation was launched, the main competitors of Nespresso were:  

• Home traditional espresso coffee machines  

• Instant coffee (including Nestlé’s own Nescafé) 

• Filter coffee 

• Bars and restaurants  

• Tea and other hot drinks 

New competitors have since emerged: 

• Other portioned espresso with capsules compatible with Nespresso machines 

• Other portioned espresso for other machines (not compatible with Nespresso machines) 
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Nespresso Classic’s operation “competitor watch”  
Nespresso was quick to realize that the Internet offers a unique source of information about the market and 
potential competitors. To take full advantage of all its facilities the company called upon a specialized 
company25 which provided it with the following competitive intelligence practices enabling Nespresso to 
react more sensitively to new trends:  

• A market analysis indicating the true perception of its products by consumers 

• Tools to better exploit Nespresso’s competitive advantages 

• Up-to-date information on offer and demand 

• Proactive protection of Nespresso’s image (monitoring on the Web to detect any illegal use of the brand; 
offensive action designed to dissuade any with such leanings) 

• Monitoring and interaction through social networks (in 6 months the Nespresso fan club went from 
50,000 to 450,000 members) 

 

Identifying Customers’ Decision Criteria (CDCs) 
Customers’ Decision Criteria (CDCs)—those they use to prefer one product or service over 
another—come in various levels of importance. Customer intimacy will again not only help you to 
recognize the key players but also to identify these CDCs. The point is not whether or not they are 
essential, because some will constitute an integral part of the product. A car without brakes will not 
find any buyers, because brakes are indispensable, but to be successful it is not sufficient to build a 
car with brakes! Equipping a car with brakes is simply a matter of best practice, not a CDC. 

CDCs are essential to the customers’ decision process and can contribute to increasing your 
market share. As I have said, a major help in identifying them is to be close to your clients or 
end-users. Unverified assumptions are often misleading, and guessing can turn out to be 
extremely dangerous and expensive.  

CDCs include anything that can help tilt the scale in favor of a particular supplier: brand, user-
friendliness, price, immediate availability, breadth of choice, design, customer intimacy, clear 
communication, technological advantages, etc.  

  

                                                           
25  Digital Luxury Group SA: www.digital-luxury.com. 
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Different markets may have different CDCs. Consumers in Germany, for instance, are more 
attentive to the environmental footprint of a product than those of a less environmentally conscious 
country (where this impact will not be a CDC). The acceptance of genetically modified organisms 
(GMOs) was very different in Europe and North America, and Monsanto’s failure to appreciate the 
difference cost them a great deal of money. 

Understanding the relative impact of CDCs on customers’ minds can be a very powerful 
source of inspiration for building Competitive Advantages. For example:  

• Price is not necessarily the major selection criterion. Mobile telephones are extraordinarily 
successful despite the fact that they are five to ten times more expensive to use than a landline. 

• Perception may overshadow reality. Real convenience corresponds to the level that is actually 
demanded or sought by customers. In this respect convenience is a satisfier, and there is no point 
in providing a greater level of convenience than that perceived as necessary. Home delivery of 
milk no longer exists because most people go to the supermarket to buy their groceries anyway; 
the added convenience of having milk delivered at home does not justify the extra cost. Here 
again, customer familiarity is critical to understanding their PNDs. 

 

Nespresso Classic’s CDCs in the pre-portioned coffee market  

(in descending order of importance)  

• Trust in the brand  

• Flavor and quality comparable to hot drinks prepared by the best professionals  

• Choice among several varieties of flavors 

• Reliability and consistent quality 

• Image  

• Machine design  

• Comfort: ease and availability of production (fast, practical, simple, clean, individual portions, etc.)  

• Ease of purchase, after-sales service  

• Price 
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Classic pitfalls in identifying CDCs  
Believing that certain characteristics qualify as a CDC when this is not actually the case is a perfect 
recipe for disaster. The most common mistakes are: 

• Wanting to apply technological breakthroughs to PNDs that are already well served. A 
good illustration of this is Boo.com, which spent over €100 million using high-tech software 
imaging to try to sell fashion wear on the Internet. 

• Proposing simpler or better solutions that require significant cost shifting (this is particularly 
true in business-to-business (b2b) situations); introducing digital movies in movie theaters took a 
long time coming until someone found an extremely compelling reason to impose the new 
standard (3D movies). 

• Imagining unserved PNDs that are not real PNDs or that are already served. Iridium, the 
satellite phone network, illustrates this category well. 

• Supplying a better process that is difficult to integrate into customers’ existing Value 
chains. Introducing (much better) fast trains, like the French TGV, requires major infrastructure 
adjustments, such as replacing the existing rail tracks or installing new ones. This change 
prevented Swiss railways from introducing the modern French system. 

• Relying on the first mover advantage without having critical size or lead customer/partner 
support. BookStacks or Books.com, launched online in 1992, was the first online bookstore. 
Amazon was only launched in 1995. But who still remembers BookStacks? 

• Implementing a novel solution that the “big boys” can easily copy. Very few early players in 
online trading services survived, but that did not prevent Charles Schwab from grabbing a sizable 
market share despite their late entry into the market. 
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Figure 9:  Customers’ Decision Criteria (CDCs) are critical characteristics 
 of the Solution for winning over customers 

 

The Five F’s—CDC checklist 
As an excellent checklist to verify whether a product addresses all the important criteria, I 
suggest using Rhonda Abrams’s26 list of the Five “F’s” to motivate customers, which also serves as an 
excellent checklist to verify whether a product addresses all the important criteria. A product or 
service whose CDCs satisfy all of these F’s clearly has a better chance of success than one that 
doesn’t. Moreover, the Five F’s help to clarify Customers’ Benefits (see chapter 8). 

 Five ‘F’s Explanation 
Examples of questions to verify if the ‘F’ is 
addressed 

1 Functions Indicates the product functionalities that 
meet customers’ real desires including 
emotional ones 

How does the product or service meet 
customers' concrete PNDs?  

2 Finances Indicates all the financial implications for 
customers; these encompass not only price 
but other financial dimensions such as 
savings or productivity improvements 

How will the purchase affect their overall 
financial situation—not just the price of the 
product or service, but other savings and 
increased productivity? 

3 Freedom Expresses the impact that the product will 
have on customers’ freedom and quality  
of life 

How convenient is it to purchase and use the 
product or service? How will customers gain 
more time and less worry in other aspects of 
their lives? 

4 Feelings These cover all the emotional parameters 
associated with the product  

How does the product or service make 
customers feel about themselves,  
and how does it affect and relate to their self-
image? Do they like and respect  
the salesperson and the company? 

                                                           
26 www.rhondaonline.com.  
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 Five ‘F’s Explanation 
Examples of questions to verify if the ‘F’ is 
addressed 

5 Future Takes into account a long term view of the 
impact of the product 

How will they deal with the product or service 
and company over time? Will support and 
service be available? How will the product or 
service affect customers’ lives in the coming 
years, and will they have an increased sense of 
security about the future? 

 

The following table illustrates the importance of these Five ‘F’s as applied to portable MP3 players:  

 
Five ‘F’s 

Example of questions to verify if each ‘F’ is 
addressed  

Relevance to portable MP3 players 

1 Functions Does the product do the specific things that 
the customer really PNDs right now?  

To record, store and play music on the go; 
additional functions such as time display, sound 
settings, easy interface, etc. 

2 Finances How will the purchase affect the customer’s 
overall financial situation? 
 

Low price encouraging spontaneous purchase 
Low cost of music downloads 
Free copying of files, etc. 
The product is perceived as having no cost (over 
and above that of the initial purchase investment) 

3 Freedom How will customers gain more time and less 
worry in other aspects of their lives? 
How convenient is it to purchase and use 
the product? 

... to store only selected songs. 

... to listen anywhere and at any time. 

... to store multiple copies of each piece in 
different locations or players 
…to obtain pieces any time thanks to the 
Internet... to transfer files between friends 

4 Feelings How does the product make customers feel 
about themselves and how does it affect 
and relate to their self-image? 

Positive feelings resulting from the fact that  

• music makes people feel good 
• MP3s are cheaper than buying records 
• MP3 is trendy 

5 Future How will customers relate to the product or 
the supplier over time? 
How will the product affect customers’ lives 
in the coming years and will it give them a 
greater sense of security for the future? 

Digital music is here to stay 
The ability to back up stored music adds security 
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Nespresso Classic’s Five F’s 
(Reminder: the typical Nespresso customer is a private consumer who owns a machine adapted to the 
capsules. The ensuing reasoning would be different in the case of a professional restaurateur.)  

Functions  

To prepare espresso, cappuccino and caffè lungo.  

Finances  

Economic argument: while individual portions of coffee cost more than ordinary coffee, they permit the 
consumer to drink a quality espresso at any time of day or night without having to go to a public 
establishment where the cost would be still greater. 

Long-term storage avoids wastage: ordinary coffee loses its flavor after being exposed to air. 

Home delivery 24/7 of the coffee ordered saves consumers the chore of having to go out to stock up. The time 
saved can be put to more productive use. 

All things considered, the Nespresso system in fact works out less expensive than alternatives offering a 
comparable quality of espresso coffee. 

Freedom 

The Nespresso system permits a real gain in time and effort, guaranteeing a quality result without 
complicated manipulations. 

No learning process is needed, in contrast to the other ways of preparing an espresso. 

The possibility of drinking an espresso at any moment frees the consumer from the constraints of coffee 
shops’ opening times and distance. 

The choice from among a wide variety of coffees offers freedom to drink a coffee according to personal 
taste without having to bow to the preferences of the group. 

Feelings 
The luxury of indulging in a self-gratifying experience. 

The feeling of generosity while sharing this gratifying experience with others. 

The pleasure of drinking a cup of coffee with exceptional aroma and texture makes the customer feel like a 
connoisseur.  
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The possibility of offering a choice of high-quality coffees to guests adds a further source of pride.  

Nespresso puts out the image of the pleasure that consumers can experience through the accessibility of a 
high-class product.  

Not having to prepare the coffee and clean the machine is a luxury available only to those who can afford it.  

Future  
The time saved by Nespresso can be put to more productive activities having an impact on the future.  

Being perceived as a more attentive host can create opportunities in both the work and the private sphere.  

Customer Benchmarking 
Customer Benchmarking allows you to identify the relative strengths of the various Key 
Players. Once the CDCs have been identified, you must check how well each of the Key Players 
(including yourself) delivers them. This comes down to doing a simple assessment exercise where a 
score is given to each Key Player for each of the CDCs. The following example of a scale defining the 
level of their delivery is sufficiently sophisticated for most purposes: 

4 = Outstanding 
3 = Good 
2 = Fair 
1 = Poor  
0 = Not provided  
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Benchmarking of CDCs (consumers) for Nespresso Classic  
and its main competitors 

 
 

No. 

 
 
Customers’ Decision 
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1 Love/trust in the 
brand 

4 2 2 2 3 3 2 2 

2 Aroma and 
quality 
comparable to 
coffee prepared 
by top 
professionals 

4 3 3 3 4 4 3 3 

3 Choice of 
different varieties 
of coffee  

4 2 2 3 2 4 2 1 

4 Image 4 4 2 1 4 4 2 2 

5 Machine design 4 2 1 1 NA 1 3 NA 

6 Ease and 
availability of 
production (fast, 
practical, simple, 
clean, individual 
portions, etc.)  

4 2 3 2 1 3 4 NA 

7 Ease of purchase 
and after-sales 
service  

3 2 2 2 3 3 3 3 

8 Reliability and 
constant quality 

4 2 4 3 3 3 3 2 

9 Price of a cup of 
coffee 

2 3 4 4 1 2 3 3 

 

It is rarely possible to provide outstanding delivery of all the CDCs, and it is not wise to try to 
challenge a competitor who has achieved it. Because virtually no one can excel on all counts, you must 
select those you want to focus on. The question then arises, what will be the commercial consequences of 
areas in which you underperform?  
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Ranking CDCs is one way to figure out their relative importance. Another interesting way is to see which 
combination of CDCs creates a synergy of Competitive Advantages. For instance, low price (a typical CDC) 
will become less important for a laptop computer if it can combine small size, very light weight, long 
battery life, a fast processor and a large storage capacity. DVD/CD drives not being critical CDCs for a 
certain target clientele, they will sometimes be replaced by external units to reduce price, size and weight.  

Figure 10:  Customer Benchmarking helps identify the areas of excellence  
that have an edge over the alternatives 

 

Defining the areas of excellence 
Because trade-offs are inevitable, you need to select those CDCs in which you intend to excel, and 
which will help you to beat the competition. As a general but not absolute rule, it is difficult to be the best 
provider for more than four CDCs. The selection of these (one to four) CDCs is a very important strategic 
choice. Focusing on the wrong items will markedly increase the death probability. Polaroid instant 
development technology was a CDC that helped the company become a multinational empire. But the 
empire could not survive the availability of affordable digital printing, which not only challenged Polaroid 
instant printing technology but provided additional synergic CDCs such as the ability to edit and print at 
home, and even to email pictures.  

It is risky to rely solely on price, particularly when you lack the additional factors that aid market 
domination (e.g. very large production volume, extensive distribution network, brand, marketing 
muscle, etc.). Given the increasing aggressiveness and sophistication of the low-cost countries 
supplying goods, you may be sure that sooner or later someone will challenge you on price.  
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Ideally, the price should not even be among your top four CDCs, which in themselves offer so 
much value that price becomes a secondary issue. A good illustration of this is the Swatch. The 
manufacturing cost of a basic Swatch watch is probably less than three dollars. Clearly, it could 
profitably be sold for substantially less than the actual retail price (about 45 dollars), but the presence 
of other CDCs such as brand, design, image or fashion allow a higher price.  

Interestingly, the strategy of choice for most companies is product superiority, particularly for 
those in the technological field. The problem with this strategy is that it requires the company’s 
product to remain the best! This translates into heavy R&D expenses. Technological leadership is not 
easy to maintain in this fast-moving world where the leader can be challenged by a newcomer with a 
better solution. Both Polaroid and Xerox had a rough time remaining technology leaders. Opting for 
product superiority may be a very good strategy but it can also be extremely costly in the long term. 
Apple managed to do it, but they are rather the exception. 

Customer intimacy is an interesting area of excellence, for it reduces the impact of weak 
operational efficiency and/or product performance. In other words, customer intimacy can help an 
enterprise to get away with supplying products or operations with an inferior performance. Thanks 
to their strong brand recognition some US car manufacturers continued to sell technologically 
obsolete cars for many years. 

Brand recognition is one of the most powerful tools for building customer intimacy, which is why 
brand valuation is sometimes counted in billions of dollars. But despite their power, even the best-
known brands are not immune to problems. Another very important dimension of customer 
intimacy is remaining connected with customers and understanding their (changing) PNDs: Swissair 
was a prestigious airline with many qualities (product superiority) and excellent brand recognition. 
But it did not establish sufficient customer intimacy to identify the market opportunity that has now 
been seized by easyJet, or managed to attain a sufficient level of operational efficiency (cost wise).  

Defining the area(s) in which you want to excel is one of the most vital strategic decisions you will 
have to make, implicitly or explicitly (they are far too often only implicit!). This choice will then of 
course have an impact on the Business Model you ultimately adopt (see Chapter 7). 
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Nobody can resist a good business 
model 

An Arab was walking through the Sahara desert, desperate for 
water, when he saw something far off in the distance. Hoping 
to find water, he walked towards the image, only to find a 
little old man sitting at a card table with a bunch of neckties 
laid out on it. 

The Arab asked, "Please, I'm dying of thirst, can I have some 
water?"  

The man replied, "I don't have any water, but why don't you 
buy a tie? Here's one that goes nicely with our robes."  

The Arab shouted, "I don't want a tie, you idiot, I need water!" 

"OK, don't buy a tie. But to show you what a nice guy I am, I'll 
tell you that over that hill there, about four miles, is a nice 
restaurant. Walk that way, they'll give you all the water you 
want." 

The Arab thanked him and walked away towards the hill and 
eventually disappeared. 

Three hours later the Arab came crawling back to where the 
man was sitting behind his card table. He said, "I told you, 
about four miles over that hill. Couldn't you find it?" 

The Arab rasped, "I found it all right. They wouldn't let me in 
without a tie." 
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The Business Model can be the top model 
in your life 
The Business Model determines your ability  
to generate resources and your place in the Value chain 

efining a Business Model is no simple matter. Despite the fact that every consultant (and all 
his or her friends and relatives, in other words most of the population) uses the term, very few 
people have a really clear idea of what a Business Model is.  

One definition of a Business Model, proposed by Timmers (1998)27 is: 

• An architecture for the product, service, information flows, including a description of various 
business actors and their roles  

• A description of potential benefits for the various actors  

• A description of the sources of revenue 

A further definition, proposed by Alexandre Osterwalder and Yves Pigneur, states that the Business 
model describes the rationale of how an organization creates, delivers and captures value.28 While all 
of this makes sense, I feel that because they encompass too many dimensions and parameters, these 
two definitions are difficult to distinguish from strategy. 

I personally define the Business Model more simply as a system capable of generating the 
necessary resources to satisfy the project Stakeholders. Thus, in order to survive, a project must: 

                                                           
27  http://www.tbm.tudelft.nl/webstaf/harryb/Keen/tsld016.htm.  

28  Business Model Generation, Alexandre Osterwalder, Yves Pigneur, 2009, ISBN 978-8399-0580-0. 
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• Obtain and organize resources (money, people, equipment, subcontractors, systems, etc.) 

• In a coherent system 

• Such as to satisfy its Stakeholders 

In the “system”, I include only a selection of the essential parameters that deliver the critical 
competitive advantages. The best Business Model is the one that can satisfy the key Stakeholders’ 
highest Aspirations (whether expressed in monetary or other terms) with a minimum of resources.  

All projects, whether for profit or not, require a Business Model if they consume resources (money 
or time). For a project to be sustainable it must address the generation of the necessary resources. 
This might be achieved through the profit margin on the sale of a product, or by straight funding (by 
investors, government bodies, donations, etc.), for example.  

In the private sector, the generation of profits is an absolute prerequisite, because it is the primary 
way of obtaining the necessary resources to finance growth, cover overheads, purchase equipment, 
or pay dividends to shareholders. While net profit might seem to be an obvious and simple way of 
measuring the efficiency of a Business Model, it leaves many other dimensions out of the equation, 
such as the environmental factor or the satisfaction level of some of the Stakeholders.  

Public sector and not-for-profit organizations also need to decide upon a Business Model. 
While this term may not sound appropriate in the context, conceptually they have to deal with 
similar issues, apart from actual profit (reminder: a no-profit objective is a profit with value zero). All 
organizations, including those that are only cost centers, in point of fact operate according to a 
Business Model as defined above. In their Business Model, the source of income may be the State or 
other Stakeholders. Because (hopefully!) public-sector and not-for-profit organizations also have 
some kind of output, they too should do their best to optimize the resource/result ratio, like any 
private sector entity. This is where the Business Model comes in. In fact, the only difference between 
for-profit and not-for-profit organizations lies in the use of the profits. In the case of not-for-profit 
organizations, the profit is used to improve the benefits delivered to the target population rather 
than being distributed as dividends to investors. Not-for-profit organizations are therefore always 
willing to make a profit because it provides additional resources to further their objectives. 

Other names might be “activity model” or, since it is a matter of resources, “resource model” 
or even “revenue model”. I have chosen to use the term “Business Model” because most people use 
it, even if some have difficulty recognizing that not-for-profit and public sectors deliver services in a 
manner similar to that of the private sector. 
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Analyzing the Value chain 
The definition of the Value chain I have chosen is the list of activities required to deliver the 
value expected by the target client. It is made up not of people but of activities undertaken by people, 
machines or subcontractors. 

It is essential to understand the Value chain fully before any opportunity can be exploited. It is very 
rare for an entity to fully master the complete Value chain. It is usual for some components of the Value 
chain to be outsourced to subcontractors, while others are handled in-house. A major question to be 
clear about is what part of the Value chain you are willing to be held accountable for. Being 
accountable does not prevent you from outsourcing. It simply means that you have a responsibility to 
the client for the product or service you provide, regardless of how or where it is produced (in-house or 
outsourced).  

A clear understanding of the Value chain should at least help you to be aware of: 

• What resources are necessary for each component of the Value chain 

• Which components of the Value chain principally contribute to the added value as perceived by 
the client 

• Which components of the Value chain can generate the greatest profit or benefits for you 

• Who is best qualified to handle each part the Value chain (yourself or a subcontractor) 

• What synergies exist between the various components of the Value chain 

• Which components of the Value chain serve or might serve as barriers to block competitors 

These questions are relevant not only to private sector enterprises but also to the public and not-for-
profit sectors as well as government agencies.  

Familiarity with the Value chain is essential to identify the best Business Model. Understanding 
where value is created clearly opens the door to capturing the maximum benefits from an opportunity. 
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Figure 11: The Value Chain must be well understood to identify the  
critical components and those that can be outsourced 

 

Choosing a Business Model 
The core of choosing a Business Model is deciding where your resources are to come from. This 
will have major implications for the sustainability of the project. This is well illustrated by the dotcom 
casualty rate during the dotcom bubble. Many of these defunct companies had (wrongly) assumed 
that selling Internet advertising space—to reach the millions of “eyeballs”29 that would use the free 
fabulous services they were providing—would finance their development and marketing costs. But 
at the time selling advertising space only worked for the small number of them that had attained a 
critical size (Google, Yahoo, etc.). Choosing the wrong Business Model as always then turned out to 
be a deadly mistake. 

Many viable Business Models exist, and there is no such thing as a fool-proof recipe. Numerous 
books30 have been written and will continue to be written on Business Models. Here are just a few 
interesting examples of Business Models31 that illustrate the various ways of seizing opportunities. 
Their choice will depend on many factors, including the resources or talent available: 

                                                           
29  An “eyeball” is a human being visiting a website. 

30  I recommend “Business Model Generation” by Alexandre Osterwalder and Yves Pigneur . The explanations and many examples it 
contains are an excellent source of inspiration that can help any entrepreneur or intrapreneur-to-be to explore his or her options. 

31  For details and explanations, look at definitions on Wikipedia or Google. 
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• Licensing. This Business Model worked extremely well for the inventor of the smartcard, Roland 
Moreno, who chose to license out the technology to achieve massive penetration of the market 
rather than manufacture the product himself. 

• Franchising. The success of McDonald’s is sufficient to demonstrate the benefits of this model. 
Benetton is another example of how franchising can allow rapid penetration of the market with 
fewer resources than would be required by proprietary retailing entities. 

• Fabless. Not owning a factory is a very tempting option, particularly when manufacturing costs are 
lower elsewhere. The clothing industry has for many years outsourced its manufacturing processes. 

• Freebies. The strategy of giving away certain products with a view to generating income from 
other associated products. An obvious example is Google, a website that delivers free 
information but generates income by selling advertising space to advertisers.  

• Captive service/supplies. The idea behind this model is that income is generated not by the sale 
of equipment, but by selling a service or supplies required by the equipment. Inkjet printers are a 
good example: consumers can get them for close to nothing but pay exorbitant prices for 
cartridges. Another example is photocopiers, where suppliers make more money servicing the 
units than selling them. 

• Multi-level marketing. This might also be called the “clients’ greed” model since, by offering a 
financial incentive to existing users to enroll their friends and acquaintances, it provides 
diabolical and rapid market penetration. A number of legitimate companies such as Tupperware 
have successfully used this model, while others just take advantage of the gullibility of the public 
to make money.  

• Timesharing. The concept here is to split long-term real-estate rentals among a large number of 
tenants (while giving them the impression that they actually own the property) who can only use 
the premises for limited periods of time. This model allows charging substantially more for a 
week’s tenure than the normal annual rent divided by 52. 

This list could go on to include selling, renting, receiving grants or subsidies, etc. Our objective is not 
to describe all the possible Business Models but to insist that the choice of a suitable Business Model 
requires thorough analysis … and sometimes even creativity to invent new ones32.  

Choosing the wrong Business Model is a classic source of failure. A given opportunity may be 
successful when based on one Business Model and fail with another. An interesting example is 
the Macromedia Flash Browser plug-in, which was made available free of charge to end-users, 

                                                           
32  For additional examples of Business Models, visit for instance http://www.venturecoach.com/resources/bizmodel.htm. 

http://www.winning-opportunities.org/
http://www.venturecoach.com/resources/bizmodel.htm


W I N N I N G  O P P O R T U N I T I E S  C H A P T E R  7  

 

 PAGE 73    

with the result that Flash animation became an industry standard; now Macromedia makes 
money by selling developers the programming software required to create Flash animations. 

Familiarity with one’s customers and the market is a critical ingredient for determining a 
viable Business Model. The anthropological approach mentioned above can certainly contribute to 
achieving this level of familiarity. But this is not enough: experience, creativity and gut feeling also 
play an important role. The iPhone/iStore concept is a good illustration of how a creative Business 
Model can work wonders. 

When exploring Business Models, I recommend that you get advice or coaching from 
experienced business people. Because the Business Model is so important to your success such 
help can shorten the (usually painful) learning curve and reduce the likelihood of failure. Genius is 
often the worst enemy of the inventor or innovator: having made an interesting discovery, s/he 
tends to believe that s/he is bright enough to find an answer to any problem. It may not be easy to 
be humble but it certainly pays to tone down one’s ego and seek qualified help. Getting cheap 
advice through talking to family and friends is not sufficient. 

Selecting a Business Model usually requires making a number of assumptions. In many cases, it 
is impossible to verify these assumptions before implementing the Business Model in real time or at 
least in a pilot study. You should test a Business Model whenever possible, and must always be 
prepared to revise it or explore alternatives. The penetration of mobile phones really took off once 
their purchase became subsidized by operators through monthly subscriptions. This adjustment to 
the Business Model then became the catalyst for wide market penetration. 

Some companies exploit different Business Models in parallel. Newspapers or magazines can, for 
instance, generate revenues from a variety of sources: subscribers, advertising, retail sales, etc. Each 
of these requires certain specific conditions to be met (subscribers want high quality content; 
advertisers want a wide readership, etc.). Sometimes these conditions conflict with one other, 
obliging the publication to perform a balancing act that would not be necessary with only a single 
Business Model (financial media that sell advertising space to financial institutions, for instance, do 
not have the same level of independence in respect of the articles they publish as financial 
newsletters that rely only on subscriptions).  

The Business model for this book represents a change of paradigm for both business and teaching 
books. In these categories, it is the first or one of the first books with a “set-your-own-price” business 
model. This innovative offering challenges the business model of traditional publishers as well as 
brick-and-mortar bookstores as readers are invited to download and read "Winning Opportunities" 
before deciding in all fairness what value they attribute to its content. In addition, a “print-on-
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demand” hardcopy version is also available online (at www.winning-opportunities.org) for those 
who want to own a physical version.  

The introduction of a new Business Model can be a major threat for many established 
businesses. Very few organizations are immune to the possibility of having their Business Model 
challenged by a newcomer with a different one. Examples include the airline industry, which has been 
challenged by low-cost operators, the pharmaceutical industry whose business model is being challenged 
by generics, travel agents who are losing out on market share in favor of services offering Internet 
booking, the proprietary software industry, which is challenged by the open source model, and more. 

A telling example of public sector activity that did not optimize its Business Model is the postal 
service, which did not address all its customers’ needs or call its efficiency into question. This weakness 
of the postal service’s Business Model provided courier services with a beautiful opportunity. The 
interesting lesson this has taught is that courier services are now thriving, while most postal services 
have to struggle to cover their expenses. It demonstrates that because of a constantly moving 
environment, public administrations such as the postal service must also periodically review their 
Business Model and Mission Statement. Even the Business Models of workers’ unions are evolving: 
some of them are investing in businesses. 

The choice of Business Model can “make or break” an Opportunity. Consequently it is essential 
that you explore all the possible options and analyze them carefully before choosing the one most 
appropriate for your Opportunity. You must then test it, ideally in a pilot study, as recommended above.  

Figure 12: The Business Model generates the resources to  
satisfy Stakeholders’ Aspirations 
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Nespresso Classic’s Business Model  
Nespresso’s current business model is based on the following characteristics (which also contribute to its 
originality and market leadership):  

• The integration, under a single brand name, of pre-dosed coffee capsules and machines that only work 
with these capsules 

• Mastery of the entire coffee Value chain, right from the purchase of the grains to dispatch to the 
consumer 

• Mastery of the entire machine Value chain, apart from manufacture and distribution, which are 
subcontracted (but after-sales service and marketing of the machines remain in Nespresso’s hands) 

• Automatic membership of  the Nespresso Club for everyone who buys a machine 

• Direct sale of capsules through the Nespresso Club (the main source of income) 

• Strong personalization of the relationship through the information obtained in the Nespresso Club, 
leading to customer intimacy 

• Sale of derived products (a further source of income) 

The scope of the Opportunity  
Your project must be limited in scope. If you set no limits, you may be tempted to overtax your 
(necessarily limited) resources. Defining the boundaries of your project will help you to stay focused. 
These include: 

• The geographical limits 

• The market segments you want to focus upon 

• The audience (analysts, partners, etc.) you want to reach 

• The time frame for achieving your Objectives 

• The scope of the needs to be served 

• The technology you intend (you do not intend) to use, etc. 

The scope of a project may be a central component of the Business Model. This is for instance the 
case when location is critical or in the presence of a captive audience (e.g. airport duty-free stores).  
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You might want to limit the scope of your activities in order to remain focused, deciding to 
ignore certain opportunities, for example, on account of limited resources. This comes down to 
selecting the battles that you want to fight and ignoring the others.  

Scope is defined by Stakeholders, because, here again, they are the only people who have power 
over you. And don’t forget one very important Stakeholder, yourself! 

Figure 13: The Scope defines the perimeter of the project 

 

Scope of Nespresso Classic 

• Geographic catchment area: worldwide, with progressive introduction of markets 

• Size of market: 200 million machines 

• Target public: households equipped with, or having the potential of being equipped with a  
coffee machine  
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Some principles of success 
A number of principles can contribute to choosing a successful Business Model. Respecting 
these principles will increase your project’s chances of a long and happy life. 

• The main goal must be sustainable profitability, rather than market share or volume. While 
this may appear obvious, the Internet bubble has shown that it is not rooted deeply enough in 
people’s minds. This principle applies equally to public sector and not-for-profit organizations, 
where profitability means maintaining operating expenses at an optimum level. Just as in the 
private sector, these organizations must also strive to achieve their objectives at the lowest 
possible cost. 

• You must make a compelling value proposition to an identified segment of the market (see 
the following chapter). The more unique it is, the more compelling it will be. To keep your 
opportunity as unique as possible, the model should be difficult to copy. Because it is harder to 
copy an entire system than discrete components of it, you would do well to build a complex 
(while well integrated) Value chain. 

• Make sure that the benefits are real and can be easily communicated, because it is very 
difficult to generate income and profits if the benefits are not perceived by the target audience. 

• “Best practice” is not sufficient to guarantee success because, by definition, “best practice” 
represents the minimum standard for any player who has the resources to implement it. Any 
proprietary component—for example, one that is not accessible to third parties—is a Competitive 
Advantage, over and above the realm of “best practice”. While it is obviously desirable to be an 
exponent of best practice, Competitive Advantages are what you want to go for. 

• “Me too” strategies will not make you a leader, but can only be used as a follower strategy to 
stay in the game or to grab a piece of an unsaturated market. You should also bear in mind that any 
“me too” strategy eventually makes you the future (and probably easy) prey of hungry competitors. 

• Robust strategies require trade-offs: making strategic choices means leaving aside certain 
options that might become the strategic choices of others, and so differentiate yourself from 
your competitors. For instance, selling airline tickets via the Internet originally led easyJet to 
renounce doing business with retailers and travel agents, a strategic trade-off that translated into 
a Competitive Advantage. Where no possibility for trade-offs exists (i.e., there are no alternative 
options), you are probably back in “best practice” mode. 

• Financial and human resources must be available at the right moment: if your Business Model 
requires resources that are beyond your ability to assemble, you must develop a new one that can 
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be implemented with the resources that are actually within reach. There is no point in fantasizing a 
miracle. The choices you make must align your objectives and your resources realistically. 

Focusing on your Opportunity obliges you to forego other opportunities, because it is impossible 
to seize all of them at once. Seizing an Opportunity translates into an opportunity cost, since that 
choice prevents you from going after others.  
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Making a compelling proposition pays 

A guy with a severe stutter applied for a job selling Bibles. The 
interviewer believed he'd never make it as a salesman, and 
was about to tell the guy to look elsewhere for work. The 
stutterer begged for the job, "P-p-p-p-p-le-ease g-gg-g-ive m-
m-m-mee a ch-ch-cha-a-ance. I-i-ic-c-can d-d-d-o i-i-tt." 

The manager said, “Okay”, and gave him a few Bibles and the 
rest of the day to see if he could sell one or two. By lunchtime, 
the stutterer was back, having sold all the Bibles. The manager 
was impressed, and asked if he could accompany the stutterer 
after lunch. "S-s-sure," said the guy, and later they went out to 
the streets. 

They approached a house, and the stutterer went up and 
knocked on the door. When the homeowner answered, he 
said, "G-g-g-g-good a-a-a-ftern-n-n-noon, M-m-ma'am. I-i-i'm 
s-s-s-selling B-b-b-bibles. W-w-w-w-would y-y-y-you l-l-l-l-l-
like to b-b-b-buy a B-b-b-b-bible, or sh-sh-sh-ould I j-j-j-j-ust r-
r-read it t-t-t-to you?" 

 

To share this metaphor with your friend(s) click here or go to 
www.winning-opportunities.org/joke?nb=08 
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Give them their CUE 
The Customer’s Unique Experience is your key to success 

o be successful, it is not enough to have written up the perfect Business Model, you still 
need to persuade customers to buy. And for this, you must convince them that what you offer 
has an Outstanding Superior Perceived Value (OSPV).  

The key to your success lies in a very simple equation: 

• The outstanding benefits must be perceived by the (internal or external) customer as having a 
greater value than their cost 

where the terms benefits and cost both include intangibles and feelings. “Outstanding” implies 
the ability to outdistance anybody in your home market. A “good enough” performance is not 
good enough.  

The following check list will help verify that your reason to buy is a compelling one:  

Does my offering 

 Provide a unique, preferably sustainable, and compelling way to 

 Convince the customer to part with his money (or come round to my way of thinking)  

 In an honorable and ethical way  

 In exchange for the value I propose to deliver? 

Every Opportunity must be subjected to this question. If the answer is not positive on all four counts, 
the chances of success are reduced. If the answer is an unconditional “yes”, you have much greater 
hope of succeeding. 

T 
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The compelling reason to buy 
Defining a valid compelling reason to buy requires a very good understanding of the customer’s 
psychology (here again familiarity is a must). It must be seen as able to satisfy the Pain/Need/Desire(s) 
expressed in the PND Statement.  

It must be compelling in the customer’s eyes. Because projecting your own beliefs is a classic 
mistake that can be costly, it is not enough for you to think that a reason is compelling. 

Certain compelling reasons to buy derive from the quality of the product or the company’s 
market penetration. Microsoft’s Windows Operating System is in itself a compelling reason to buy 
because it offers optimum compatibility with other users’ files in office environments. Until the Vista 
disaster, each new release of a Windows operating system enticed users to upgrade their software. 
With this “Wintel alliance” each software upgrade created a compelling reason for them to upgrade 
or replace the computer with a more powerful processor (delivered by Intel).  

Industry standards (e.g. (ISO 9000) usually provide compelling reasons to buy, as do 
sometimes government regulations. Some companies such as Adobe have managed to turn some 
of their products (e.g. the PDF file format) into industry standards without official involvement.  

One useful way of incorporating a compelling factor is to get specifiers to encourage 
customers or clients to buy your product. Specifiers are people or organizations who recommend 
the use of certain products. They have the credentials to back up their recommendations and come 
across as an authority. For instance, doctors are specifiers for drugs while architects are specifiers for 
building materials.  

Focusing on specifiers who help customers make a purchasing decision can have a major impact on 
market penetration. For this to be possible, you first need to identify who the specifiers are. Here 
again customer intimacy and observation should be of help. The many examples of specifiers include 
magazines, specialized websites, salespeople and consumer associations. In his book The Tipping 
Point33, Malcolm Gladwell classifies specifiers as Mavens and Connectors. Mavens are people in the 
know. They are trusted and listened to; their expert advice is reputed to be independent and not 
subject to influence; they are charismatic enough to convey the message. Mavens recommend 
restaurants, which stereo system or camera to buy, etc. Connectors are highly sociable people with a 
wide network who connect people to Mavens or forward the Mavens’ recommendations to a much 
wider audience. Mavens and Connectors are not necessarily known to those they influence because 

                                                           
33  The Tipping Point, How Little Things Can Make A Big Difference, Malcolm Gladwell, Abacus Books, 2001. 
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they do not operate on the front line. Although it may be difficult, it pays to find ways (i.e.,Tactical 
Moves) to influence them. 

The CUE Statement 
The CUE Statement spells out what the customer should perceive as unique about what you 
have to offer, seen from his or her own perspective. Putting yourself in the customer’s shoes to 
write a CUE statement enables you to crystallize the key components of the compelling reason to buy.  

The CUE statement is not the same as the Unique Selling Proposition (USP), although the two do 
have the common objective of clarifying the nature of the offer. The CUE focuses on the customer’s 
desire to buy, whereas the USP focuses on the vendor’s desire to sell. Most of the literature uses the 
USP concept and terminology but I prefer to speak of the Customer’s Unique Experience, because it 
is more customer-centered than the USP. 

The recommendations for writing a CUE Statement are simple. It should be: 

• Descriptive. The reader should understand clearly what the proposed Solution is 

• Convincing. It must include the compelling reason to buy and respond to the 
Pain/Need/Desire(s) expressed in the PND Statement 

• Unique. No one else should be able to make the same claim (unless competition is no problem 
for you!); it must put forward the Competitive Advantages evidenced by Customer Benchmarking 
(see Chapter 6). Ideally, it should even be compelling enough to make competition irrelevant 

• Clear and concrete enough to apply to reality, without jargon and buzzwords (which 
undermine credibility because they are often interpreted as hollow and remote)  

• Simple and straightforward. Going straight to the point without repetition 

Other useful qualities of a good CUE are that it should be: 

• Sustainable (unless you don’t want to stay in business…) 

• Hard to copy (to limit the competition’s impact on the market) 

• Well written  (so as to be easy to perceive) 

The CUE Statement is a description of your offer, not a marketing slogan. The package that will 
convey the message to customers is another story (to be taken up by marketing in due course). At 
the level of the CUE Statement you just want to state what will make the customer perceive your 
offer as convincing.  
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A useful test of a good CUE Statement is to see if it satisfactorily completes the following sentence 
as might be expressed by a (satisfied) customer: “I strongly recommend this … (product, service, etc.) 
because it is the only one which...”. This formulation is very effective because it obliges you to focus 
on what really counts for the customer. 

Be sure to write your CUE Statement down, so as not to fool yourself or others. A written statement 
makes a stronger commitment than a spoken one, because it leaves less room for cheating. The main 
benefit of a CUE statement is that it makes your Solution explicit for all parties involved in the 
project, from the team to the investors. 

Writing a Customer’s Unique Experience Statement is not as simple as it might appear. As with 
PND Statements, experience has shown that people have difficulty actually writing a good CUE 
Statement. A practical way to start is to identify the key words to include and then link them together 
into a sentence (or two at most). This is usually better done in a group than by individual effort.  

A written CUE statement will give a coach or a person in charge of innovation in a large organization 
a pretty good idea of the Opportunity’s nature and potential. And since the CUE statement is available 
in writing such a person does not even have to be present physically. The CUE statement can be 
compared to the PND Statement in that it is a very useful way of establishing whether: 

• The Opportunity is worth pursuing under the terms expressed in the CUE 

• The entrepreneur has done his or her homework to be sure of being on track 

• The CUE is genuinely unique and addresses a real Pain/Need/Desire situation 

Once the CUE has been written, it needs to be tested for robustness against the assaults of the 
pessimists. One way to do this is to show it to clients and ask them what they think of it. Testing with 
customers is certainly always a useful move. 

The most difficult part is to ensure that the CUE is truly unique and robust enough. To do this, ask 
particularly knowledgeable or skeptical people to raise every single possible objection they can think of. 
Invite them to demonstrate how any of the recommendations and qualities (uniqueness, sustainability, 
etc.) listed above might not actually be satisfied. In other words, subject it to the Mean CUE Crash Test 
(“mean” because its objective is to demolish the CUE without mercy). A devil’s advocate exercise such as 
this can provide a lot of fun, although probably more for the “devils” than for yourself, the author of the 
CUE.  But you are the one who will benefit from the exercise. In this way you will hear in advance many of 
the possible objections or resistances that customers or even investors could raise when exposed to your 
CUE statement. This might lead you to decide that you must improve your CUE or realize that it cannot be 
made convincing enough, and thus save you from persevering with a weak project. 
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The next move is to anchor this CUE Statement in the minds of the team working on the 
Opportunity to permit everyone concerned to understand what the key deliverables are and be fully 
aligned with the project. This will obviate having some team members going after their own 
(sometimes diverging) perception of what should be delivered. Knowing the CUE Statement by heart 
helps focus the team’s efforts on what the customer is supposed to experience (the CUE).  

Figure 14: The Final Opportunity is defined by the PND Statement and the  
CUE Statement, which expresses the Customer’s compelling reason to buy 

 

Nespresso Classic’s CUE Statement  
 “I recommend Nespresso because it is the only trustworthy system that guarantees lovers of gourmet coffee 
and their guests the possibility to experience the most self-indulging pleasure of enjoying a high quality coffee 
to be individually selected from a wide selection of grand-cru flavors, which can be rapidly prepared without 
any skill or effort thanks to a user-friendly compact machine at an acceptable cost. The flavor and caffeine 
content of the coffee can be selected according to the whim of the moment from among a large selection of 
capsules, available for purchase 24 hours a day directly through the very responsive Nespresso Club.” 

Stakeholders’ Benefits 
A robust Solution brings Benefits to several Stakeholders. By definition, the CUE indicates the 
Benefits that will accrue to the customer. These are of course directly related to the results of 
Customer Benchmarking based on the CDCs and the Five Fs (see Chapter 6). At the same time, the 
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Project will also bring Benefits to other key Stakeholders. When Apple decided to sell its iPhone 
through selected operators, the business model brought Benefits not only to their customers but 
also to the telephone operators (not to mention Apple!). 

Clarifying who gets Benefits and what they are is important, because some entrepreneurs are 
so focused on their own Benefits that they tend to pay less attention to the other key Stakeholders. 
A classic example is how some managers launch projects that serve their own interests without 
taking the customers’ actual Pain/Need/Desire(s) into account. To focus on what you want rather 
than what the customer wants usually leads to frustration and even plain failure. 

Decision-makers have to know the prospective Benefits for each Stakeholder to enable them 
to determine which projects deserve to be implemented. Mapping the benefits gives them the 
overall picture. 

The Elevator Pitch 
The “Elevator Pitch” is a short presentation of the Opportunity; indeed so short that it can be 
made during an elevator ride with a stranger who happens to be travelling with you (this is of course 
more easily done in the United States than in Europe, where buildings tend to be smaller). It should 
capture the most impactful Benefit(s) that will strike people’s imagination to get them excited and 
interested in hearing more. It may be compared to the trailer of a movie whose objective is to entice 
the audience to watch the whole thing. 

Imagine that your interlocutor is an investor (or a potential lead customer or anyone who can 
somehow contribute to the success of your project), and design an Elevator Pitch that is compelling 
enough for that person to suggest another meeting to discuss the idea further. All this must take 
place before you get out of the elevator. There are doubtless other circumstances where it would be 
handy to have a punchy presentation explaining the key benefits of your project in simple terms and 
in less than a minute.  

Writing an Elevator Pitch is recommended once the pain of writing a CUE Statement is behind you. 
This punchy, convincing, easy-to-communicate version of your CUE Statement will then be available 
for use when the time comes.  

Inability to deliver a convincing Elevator Pitch may mean that your CUE is not easy enough to 
communicate, and this is definitely an obstacle to success. A cogent illustration of the impact of a 
hard-to-communicate CUE is VoIP (Voice over IP). VoIP is the technology permitting voice 
communication by way of the Internet rather than traditional telephone lines and switchboards. The 
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difficulty of explaining and communicating its benefits presented an obstacle to its market 
penetration and acceptance. The first application was released by Vocaltec (an Israeli company) in 
1995 but it did not take off until several years later with the advent of Skype. Skype had a very simple 
elevator pitch. The current one is “Share the love and get your friends to download Skype so you can 
talk, instant message (IM) or make video calls for nothing”. 

Entrepreneurs are rarely capable of describing their project in less than thirty seconds. They 
usually get into lengthy feature-based explanations, rather than focusing on the most striking benefits 
of the innovation. They have a tendency to express themselves in terms of their own centers of interest 
and preoccupations, rather than from their interlocutor’s point of view. The Elevator Pitch obliges them 
to adapt the presentation to their audience. As such, it serves as a good opportunity to check how 
readily communicable the CUE actually is.  

The Nespresso Classic Elevator Pitch 
By reinventing the espresso experience to let coffee lovers enjoy the most self-gratifying espresso at home 
without any effort or know-how, Nespresso has made the competition irrelevant. 
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Measuring pays … sometimes! 

A shepherd is looking after his sheep on the side of a lonely 
hill, across which winds a narrow road. Suddenly a brand new 
Porsche screeches to a halt. The driver, a young man, dressed 
in an Armani Suit, Ray-Bans, Tag-Heuer watch, Cerutti shoes 
and a Boss tie gets out and asks the shepherd, "If I can tell you 
how many sheep you have, will you give me one of them?" 

The shepherd looks at the young man and at the large flock of 
sheep and replies, "Okay". The young man parks the car, 
connects his laptop to his mobile, enters the NASA Webster, 
scans the ground using GPS, opens a database and 60 excel 
files filled with pivot tables, then prints out a 150 page report 
on his hi-tech mini printer. He turns to the shepherd and says, 
"You have exactly 786 animals." 

The shepherd answers, "That's correct, you may have your 
choice of sheep." The young man takes an animal and puts it in 
the back of his Porsche. The shepherd looks at him and asks, "If 
I guess your profession, will you return my animal to me?"  

The young man answers, "Yes, why not!" The shepherd says, 
"You're a management consultant." "How did you know?" 
gasps the young man.  

"Very simple," answers the shepherd. "First, you pushed your 
way in here. Second, you charged a fee to tell me something I 
already knew and third, you don't understand anything about 
my business. Now, can I have my dog back?"  

 

 

Chapter 
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The KISsing Game 
KISs are what define your Success 

here really is no letup for the entrepreneur. If delivering a CUE Statement was painful, this 
next step is unfortunately liable to be even more painful. Now that you are able to satisfy your 
target market, you need to translate this in terms of measurable objectives, the only way to 

demonstrate to yourself and others later that you have actually achieved something with your project. 
What we are talking about in real terms here is your Definition of Success. 

The key here is to measure what you want to achieve. What can be measured can be monitored. 
What can be monitored has a better chance of being delivered. Psychologically, people pay a lot 
more attention when something is being measured and monitored than when it is not. The first rule 
for making something happen is to monitor its progress. The very action of recording the number of 
customer complaints in a business will in itself lead to their reduction, and employees will focus more 
on customer satisfaction. Similarly, entrepreneurial behavior can usually be improved by including 
an index that grades innovation or intrapreneurial attitudes in employees’ periodical evaluations. 
Such improvements are less likely to come about without measurement.  

Piloting a project requires monitoring instruments, to help you know how far from (or close to) 
your objectives you are and confirm that you are still on the right track. Jumping into a project 
without setting up monitoring tools in advance is like taking off in an airplane without cockpit 
instruments: no safety is possible without a constant check on speed, altitude, gasoline reserves, etc. 

The Key Indicators of Success 
So now you need to decide what Key Indicators of Success (KISs) will be the most appropriate to 
measure success as you see it. Is it turnover? Is it profit? Is it market share? Is it technological 
leadership? Is it visibility or brand recognition? Is it customer satisfaction? Is it employee loyalty? Is it 

T 
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the number of registered patents? The list could go on and on because there is no limit to such 
criteria. Above all, it is important to note that KISs are not restricted to financial indicators only.  

Selecting KISs obliges you to clarify the purpose of your project. Profit, image improvement, fun 
or personal satisfaction; in other words, what is the project all about? What will be the end result? 
Experience has shown that promoters are not always as clear as they should be on this point, 
particularly when the end result involves an emotional element. Making the purpose of the project 
explicit helps everyone to get aligned and avoids conflicts or frustration further down the road. The 
best way to do this is to choose the indicators that measure the end result, what I here call KISs! 

The first difficulty is deciding on KISs that can actually be monitored with the available and/or 
affordable resources. The estimation does not need to be totally accurate, just meaningful enough to 
give you an idea of where you stand. The level of precision will be determined by the nature of what 
is being measured. Measuring customer satisfaction, for instance, will necessarily always be an 
approximation. One simple way of measuring customer satisfaction might be to ask future customers 
whether they would be willing to recommend your product or/service to their friends. It is obviously 
important to interpret carefully the results each indicator provides.  

The second difficulty stems from the need to keep the number of KISs to a minimum. The fewer 
the better, in fact. The more KISs used, the more resources will be consumed to measure them and 
the less people will pay attention to them. It is important to focus on the real key issues and leave 
aside the more minor aspects. Also, the more KISs there are, the more chance they have of 
overlapping one other (for example, profit and return on investment are clearly related). But focusing 
on a small number of KISs requires discipline.  

Ranking KISs can help you to establish their relative importance. This simple exercise also 
provides a final opportunity to eliminate some of the KISs originally proposed: is the one at the 
bottom of the list really necessary?  

KISs can only exist after launching, because they serve as a measure of the end result, not of the 
process of getting there. What interests stakeholders is the measurable end result, and this can be 
meaningfully expressed in terms of KISs. 
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The Nespresso Classic’s KISs 

• Profit  

• Turnover 

• Customer satisfaction  

• Brand valuation 

Deciding on your time horizon 
Choosing which KISs to use comes down to projecting yourself into the future and this obliges 
you to establish a time horizon for your project, always an interesting exercise. If your horizon is too 
short the Opportunity will not have a fair chance to demonstrate its potential. If, on the other hand, you 
look too far ahead, your plans may not be realistic, as the circumstances will almost certainly evolve.  

You therefore have to establish some meaningful milestones for your Opportunity. The time 
range—weeks, months or years—will be determined by the nature of the project. What this boils 
down to is projecting yourself into the future and deciding when a checkpoint is required. In the case 
of a start-up, for instance, the various milestones might be:  

• 6 months after launch 

• 1 year after launch 

• 3 or 4 years after launch (although in some of today’s fast-moving industries, four years might be 
too far ahead) 

Be sure to take your Stakeholders’ time horizon into account. Since you are committed to 
satisfying the key Stakeholders, it is important to ensure that your ideas of time horizon are 
compatible. If your investors want a 3-year payback, presenting them with a 7-year plan is not likely 
to be in your best interest. So it is highly recommended that you be informed about your 
Stakeholders’ time horizon.  

Setting Objectives  
Your Definition of Success will be composed of all the KISs Objectives at each milestone. Once 
the KISs have been chosen and the time horizon defined, then “all you need to do” is to express the 
measurable values you want to achieve for each of the indicators. 
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In other words, setting Objectives means attributing a future time-stamped value to each of 
the KISs. At this point, Objectives are not the result of financial projections, but express what can be 
achieved without concern for either the quantity or availability of resources. Objectives express what 
you are “realistically” shooting for.  

Later you will be able to verify the feasibility of your initial Definition of Success. When you 
adopt an Action Plan, which will in turn determine the necessary resources, you will most likely need 
to adapt your initial Objectives in line with this more realistic plan. Before that you are only dealing 
with the ideal potential, without taking resources into account. Coordinating Resources and 
Objectives will be done at a later stage. This early estimate of the target objectives allows you to look 
at the overall potential without the distortion resulting from the narrow perspective of possibly 
limited resources. 

Establishing a Definition of Success requires serious thinking. If your Definition of Success (and 
its corresponding Objectives) is aimed too low, the Opportunity will obviously not be worth 
implementing. Whereas if it is aimed too high, you will inevitably lose credibility as soon as someone 
(usually the management or the investors, or both!) wakes up and realizes that you have overstated 
the case. This could happen early on or once you have failed to live up to your optimistic promise. So 
between the pessimistic and the optimistic scenarios, there is only one path: realistic Objectives! 

The Definition of Success determines a project’s sex appeal. The people whose job it is to assess 
the proposal—investors, review boards, fund providers, management, board of directors, incubators, 
grant providers, and so on—will pay a lot of attention to the Definition of Success you present. Their 
role is to make sure that the projects they sponsor are worth it, are realistic and will deliver their 
promise. The Definition of Success is the very thing that expresses a big part of that promise. While 
other factors such as preventing the competition from entering the market, testing new markets or 
distracting stakeholders from other issues may play a role in the decision process, it is the Definition 
of Success that is the bottom line. Whatever is measurable will always be very much at the heart of 
the decision process, because it is an output that can be monitored. 

Many Opportunities do not get beyond this stage, because as soon as the promoters start playing 
with numbers they realize that the Opportunity is just not worth their time. And shooting for over-
high Objectives has frightened off more than one intrapreneur-to-be. Finding the right balance is not 
easy, and almost always represents a major challenge for the team working on the Opportunity.  

Establishing a Definition of Success acts as an important filter for the process. This happens at 
least twice: the first time when the promoters choose the Objectives and the second when the 
Stakeholders assess the potential of the Opportunity.  
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A clear Definition of Success will suggest Tactical Moves. Once you know what you want to 
deliver, you will automatically come to think about what you must do to make it happen. For 
instance: to reach the defined sales volume, you will look at the requirements in terms of marketing 
effort. Reaching customers is anything but easy, as it requires Tactical Moves such as managing a 
sales force and/or a PR campaign.  

Nespresso Classic’s Definition of Success 
(This table is based on fictitious data, as the actual information is confidential) 

 
N° 

 
Indicators 

Milestones 
Unit of measure 1 year 2 years 4 years 7 years 

1 Profit Million dollars 40 53 75 100 
2 Sales Million dollars 400 500 700 900 

3 

Consumers’ 
preferences as  
against traditional 
espresso or other 
portioned 
espresso 
(blind test)  

% 60 % 65 % 72 % 79 % 

4 Brand notoriety % 40 % 60 % 75 % 90 % 

 

Defining Failure 
Some indicators are critical enough to qualify as Opportunity Terminators. If a certain threshold 
has not been reached within a certain period of time for any one of these Opportunity Terminators, 
then the project must be stopped. 

Opportunity Terminators provide Stop/No Stop criteria. To decide in advance that the project will 
be abandoned if certain minimum Objectives (the Terminators) are not attained is an extremely strong 
statement. It demonstrates remarkable discipline and a conviction that the threshold can be reached. 
Any serious stock market player knows that having the discipline to decide in advance when to quit a 
losing position is a very powerful recipe for success.  

People can be carried away by their emotions and have a hard time accepting to cut their losses at 
an early stage or to limit their profit. This applies equally to Opportunities: deciding in advance when 
to quit, and having the discipline to actually do so both require quite considerable maturity. An 
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ability to show that you do not let your emotions control you will certainly contribute to establishing 
your credibility. 

Choosing Opportunity Terminators is not only for others. It is above all for you, because it can be 
a blessing to quit at an early stage before too much harm has been done. It is so much healthier to 
throw in the towel before too many resources and too much energy have been wasted by dragging a 
hopeless proposal on and on. So you must first decide which indicators should serve as killjoys and 
then, for each of them, decide on the threshold that will trigger the decision to pull out.  

Terminators are a kind of “sword of Damocles” that you voluntarily suspend above your own 
head. Knowing that the project will stop if you do not deliver the minimum Objectives required by 
the Terminators is a powerful source of motivation for you, the driving engine. Knowing the 
consequences of insufficient performance will help you make sure you do everything it takes to 
prevent it from happening. Terminators reduce the temptation to be too forgiving or complacent. 

Next comes the Definition of Failure as a perfect complement to your Definition of Success. 
Just as Aspirations and Resistances are an inseparable couple, so do the Definition of Failure and the 
Definition of Success. 

This couple is much more meaningful than the optimistic-pessimistic-realistic scenarios (OPR) 
often shown in business plans. Everyone knows that OPR are wild guesses that convince nobody and 
do not express a commitment. The combination of the Definition of Success and Definition of Failure 
is much more demanding: the Definition of Success states what you intend to deliver, while the 
Definition of Failure demonstrates your commitment to the minimum threshold that will lead you to 
pull the plug on the project. Simple perhaps, but how much more interesting for Decision-makers! 

Nespresso Classic Terminators 
(The terminators below are fictitious, as this information is confidential) 

 
Indicators 

Milestones 

Unit of measure 1 year 2 years 

Profit Million dollars  < 5  < 10 
Sales Million dollars  < 100  < 150 
Taste preference %  < 40 %  < 50 % 
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The Definitions of Success and Failure are tantamount to  
a contract 
The Definition of Success and the Definition of Failure constitute an explicit contract between 
Stakeholders because as a couple they express what you are committing to deliver. It is a very 
simple give and take deal: you for your part propose to deliver the Definition of Success (or at least 
the Definition of Failure), while your Stakeholders agree to provide you with what you need to make 
that happen—money or other resources, authorizations, and so on, because the end result (the 
Definition of Success or Failure) is attractive enough for them. 

Allocating resources or authorizing projects without Definitions of Success and Failure would be 
like making an investment without knowing the return on it. In theory, only foolish Decision-
makers fall into such a trap. In practice however, Decision-makers do quite often support projects with 
a fuzzy objective and no clear deliverables. Perhaps this explains why so many projects come to a halt 
before completion; by the time the Decision-makers have realized that the projects are getting 
nowhere, many resources have been wasted. 

Ratification of your Definitions of Success and Failure by Stakeholders (to whom you are 
accountable by definition) is the simplest way to be sure that their Aspirations are met. Lack of such 
ratification must be interpreted as a clear signal that you should review your Objectives and possibly 
negotiate the content of the Definitions of Success and Failure. The benefit of this process is that it 
aligns your concept with the Aspirations of the main Stakeholders. The Definition of Success and 
Failure can also be considered as expressing the Stakeholders WiiifT34.  

This puts an end to implicit understandings and assumptions, because the Definitions of Success 
and Failure are explicit statements. By making Objectives explicit you ensure that you and your 
Stakeholders agree on the ultimate deliverables. If you deliver, everyone will be happy. If, at the other 
end of the scale, you do not even achieve the level of the Definition of Failure, some or all of your 
Stakeholders will be very unhappy.  

The Definitions of Success and Failure bring discipline and focus. They are two key factors for the 
success of any venture or project, because once the Objectives have been agreed upon, they can be 
used by everyone, yourself included, to monitor the results. If some of the Objectives are not 
achieved, you must either be able to provide a very good justification/explanation or face the music 
(or both!). This forces the entrepreneur to focus on delivering in line with the Definition of Success. 
Stating Objectives explicitly creates liabilities, so this is a compelling driver to make things happen. 

                                                           
34  What Is In It For Them? 
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Many investors are tempted to link the reward with the ability to deliver the promise. This 
could translate into founders’ ownership dilution35 if certain milestones are not reached. Some 
founders have even lost everything because things did not happen according to the beautiful 
business plan they had authored to seduce investors. 

Your credibility will depend on how you define Success  
and Failure 
Your Definition of Success helps to establish your credibility. Whatever the case may be, 
management and investors will at one point or another want to figure out where you are heading 
and the potential of the Opportunity. So you will do well to anticipate and have a Definition of 
Success ready that can respond to these concerns. 

The existence of a Definition of Success proves that you have done your homework. It testifies 
to the fact that the promoters have taken the time to project themselves into the future and are not 
jumping into the project without due analysis. You should submit your Definition of Success and 
Failure only when you are prepared to back up your claims with proper justification. 

A project that has been presented with a realistic Definition of Success thus has a better 
chance of attracting a positive evaluation than one that hasn’t. It enables Decision-makers to 
verify easily that the proposal is compatible with their own objectives and their perception of its 
potential. Never forget that a project with an unrealistic Definition of Success and Failure will 
damage your credibility. 

  

                                                           
35  Mechanism reducing the percentage of the company owned by the founder with a corresponding increase of the percentage 

owned by investor(s). 
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Figure 15: The Definition of Success & Failure states the target and minimum Objectives 
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Factors that make a difference 

A little old lady answered a knock on the door one day, only 
to be confronted by a well dressed young man carrying a 
vacuum cleaner. 

"Good morning," said the young man. 

"If I could take a couple of minutes of your time, I would like to 
demonstrate the very latest in high-powered vacuum 
cleaners." 

"Go away!" said the old lady. "I haven't got any money!" and 
she proceeded to close the door. Quick as a flash, the young 
man wedged his foot in the door and pushed it wide open.  

"Don't be too hasty!" he said. "Not until you have at least seen 
my demonstration." And with that, he emptied a bucket of 
horse manure onto her hallway carpet. 

"If this vacuum cleaner does not remove all traces of this 
horse manure from your carpet, Madam, I will personally eat 
the remainder." 

"Well," she said, "I hope you've got a good appetite because 
the electricity was cut off this morning." 

 

To share this metaphor with your friend(s) click here or go to 
www.winning-opportunities.org/joke?nb=10 
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Factoring in the Factors 

Or more bluntly: no more need for a SWOT analysis 
actors are all the facts, issues, conditions, etc. that can have an impact on your ability to 
deliver what you have promised in your Definition of Success. We usually have little control 
over Factors. They are something you have to live with and deal with as best you can. 

Integrating the Factors into your Opportunity analysis is indispensable. Once you know what 
you want to do (CUE) and where you want to go (Definition of Success and Failure), you need to 
figure out the Factors that can influence the success of your Opportunity.  

SWOT analysis 
SWOT36 analysis is the classic and best-known way to bring factors into the picture. A pillar of 
strategic analysis, SWOT is traditionally broken down into: 

• Strengths and Weaknesses, the internal factors  

• Opportunities and Threats, the external factors 

These four factors are analyzed to determine the best strategy that will permit the company to 
“take advantage of its Strengths to seize Opportunities despite its Weaknesses while avoiding 
Threats”. Because the starting point is the environment (identifying Opportunities) this is typically a 
top-down approach, a very useful and effective one to optimize resource allocation. It is particularly 
relevant for companies that are already in business.  

                                                           
36  SWOT (Strengths, Weakness, Opportunities and Threats) analysis is the classic and best-known way to bring factors into the picture. 
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Limits to the effectiveness of the SWOT top-down approach:  

• The SWOT approach aims at integrating all the factors into a comprehensive strategy, starting from 
an analysis of the environment and including the Strengths and Weaknesses of the organization 

• This top-down bird’s-eye view requires a very broad analysis of the overall picture, and as such is 
likely to show up many factors that are not relevant to the Opportunity under analysis 

• Strategists at the top tend to be too remote from the action to figure out all the parameters to be 
taken into account. In addition the information received by people at the top is often pasteurized 
on its way up  

The bottom-up approach 
Working on an Opportunity requires a bottom-up line of attack. The IpOp Model is such an 
approach. You only need to take into account those SWOT factors that have an impact on your 
own Opportunity, ignoring any that impact the organization without actually affecting the 
Opportunity itself.  

Strengths and Weaknesses are not really words that belong in the intrapreneur’s vocabulary. 
And because you are still in exploration mode at the pre-project stage, they are not yet relevant. For 
instance, limited resources would typically be considered to be a Weakness while the IpOp Model 
assumes that you are not yet concerned about resources and competences, which will be addressed 
at a later stage. At this point, you assume that if the Opportunity is worth it you will find the 
necessary resources when the time comes37.  

Factors are parameters over which you have very little or no control, but that nevertheless have 
an impact on your ability to succeed. They are part of the Opportunity environment imposed upon 
you, you might say, by the rest of the world. Your project’s environment includes everything internal 
or external to the company. 

Unlike SWOT, the distinction between internal and external factors is not relevant here. 
Because both affect your ability to deliver your Definition of Success and Failure, internal Factors are 
as important as external ones. As an example of how internal Factors (as defined by SWOT) can have 
an impact on the exploitation of an Opportunity, a corporate culture focused exclusively on in-house 
technological excellence (an internal factor) might represent a major obstacle to introducing an 
invention developed outside the company. In this case it would not be appropriate to qualify this 

                                                           
37 See Chapter 14. 
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internal factor as a Weakness. The unsuitability of SWOT analysis for innovative projects is reflected 
by the some people’s habit of calling the SWOT… “so what?”  

How to identify Factors 
Brainstorming is a good starting point for listing all the Factors that have a direct or indirect 
impact on your Opportunity. Lateral thinking is recommended here, because linking unrelated 
Factors may create interesting opportunities, as exemplified by the laser vision correction 
technology example quoted above.  

PESTEL analysis can also contribute to identifying Factors. PESTEL is a trend analysis covering the 
six dimensions of Political, Economical, Social/Sociological, Technological, Environmental and Legal 
issues. Understanding trends and fashions can have a critical impact on your ability to succeed. For 
instance, the upsurge in Muslim fundamentalist terrorism has created Opportunities for security-related 
companies, Risks for the travel industry, and temporary setbacks (Obstacles) for Arab companies doing 
business abroad.  

Corporate and cultural factors, as we have seen, should not be underestimated, for they can play a 
significant role in the evolution of an intrapreneurial project. For instance, a new product that could 
impinge on the market share of an existing product in one company might be liable to trigger hostile 
reactions on the part of other teams that feel threatened, whereas in another corporate culture, such 
a challenge might on the contrary be welcome and encouraged. Territorial and personal issues can 
also have a significant impact on your ability to obtain buy-in from some of your colleagues. 

The list of Factors can never be complete, because it is impossible to think of them all. Typically, an 
initial list is produced in a brainstorming exercise, additional Factors being regularly added to the list 
as the preparation work progresses. It is important to have the discipline to write the Factors down, 
so that they can be systematically evaluated. 

Factors are also liable to change over time, further increasing their impact on your Opportunity. 
The significant fall in prices of long-distance telephone calls brought about by the emergence of 
VoIP, for instance, has changed the Business Model of many telephone operators, who used to rely 
on these revenues to subsidize local calls. A truly thorough approach will include thinking about how 
Factors can change over time and assessing the possible impact of these changes on your 
Opportunity. This too requires discipline. 
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Types of Factors 
Basically, Factors fall into two categories: 

• Boosters which have a positive effect on your project 

• Hurdles which have to be overcome or dealt with if your project is to succeed 

In turn, each of the above can be subdivided according to whether its degree of probability is:  

• Certain  i.e., will happen for sure 

• Uncertain  i.e., may or may not happen 

Risks are Hurdles that it may or may not be necessary to jump over. The difference between a Risk and a 
definite Hurdle is that a Risk comes into the uncertain category and may never materialize, while such a 
Hurdle is sure to have an impact. Note also that some Boosters also belong in the uncertain category. 

Subcategories that have to be identified to complete the picture are: 

• Barriers to Entry:  these are a particular kind of obstacle (a major Hurdle) on your path. The main 
point about them is that they are usually impossible to avoid and are particularly difficult to 
overcome, given that their prime objective is to keep competitors such as yourself at bay. 

• Opportunity Killers: these are Factors that can have a lethal impact on your project  

Getting Factors sorted 
Analyzing Factors is an obvious necessity, for they may come under several categories. The 
imposition of email signature authentification standards—or the decision not to introduce them—is 
an interesting example. Big players like Verisign doubtless have a different perception from smaller 
players such as WISeKey in its early days, given that such a Factor could make or break a smaller 
company. Such government regulations (before being adopted) may represent either:  

• A Risk, because they are an uncertain Hurdle (as long as they are not enforced, some people will 
be reluctant to use authentication services); such a Hurdle may or may not have to be overcome, 
depending on the consumers’ reaction, or 

• A Booster, since demand will surge if they do get imposed, or 
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• A Barrier to Entry (because some aspects of the regulator’s standards may impose conditions 
that restrict access to certain providers), or even 

• An Opportunity Killer, if compliance with the standard is too onerous  

Figure 16: Factors can influence the fate of the Project 

 

Analyzing Factors 
It is critical to understand the impact that each Factor can have on your Opportunity. You will 
be focusing on a specific Opportunity, so you must look at their impact on: 

• Your Definitions of Success and Failure. Because the KISs will be used to decide your fate, all 
Factors that have an impact on your KISs deserve your full attention  

• Possibly the CDCs. Considering the importance of CDCs for your ability to succeed, you must 
pay particular attention to all the Factors that have an impact on them38 

                                                           
38  Since CDCs are critical to achieving the Definitions of Success & Failure they are de facto included in assessing the impact of Factors 

on the Definitions of Success & Failure. Because this is an indirect impact I recommend that the impact on CDCs be evaluated 
separately as a safety measure. 
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Systematic assessment of Factors is necessary to give you as complete as possible an 
understanding of the influence they may have on your project. You must screen each of them 
individually and define it as a Booster and/or a Hurdle, and also assess its impact on both your 
Definition of Success and your CDCs. This may be instinctive for certain talented people but nothing 
beats a systematic approach. A combination of talent, intuition and methodology is a compelling 
recipe for success. 

Once you have determined which Factors are critical you can focus on those that have the 
greatest impact on your Definition of Success. Each Factor should be rated on the following scale: 

• Critical:  its outcome could make or break the project 

• Important: it could have a major impact on the project but probably not a critical one 

• Unimportant: its impact on the project will be only negligible 

Cataloging Factors helps to identify Tactical Moves. When a Hurdle makes its appearance it is 
natural to consider what can be done to prevent it or deal with it. Similarly there will be a natural 
temptation to do what should be done to take advantage of a Booster. Any Tactical Moves identified 
on the go should, as usual, be recorded for later use39. So the main purpose of analyzing Factors is 
not to show that you have done your homework—as is too often the case with the SWOT analysis—
but to identify very relevant Tactical Moves. 

Factors for Nespresso Classic 

No Factor 
Nature 

Hurdle Booster Uncertain 
probability 

Barrier to  
entry 

Opportunity  
killer 

1 
Support from 
head office X X X X X 

2 Reaction by the 
competition  X X X  X 

3 Technological 
evolution  X X  X 

4 Media reaction  X X   

5 
Raw material 
price 
fluctuations 

X X X   

6 Economic trends 
and purchasing X X X   

                                                           
39  See Chapter 12. 
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No Factor 
Nature 

Hurdle Booster Uncertain 
probability 

Barrier to  
entry 

Opportunity  
killer 

power evolution 

7 Cocooning  X    

8 
Perception of 
coffee’s impact 
on health 

X X X   

9 
Retailers’ 
reaction X     

10 Machine partners’ 
reaction X X X X  

11 Quality 
problems  X  X  X 

12 New way to 
make espresso X X  X  

13 Unknown brand X   X X 

14 
Absence of 
distribution 
network 

 X  X 
 

15 
Sustainable 
development 
trend 

X X    
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Chapter 

Anticipating Unknowns aids damage 
control 

“A man woke up one morning to find a gorilla in his tree. He 
phoned the nearest SPCA. The serviceman arrived with a stick, 
a Doberman, a pair of handcuffs and a shotgun.  

“Now listen carefully,” he told the homeowner.  

“I’m going to climb the tree and poke the gorilla with this stick 
until he falls to the ground. The Doberman has been trained 
to go straight for his private parts. When the gorilla crosses his 
hands to protect himself, you slap the handcuffs on him.”  

“Got it! But what’s the shotgun for?” asked the homeowner.  

“If I fall out of the tree before the gorilla,” the serviceman 
replied, “Shoot the Doberman!” 

11 

To share this metaphor with your friend(s) click here or go to 
www.winning-opportunities.org/joke?nb=11 

 

Take-home of  
this chapter 

• Cataloging open issues 
(Unknowns) 

• Reducing the level of 
uncertainty 

• Managing Unknowns 

 

Jumping into the Unknown 

http://www.winning-opportunities.org/
http://www.winning-opportunities.org/joke?nb=11
http://www.winning-opportunities.org/joke?nb=11
http://www.winning-opportunities.org/joke?nb=11


W I N N I N G  O P P O R T U N I T I E S  C H A P T E R  1 1  

 

 PAGE 106    

Jumping into the Unknown 
All projects have open issues 

he only certain thing about a project is that it will contain elements of uncertainty. The 
more we can reduce the level of uncertainty of any open issues/Unknowns present, the more 
substantial will be our chances of success. It is wishful thinking to imagine that we do 

business in a predictable environment. The main difference between Unknowns and Risk Factors is 
that it is possible to reduce their level of uncertainty (by testing, for example), whereas risks cannot 
be tested. Whatever you do not know but could verify, at least partially, belongs to the realm of 
Unknowns. Until a product has been fine-tuned and is ready for industrial production, a certain level 
of open issues will exist in respect of its realization. The management of Unknowns is thus an integral 
part of risk management. 

Shareholders, investors and lenders all hate Unknowns, because they hate uncertainty. Your 
credibility will be greatly increased if you can show Decision-makers that you have done your 
homework and are honest about what you do not know. This in itself is a good enough reason to 
include Unknowns in your presentation to Decision-makers. They will also facilitate an informed 
decision by all the parties involved, yourself included, because everyone will then be able to evaluate 
the associated Risks. Furthermore, any reduction in the level of uncertainty will also increase your 
ability to clarify your Definition of Success.  

Unfortunately, Unknowns are very rarely presented as such in the business plan. Surprisingly, 
too, very few Decision-makers even ask about them! Even innovators or promoters do not take 
time to catalog open issues, often thinking themselves familiar with them. They are later dismayed 
to discover that not having addressed an Open Issue at the opportune moment was a costly 
mistake. For instance, the production of a chemical compound in large containers may have quite 
different results from those obtained in a pilot study in the laboratory environment, and it is vital to 
take this into consideration. 

T 
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Cataloging Unknowns  
Early Cataloging, as with Factors, is the first step in dealing with Unknowns. Here again 
brainstorming is a good starting point for identifying as many of them as possible. And whenever 
you are not sure of having the correct answer to a question addressed by the IpOp Model, you 
should consider this an Unknown that will have to be dealt with at some point. For instance, as long 
as you are not certain that you have correctly identified a certain Stakeholder’s Aspirations, you 
should treat the matter as an Unknown.  

Cataloging the Unknowns brings other benefits as well: 

Decision-makers greatly appreciate being given a list of Unknowns. Outlining what needs to be 
investigated increases their confidence level in the project: with everything on the table, there is 
more transparency about what can go wrong.  

Cataloging Unknowns often facilitates the identification of Tactical Moves, which will then be 
made to reduce the level of uncertainty. Like other parameters, potential Tactical Moves should be 
recorded in a list (see the following chapter). A basic virtue of Cataloging Unknowns is that it helps to 
build a better Action Plan. 

Unknowns ordinarily fall into six categories, each with its corresponding set of questions: 

• Technological Unknowns: 

− Will the product perform consistently as expected? 

− Can you manufacture an industrial product economically? 

− Will you be able to scale up production and delivery? 

− What will be the environmental impact of the product or its production? 

− Etc. 

• Market-related Unknowns: 

− Who will benefit and who will buy? 

− At what price? 

− How many people would be prepared to pay the price your Definition of Success requires?  

− With what performance and Customer’s Decision Criteria? 

− How can you reach customers? 

− Can you handle the compliance requirements? 

− Etc. 
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• Stakeholders Unknowns: 

− Do you know all of your Stakeholders’ Aspirations? 

− Have you identified all of your Stakeholders’ Resistances? 

− Have you cataloged every one of the Constraints expected by your Stakeholders? 

− Are you sure of the Decision-makers’ criteria for selecting a Project? 

• Organizational Unknowns (these affect intrapreneurs particularly): 

− Will you be able to defuse internal organizational resistance? 

− Will you be able to handle management’s changes in priorities and allocation of resources? 

− Will you be able to build your “dream team”? 

− Etc. 

• Resource Unknowns: 

− Can you obtain the necessary resources and will they be available when you need them? 

− Will you be able to cope if resources stop being available? 

− Will you still be able to manage if team members get assigned to other projects? 

− Etc. 

• Network Unknowns 

− Do you have access to the network of experts that you need? 

− Do you have access to influential government officials? 

− Do you have a good enough rapport with the key players in the distribution sector? 

− Etc. 

Teamwork pays. Because there are so many types of Unknowns, a single individual will rarely have 
all the skills required to reduce the level of uncertainty of all of them. This is a field in which 
multidisciplinary teams tend to be more effective, and it is critical to put together a team that 
combines the relevant skills. 
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Prioritizing Unknowns  
You must assess the impact of Unknowns on your Definition of Success and Customer’s 
Decision Criteria: 

• Understanding which KISs are affected by each Unknown will help pinpoint those that are most 
important for your Opportunity  

• Likewise, Customer’s Decision Criteria (CDCs) are often affected by Unknowns. Technological, 
network and market-related Unknowns (see above) usually have a real impact on CDCs. More 
than one company has lost a lot of money or gone right out of business because it misjudged its 
ability to deliver certain CDCs 

Deciding which Unknowns are critical will allow you to focus on those that have the most impact 
on achieving your Definition of Success. Each issue should therefore be rated on a scale within the 
following range (identical to the one used for rating Factors): 

• Critical:  its outcome could make or break the project 

• Important: it could have a major impact on the project but probably not a critical one 

• Unimportant:  its impact on the project will be only negligible 

Prioritizing Unknowns is a requirement in terms of optimizing resources, because you will not 
(usually) have enough resources to reduce the level of all of them. Critical Unknowns often get 
neglected because people have a natural inclination to pay more attention to areas that correspond to 
their personal interest. For example, scientists or engineers will typically expend most of their time and 
energy (this is a resource) fine-tuning the characteristics of a product (as this is what they like to do and 
are trained for), and neglect the commercial Unknowns (for which they have not been trained). 

Reducing the uncertainty level 

Be humble enough to recognize what you do not know. Because open issues are evidence of a 
lack of knowledge (it is normal to be ignorant, for nobody can know everything), Cataloging them is 
a sign of wisdom and honesty. Every Unknown is important to investors. But it is much less effective 
to keep the unknowns in the back of one’s head than to make a list of them in writing if you want to 
capture them all. Be willing to acknowledge (and admit) what you do not know. 

Cataloging Unknowns can give you an idea of the Tactical Moves you need to make in order to 
obtain the missing information. This will not always be possible, but you can very often learn a lot 
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without using too many resources. Gathering knowledge is the bread and butter of business 
intelligence experts. 

Splitting each Unknown into a number of subordinate Unknowns can sometimes help to make them 
much less complex and so easier to deal with. This is particularly rewarding in the case of technological 
Unknowns, where a technical problem can be solved by addressing several sub-problems.  

Testing assumptions is often the key to reducing the level of uncertainty. An effective way to do 
this is to identify inexpensive and quick Tactical Moves to test your assumptions. For instance, a 
simple survey among a small population of potential customers can give you a fair idea of their level 
of interest and the price they would be prepared to pay. Because a more thorough investigation is 
very expensive and time-consuming in most cases, you will have to satisfy yourself with 
approximations and extrapolations, but at least you will know more than you did before.  

Pilot studies can help to come to terms with Unknowns. For instance, you may discover that it is 
much more difficult to scale up production than you originally assumed. The army learnt this the 
hard way: because the chemical reactions in a cooking pot depend on the size of the pot and the 
amount of food in it, a recipe that produces a great soup for four people is unlikely to work well if you 
are feeding four hundred soldiers. 

Only 20% of the information is needed to make 80% of the decisions. This general statement, 
inspired by the classic Pareto rule, has important implications for dealing with Unknowns: reducing 
the level of uncertainty by 20% is usually enough to make much better decisions. 

Monitoring Unknowns  
As with Factors, the list of Unknowns will never be complete, because they cannot all be 
immediately identified. Any Unknowns that come up later can then be included in the list. They may 
also change over time, and vary in their relative importance. The introduction of a new standard or 
regulation will automatically create Unknowns in respect of its acceptance until you can establish 
that your current product will remain compatible. 

Unknowns must be monitored over time, because for some of them the level of uncertainty will 
inevitably increase, while in the case of others it will be reduced.  

Managing Unknowns is a dynamic process because of the constant evolution of knowledge and 
situations. Your priorities will also change over time. So every once in a while you should check the 
status of your Unknowns and redirect your focus accordingly. Gathering information is important 
and must be pursued throughout. 
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Figure 17: Unknowns express the level of ignorance 

 

Unknowns for Nespresso Classic 

Unknowns Possible Tactical Moves to reduce the level of uncertainty            

Obtaining resources from head office Prepare a good Opportunity Case40 that minimizes risks (especially 
any that are liable to harm Nestlé’s image) 

Consumer acceptance Market studies, focus groups, etc. 

Cooperation with machine 
manufacturers 

Sound out manufacturers 

Process reliability  Endurance tests, in-house research and development, partial 
subcontracting 

Formation of a strong team Psychological profiles, training, team building tools, coaching, etc. 

 

 

                                                           
40  See Chapter 16. 
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Scoring points with a smart Tactical Move 

At the emergency meeting of the UN regarding another 
conflict in the Middle East, the floor has been given to the 
Israeli Ambassador.  

The Israeli Ambassador began, "Ladies and gentlemen before 
I commence with my speech, I wanted to relay an old story. 
When Moses was leading the Jews out of Egypt he had to go 
through deserts and prairies and even more deserts. The 
people became thirsty and needed water. So Moses struck the 
side of the mountain with his cane and at the site of that 
mountain a pond appeared with crystal clear, cool water. And 
the people rejoiced and drank to their hearts' content. Moses 
wished to cleanse his whole body, so he went over to the 
other side of the pond, took off all of his clothes and dove into 
the cool waters of the pond. Only when Moses came out of 
the water he discovered that all of his clothes had been 
stolen. And I have reasons to believe that the Palestinians 
stole his clothes." 

Yasser Arafat, hearing this accusation, jumps out of his seat and 
screams, "This is a travesty. It is widely known that there were 
no Palestinians there at the time!"  

The Israeli Ambassador continued, "And with that in mind, 
let me begin my speech…" 

112 
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The time to Move has come 
The path to the Definition of Success is paved with  
Tactical Moves 

he fun part is in the action. This is why people excel at thinking of Tactical Moves. In fact, 
most people jump straight from identification of the Opportunity into planning Tactical 
Moves. Some even jump into the action without any planning at all. Because most creative 

people are action-oriented, their natural inclination is to skip the strategic analysis presented in the 
previous chapters. For while analyzing, understanding, thinking, learning and all the other efforts 
required by these steps may be intellectually stimulating, they are not directly connected to action. 
And these people like action. My aim here is to show that insufficient strategic analysis weakens the 
effectiveness of those Tactical Moves. 

Tactical Moves are all the actions that will take you from your current situation to the one 
described by your Definition of Success.  

Barriers to Entry 
Most Tactical Moves are designed to help you attain your Definition of Success, but there is one 
category that is specifically designed to ensure that you get there first, and preferably alone. Its main 
objective is to protect you by building Barriers to Entry that prevent competitors from enjoying a slice of 
your cake. 

Barriers to Entry are usually necessary if you want to become (and remain) a market leader. 
The idea is to keep challengers at a distance, because competition reduces profit margins. This 
might also be called the “leave me alone” strategy. Some people in the non-profit or public 
sector believe that this issue is only relevant to the private sector. The reality can sometimes be 

T 
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different, as is demonstrated by the emergence in Europe of private business schools challenging 
public universities.  

Some of the many types of Barriers to Entry are: 

• Patents (e.g. patented drugs) 

• Brand recognition (e.g. Amazon) 

• Exclusive rights (e.g. oil digging in certain countries) 

• Government regulations (e.g. banking license) 

• Proprietary systems (e.g. Apple computers operating system) 

• Capital intensive activities (e.g. computer chip manufacture) 

• Distribution network (e.g. ice cream distribution) 

• Strategic partnerships (e.g. Intel and Microsoft) 

• Access to customers (e.g. PADI’s access to scuba divers worldwide) 

• Support of powerful influencers and specifiers (e.g. medical doctors) 

• Secret knowledge (e.g. Coca Cola recipe) 

• Etc. 

Barriers to entry that protect Nespresso Classic 

Barriers Comments 

The Nespresso brand name Perception of a top-quality product  
Sensual and emotional associations 

Customer service through the 
Nespresso Club 

24/7 availability 
Personalized service   
Customer intimacy 

Vertical control of the production chain From purchasing the raw coffee to the final cup of coffee  

A plethora of channels for distribution 
and consumer access 

Internet 
Call center 

Email, SMS, fax 

Boutiques  

Bars, hotels, restaurants 

Equipped businesses 
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A single machine manufacturer   No leakage of confidential information in regard to machine 
manufacture 

Exclusive relationship with machine 
partners  

Machine partners worldwide covering a vast part of the market 

Capsule production   Expense of a factory costing tens of millions of Euros 

Specific know-how 

Machine design Experience with the technology ensuring reliability 

Patents Exclusive technology and sufficient clout to combat fraudulent 
imitations 

Brainstorming to find the Moves 
Finding Tactical Moves is a highly creative process. People are constantly coming up with 
spontaneous ideas, but they are often not very original or do not meaningfully help progress 
towards the Definition of Success. This is why brainstorming techniques, which stimulate lateral 
thinking, which can in turn produce original Tactical Moves, are so highly recommended.  

Tactical Moves help build the Value chain. A Tactical Move made by eBay, for example, which has 
substantially contributed to building trust—a critical success factor—was the vendor rating system 
that gave buyers the opportunity to say how satisfied they were with the way their purchase was 
handled. Other Tactical Moves by eBay include offering an escrow payment system to increase 
buyers’ confidence level; setting up foreign eBay sites to handle non-US business; organizing a 
neutral dispute resolution solution; providing online tutorials; designing a very user-friendly interface 
for buyers and sellers; etc.  

The purpose of Tactical Moves is to contribute to: 

• Satisfaction of PNDs, particularly those expressed in the PND Statement  

• Delivery of Stakeholders’ Aspirations  

• Reduction of Stakeholders’ Resistances  

• Compliance with the Constraints that must be respected on your way to achieving your 
Definition of Success 
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• Improvement of the product CDCs allowing to get customers’ buy-in, which is indispensable for 
reaching your Definition of Success. This comes down to improving the Solution by improving its 
features 

• Delivery of the Definition of Success (for example implementing a distribution channel giving 
access to the targeted customers) 

• Exploitation of Boosters that can help you reach your Definition of Success 

• Overcoming existing Hurdles on your road to the Definition of Success 

• Reduction of Risks (uncertain Hurdles) or alleviation of their consequences  

• Reduction of the level of uncertainty of Unknowns by providing additional information 

• Protection of your territory. This mostly means building Barriers to Entry to block competitors 

The ability to make certain Tactical Moves cannot be taken for granted. Some Moves may require 
the assistance or cooperation of others. For instance, selling through the Internet requires the use of a 
credit card or some other payment system. To avoid frustration, it is important to understand clearly 
what the dependences are. Such “pre-conditions” may be thought of as Hurdles to be overcome.  

The nature of Tactical Moves 
Tactical Moves can cover a wide variety of dimensions and issues, limited only by the limits of 
our imagination. The following examples illustrate what some companies have done, showing how 
each of these sub-strategies is supported by a number of Moves: 

Sub-strategy Examples of implementation Examples of Tactical Moves 

Brand identification Intel “Intel Inside” sticker on each PC, serving as 
branding  

Choice of distribution channel Dell Direct selling to consumers instead of going 
through retailers 

Pricing easyJet or Southwest Airlines Dynamic pricing 

Technical leadership Cisco Acquiring most of the new competing 
technologies (except Juniper) 

Delocalization  Accenture Software development in India 

Differentiation Alessi kitchenware Superior design 

Vertical integration Migros, Switzerland Retail outlet with food production facilities 
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Sub-strategy Examples of implementation Examples of Tactical Moves 

Packaging Evian 750 ml bottles with a hook on the cap for 
hanging  

Logistics DHL/FedEx Package tracking system 

Working conditions Google Excellent work environment 

Empowerment  Google Encouragement of employees to innovate 

Remuneration  World Wrestling Entertainment Linking wrestlers’ income to the turnover 
they generate 

Executive development Cap Gemini  Corporate university to develop company 
talents 

Financing Car suppliers Offering leasing schemes to customers 

Try and buy Shareware Downloadable software  
with restricted features or  
limited use 

Open source Linux Licensing, commitment to allow others to 
benefit from any improvements free  
of charge 

Specialization  CNBC Continuous business information ticker on 
screen  

Procurement Nestlé Centralized global raw material purchasing 

Bundling  Microsoft Preinstalled Windows operating system and 
browser on new PCs  

Standardization  Wireless 802.11 WIFI label, certification,  

Extension of  
product range  

Mercedes “A” series to open up  
new markets 

Diversification  Blackberry Expanding market penetration by targeting 
teenagers 

Subcontracting  Serono (now Merck Serono) Subcontracting some R&D  
to the Weizmann Institute  
in Israel 

Partnering  Oracle Partnering with Ford to fine-tune a reverse 
auction  
Internet platform 

Patenting  Amazon  “One click” 

Secrecy  Coca Cola Secret recipe  
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Figure 18: Tactical Moves are the required actions to deliver the Definition of Success  

 

Collateral Effects  
Not all Moves are innocuous. In addition to their impact on the project, some of your moves may 
also impact Stakeholders. This is a Collateral Effect. When the impact is positive, nobody will 
complain. But when a Move has a negative impact, you are in danger.  

Since you are accountable to Stakeholders, you ignore Collateral Effects at your peril, unless you 
like living dangerously. Bearing in mind that Stakeholders have power over you, you must evaluate the 
Collateral Effects of your Tactical Moves (or combinations of Moves) if you want to avoid their wrath.  

There are many types of Collateral Effects. Here are some of them: 

• Damaging the company’s reputation 

• Altering the essence or image of an existing brand 

• Upsetting distributors or other partners 

• Reducing the market share of other company products (this is known as cannibalization) 

• Irritating management  
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• Disclosing critical information  

• Making colleagues jealous, etc. 

It is suicidal to ignore the possibility of Collateral Effects. They must therefore be included in your 
Risk management efforts (see Chapter 13). As for any Risk, a contingency plan must be on hand in 
case a Collateral Effect materializes. Collateral Effects resulting from Tactical Moves may require other 
Moves to mitigate their consequences or prevent them from happening. 

Figure 19: Tactical Moves can produce Collateral Effects that might upset Stakeholders 
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Possible Collateral Effects for Nespresso 

• Reduction of Nestlé profit 

• Damaging the reputation of Nestlé  

• Damaging the Nespresso brand 

• Cannibalizing other Nestlé products 

• Hurting machine partners’ interests 

• Negative impact on the environment 

Suicidal Moves  
Certain Moves are ineffective or even counterproductive. Their implementation is often the result 
of a poor understanding of people’s behavior. They prevent the adoption of new products or the 
sustainability of the project.  

Ignoring people’s resistance to certain things, for instance, can lead to failure. Classical examples of 
resistance are: 

Resistance to Examples Result 

Learning something new QWERTY keyboard  Faster and more effective ways to enter text have not 
managed to dethrone the QWERTY keyboard (or its 
equivalent in other countries) 

Writing off capital or 
infrastructure 

TGV (French fast  
train network) 

Only a limited number of countries have so far adopted 
the TGV because it requires new railroad tracks. 

Relying on a sole resource 
or supplier 

Linux vs. Microsoft Linux’ success can be partially attributed to the fact that 
some users do not want to be in the exclusive hands of 
Microsoft 

Using something imposed 
on them 

New Coke  Coca Cola consumers managed to reverse the 
replacement of Classic Coke by the New Coke recipe  

Paying for something that 
is expected to be free 

Internet subscriptions Very few information providers have managed to 
convince Internet users to subscribe to paying services 

Sacrificing comfort Using multiple garbage 
disposal bins to recycle waste 

Only a small percentage of consumers make the effort 
to separate the various components of garbage 

Not getting what has been 
promised 

Dell Users not buying Dell anymore because of the poor 
quality of telephone support (e.g. 15 hours arguing on 
the phone to obtain replacement of a $100 USD hard 
disk that is still under warranty) 
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Nespresso Classic’s Tactical Moves 
The following list is not exhaustive: 

Tactical Move Advantages gained 

Separate trade mark and entity 
from Nestlé’s 

Increase in Nespresso’s freedom of movement by limiting the organizational 
constraints characteristic of multinational companies 

“Luxury” positioning 

Limitation of impact on Nestlé’s image in the event of failure 

Avoidance of a negative impact of Nespresso’s business strategy on that of Nestlé 

Technical design of machines by 
Nespresso 

Perfect correlation of capsules and machines 

Mastery of production chain and quality 

Uniform design for all machines 
managed by Nespresso 

Influence the consumer’s experience 

Uniformity of image 

Optimal integration of machine design and functions 

Wide choice of machines (six basic 
models available in tens of 
versions) 

Possibility for consumers and machine-partners to personalize their machines 

Variety of systems without compromising the coffee quality  

Use of a sole producer for 
manufacturing all machines 
commercialized by machine-
partners 

Control of machine quality 

Avoidance of dependence on machine-partners 

Safeguarding of machine-production know-how 

Centralization of capsule 
production 

Safeguarding of capsule-production know-how 

Control of capsule quality 

Savings thanks to large-scale production 

Purchase and control of raw 
materials in producer countries 

Promotion of fair trade 

Mastery of entire production chain 

Freedom to select the most appropriate products 

“Luxury” positioning and status 
symbol 

Remove resistance to price and achieve greater profit margin 

Stand out from the competition and its “household product” positioning 

Rapid international deployment Maintenance of international leadership 

Satisfaction of Nestlé’s growth ambitions 

Highly dynamic website Development of customer/client intimacy 

Supply of completely new markets 

Sale of derivative products 
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Tactical Move Advantages gained 

Launching of Nespresso magazine  Development of customer/client intimacy 

Development of partnership with advertisers 

Enhancement of brand value 

Ability to educate consumers 

Retail boutiques Additional sales outlets 

Full-time visibility 

Strengthening of “luxury” positioning by choice of location and decor 

Sale of derivative products Enhancement of brand value 

Mastery of more dimensions underlying the  
consumer’s experience 

Highly motivated, proactive team Exploit all opportunities without being subject to the constraints of a large 
company (while culling the benefits it brings) 

Evaluating and choosing Moves 
The most critical issue is choosing the right Moves, because no entity can afford to make all the 
Moves that may come to mind. Their implementation is limited for various reasons: lack of resources; 
incompatibility of some Moves with others; counterproductive effects, and so on. A selective 
approach is thus indispensable. Selection is often done by gut feeling, not to mention other esoteric 
or random methods that are used more frequently than people think (e.g. astrology, blood groups, 
flipping a coin, etc.)! 

A structured selection methodology provides coherence and security, because it will complement 
intuition and gut feelings (not that these should be discounted!), and so alleviate the impact of emotional 
factors. The IpOp Model provides a process for qualifying Tactical Moves in a rational manner.  

The benefits, drawbacks and impact of each Tactical Move considered must be evaluated in 
respect of its ability to ultimately achieve the Definition of Success and Failure. This implies 
evaluating its impact on the: 

• Definition of Success. To what degree will each Tactical Move improve the measured value of 
your KISs? Because your first priority is to achieve the Objectives stated in your Definition of 
Success, you must choose those that have the most positive impact on your KISs. 

• CDCs. Will each Tactical Move contribute to improving the features corresponding to the operative 
CDCs? Because improving these CDC features can translate into real Competitive Advantages, it 
makes sense to select Moves that increase the level of excellence of your CDC offering. 
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• Unknowns. Will the Tactical Move reduce their degree of uncertainty? You have identified a 
number of Unknowns that need to be clarified, so some Tactical Moves are required to increase 
your knowledge and thus reduce the level of uncertainty. 

• Boosters. Will the Tactical Move help to take advantage of Factors that can boost your chances of 
reaching your Definition of Success? It would be a pity to miss those opportunities. 

• Hurdles. Will the Tactical Move help overcome or avoid Hurdles, including Barriers to Entry? 
Implementing the affordable Tactical Moves that can help you avoid difficulties will facilitate your 
achieving your Definition of Success. 

• Risks. Will the Tactical Move help reduce the impact of Risks? As a subcategory of Hurdles, Risks 
are the enemy that prevents you from delivering your Definition of Success. So affordable Tactical 
Moves that can contribute to reducing the impact of Risks are very welcome. 

• Protection. Will the Tactical Move help build Barriers to Entry that protect you from competitors 
who could prevent you from delivering your Definition of Success? Select (fair!) Tactical Moves 
that can serve to protect you, especially those that build Barriers to Entry for others. 

The evaluation process could include assigning a value to the level of benefits provided by each 
Tactical Move, for example on a scale such as the following:  

• 3 = Essential/critical  

• 2 = Valuable 

• 1 = Useful (nice to do) but not urgent  

• 0 = Not worth it  

Your “final decision” consists in choosing to make or not make each Tactical Move, based on 
your overall assessment of the impact of each Move on the various parameters. It reflects an 
arbitration process evaluating the contribution each Tactical Move can make towards your delivering 
your Definition of Success with the lowest possible consumption of resources. 

This “final decision” is not yet final, because you will need to verify later that the mix of Moves is 
coherent and that you have the resources to implement them. Otherwise you will need to go back to the 
above table and adjust it accordingly.  
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The merits of a good plan 

One day, farmer Jones was in town picking up supplies for his 
farm. He stopped by the hardware store and picked up a 
bucket and an anvil, then stopped by the livestock dealer to 
buy a couple of chickens and a goose. 

Now he had a problem: how to carry his entire purchases 
home. The livestock dealer said, "Why don't you put the anvil 
in the bucket, carry the bucket in one hand, put a chicken 
under each arm and carry the goose in your other hand?" 

"Hey, thanks!" the farmer said, and off he went. 

While walking he met a fair young lady. She told him she was 
lost, and asked, "Can you tell me how to get to 1515 
Mockingbird Lane?" 

The farmer said, "Well, as a matter of fact, I'm going to visit my 
brother at 1616 Mockingbird Lane. Let's take a short cut and 
go down this alley. We'll save half the time to get there." 

The fair young lady said, "How do I know that when we get 
into the alley you won't hold me up against the wall, pull up 
my skirt and ravish me?" 

The farmer said, "I am carrying a bucket, an anvil, two 
chickens, and a goose. How in the world could I possibly hold 
you up against the wall and do that?" 

The young lady said, "Well, you could set the goose down, put 
the bucket over the goose, put the anvil on top of the bucket, 
and I'll hold the chickens.” 
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Moving according to Plan! 
Moves don’t mean much until they are integrated into a 
coherent Plan 

our Action Plan will then integrate and organize all the Moves you have selected with a 
view to delivering your Definition of Success, defining the path to it. Since you have a 
commitment to your Stakeholders—yourself included—to deliver the Definition of Success, 

or at the very least the Definition of Failure, selecting the most appropriate and resource-effective 
combination of Moves is critical.  

A coherent Plan 
Aim to avoid the YTYTBYNS syndrome. “YTYTBYNS” stands for “You Try, You Try, But You Never 
Succeed”41. In clear terms, the name of the game is to deliver the maximum output (corresponding to 
your Definition of Success) using a minimum of resources and experiencing a minimum of problems.  

It is critical to have a coherent Action Plan to maximize the benefits generated by the potential 
synergies of combined Moves. Lack of coherence leads to a waste of resources (including money and 
time). The Moves selected must therefore not only be compatible with each other but must also be 
put into effect at the right time. It is useful to position the Moves on a time line (for example a Gantt 
chart) visualizing what should happen and when.  

Understanding the interrelationships between Moves is necessary to maximize the “return on 
Moves”. It might, for instance, be counterproductive to advertise heavily before the product has 
become readily available in the stores. Other Moves can be made only after certain milestones have 

                                                           
41  Another easier to remember version is the TAHALBUNS syndrome (Try As Hard As you Like, But You'll Never Succeed). 
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been reached or certain Factors have materialized. The use of traditional project management 
tools—of which Critical Path Analysis (CPA) or Program Evaluation and Review Techniques (PERT) are 
classic examples—can be useful in managing these interrelationships.  
Compatibility with the corporate mission and the organization’s strategy needs to be verified at 
this stage. It may for example transpire that the Opportunity is compatible with the mission but that 
the Action Plan no longer fits in with the current strategic options. Selling advertising space is 
compatible with the mission of a newspaper whereas the sale of that space to advertise 
pornographic material may be out of synch with the company’s strategy. 

The risk of cannibalizing existing company offerings must also be weighed, for this could trigger 
a war between departments or other group entities. For instance, EDF (the French Electricity 
Company) could consider providing Internet services via its electricity network. Although compatible 
with its mission, this might put the company in competition with its sister company French Telecom. 
Since both of these companies belong to the French government, it is clear that this kind of 
competition could open up a can of worms. 

The impact on other departments must also be taken into account. In addition to cannibalization 
within the company, it is important to ensure that territorial issues are properly factored in. If the 
distribution of the new product involves the sales department, for example, you need to be aware of 
this parameter and think about how you can get that department to cooperate. Here of course we 
are talking about a Collateral Effect, as defined above42.  

Handling Risks  
Large, deep-pocketed organizations are notoriously averse to taking risks. But in point of fact, 
we should all be averse to taking risks! Contrary to common belief, entrepreneurs do not like to take 
risks. What they like is success, and they are willing to take certain risks to achieve it. Only gamblers 
like taking risks. Entrepreneurs would do well to know how to cope with risks (i.e., manage them), but 
not to seek them.  

Showing that the Risks have been thoroughly analyzed is particularly important in large 
organizations because of this natural aversion to risk. They will usually prefer to miss an opportunity 
than run excessive risks. Risks can of course also be deadly for smaller organizations, but the more 
vulnerable among them usually feel compelled to take the gamble. It is very important to clearly 

                                                           
42  See Chapter 12. 
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identify and monitor the Risks that you absolutely cannot afford to take if failure would be fatal or at 
the very least too painful.  

Not only the Risk itself must be monitored, but just as important is monitoring its triggering 
Factor. Monitoring the triggering Factor provides an earlier warning and offers more time to react. 
For example, if the exchange rate is a critical Factor, you would do well to identify the elements that 
can cause it to fluctuate. Once a new situation (Risks included) has arisen, there is usually no time for 
a thorough analysis. In order to keep improvisation to a minimum it is healthier to anticipate the 
most suitable (clearly defined) reaction as far as is possible.  

There are four categories of Risks. Each has to be addressed to avoid a painful landing: 

• Risks that can affect the project are the most obvious. Any business plan that does not include 
them (and this is rarely the case) would end up in the garbage can. These risks are most 
accurately defined as Factors (more precisely uncertain Hurdles) that would detract from 
delivering the Definition of Success if they were to materialize. 

• The global risk that the Project runs, because it is vital to know how far you can go and what the 
consequences are if the whole thing turns sour. Looking at the individual Risks is not enough: you 
must evaluate the overall picture of the Risks associated with your project, including their 
combinations. The fate of subprime loans43 exemplifies how failure to take combinations of risks 
into account could create unbearable exposure or even a serious crisis.  

• The cost associated with the premature termination or suspension of a Project is not always 
properly factored in. Getting rid of subprime loans or closing down a nuclear plant are obvious 
examples of how difficult it can be to quit the game. Getting rid of an oil-drilling platform can also 
turn out to be a very costly exercise. Shell came to the painful realization, when it was time to get rid 
of an offshore drilling platform, that its reputation was being badly affected by environmental issues. 
So it would be healthy to include in the analysis, even at this pre-project stage, the cost of having to 
terminate or suspend the project. This step then serves as a contingency plan for managing such 
termination. Like any contingency plan, it requires resources, and it is management’s responsibility to 
keep sufficient resources on hand to be able to implement it. While such a forward-looking policy is 
an essential part of responsible behavior, very few project promoters in fact go to such lengths. 

• The fourth category of Risks comprises the Collateral Effects of Tactical Moves44. Because 
Collateral Effects do not usually affect the Project itself—the primary concern of project 

                                                           
43  Subprime loans are innovative financial products with an underestimated risk component (the possibility that the real estate market 

could crash and a large number of people who would not be able to honor their financial obligations was underestimated). 

44  See Chapter 12. 
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initiators—these Risks are rarely addressed explicitly at this stage. But Collateral Effects are bad 
news for Stakeholders, to whom you remain accountable, so they need to be explicitly included 
in your overall Risk analysis. Your Stakeholders will certainly not like them, and their inclusion 
might even prevent them from giving your project the green light. But even if such a seeming 
rejection feels like a setback, it might surprisingly turn out to be a blessing for you in the end, 
because if the Collateral Effects were to materialize later you would have to deal with some very 
angry Stakeholders, never a pleasant experience! 

Managing Risks means not only identifying them and anticipating their impact but also 
preparing contingency plans. Clearly defining your reaction well in advance is a must if you are to 
alleviate the impact of critical Risks. Preventive Tactical Moves can also be developed or 
implemented to avoid certain Risks or reduce their impact. For instance, hedging will reduce 
exposure to currency fluctuations. 

The contingency plan sometimes turns out to be the main plan. easyJet offers an excellent 
example of the potential of contingency plans. At one point this airline introduced flights between 
Geneva and Barcelona at prices substantially lower than those available from IATA companies 
(Swissair and Iberia). It started aggressively advertising and selling tickets for that route before it had 
obtained authorization from the Swiss Federal Aviation Agency. Swissair lobbied against the delivery 
of the authorization and the authorities eventually refused to give the permit. This refusal became 
front-page news in the media and the big question was how easyJet would handle the setback. A 
few days later, easyJet announced that all passengers who had booked a ticket would not only be 
fully reimbursed but that they would also travel to Barcelona for free. This contingency plan 
translated into more front-page news. But that is not the end of the story, because easyJet then 
announced that even without a permit, it would continue offering flights between Geneva and 
Barcelona at the same price. easyJet was able to do this by selling not a transportation ticket but a 
package deal including one-night accommodation, which required a tour operator license rather 
than an aviation license. Since it already had a tour operator license, nothing prevented easyJet from 
selling such a package. It just “so happened” that the accommodation included in the package was 
camping in a tent north of Barcelona. Needless to say the number of passengers who actually took 
advantage of the camping accommodation must have been very insignificant. The only thing that is 
sure is that during the few weeks that this episode lasted easyJet’s brand recognition jumped from 
50% to about 80%. Here we have a brilliant plan B that maximized the PR impact on the public, and 
which, by the way, is also a perfect example of non-tech innovation.  

Special attention must be paid to risk analysis, because it is essential to establish your credibility and 
show that the necessary homework has been done. A simple way of presenting risk analysis is to use a 
table such as the one below: 
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Risk analysis 

Risks Impact on your 
Opportunity 

Prevention  
Tactical Moves 

Tactical Moves to 
alleviate the 

impact 

Triggering Factors Monitoring 
measures 

Risk 1      

Risk 2      

…      

Risk X      

Other recommended verifications 
A project needs a Champion and, ideally, a strong team, for experience has shown that without 
an extremely determined driver, it has little chance of success. Determination to win is an obvious 
key factor. The human and personality characteristics of the team are not always checked out with 
the same scrutiny as the other parameters, and it is true that tools for assessing them are not 
always easily available or sufficiently effective. Nevertheless, they remain a critical factor that 
should not be neglected. 

Senior management support is another critical factor that can seriously affect your ability to achieve 
the Definition of Success. Many intrapreneurial projects have come to naught because nobody upstairs 
was fully willing to support them. It is therefore very important to find one or more sponsors at the 
appropriate level. 

The Action Plan also needs to be aligned with corporate procedures to avoid painful resistance 
and confrontation with other departments. Developing a new market can be a very challenging 
exercise for a Swiss banker, for instance, if he cannot provide the required due diligence 
documentation. Dealing with customers who have made plenty of money in Russia may be very 
tempting, but the internal regulations of Swiss banks require extreme due diligence (because 
historically the risk of money laundering has been found to be higher in the case of Russian money). 
Ignoring certain procedural requirements (i.e., Constraints) can seriously jeopardize the intrapreneur’s 
chances of success. 

The Strategy must respect all Constraints, not just the procedure-related ones referred to in the 
previous paragraph. The reason for the requirement that the IpOp Model should identify the 
Constraints at the earliest possible stage is precisely to ensure that by the time the Action Plan is 
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prepared a checklist of Constraints is available to verify that they have all been thoroughly taken 
into account.  

Demonstrating feasibility will also help to convince Decision-makers. Inclusion of testing or a 
demonstration of feasibility in the Action Plan—typical Tactical Moves aiming at reducing the level of 
uncertainty of Unknowns—will enhance the credibility of the Project. The time and resources 
required to reduce the level of uncertainty should be outlined, as the Decision-maker may prefer to 
provide limited resources for this purpose before making a final decision that would involve more 
Resources and Risks. The benefit of this approach is that it can give a chance to a project that has too 
high a level of uncertainty, instead of its being killed off immediately. Reducing the uncertainty 
postpones the decision until a more favorable moment (assuming a positive outcome of the Tactical 
Moves to reduce uncertainty).  

Confirming that you can overcome potential users’ resistance to the product or service or to 
making changes in their own system/process/Value chain is also important. To this effect45 it is useful 
to catalog the possible areas of Resistance on the part of customers (who are Stakeholders), a further 
example of Uncertainty reduction.  

The possibility of eliciting a “WOW” from your target audience is another key factor that will 
enhance your chances of success. A “WOW” response is obviously more likely when the project is 
easy to communicate; hence the importance of the Elevator Pitch (see Chapter 7). 

Potential developments and related applications that give an idea of what doors the Opportunity 
can open in the future should also be pinpointed at this stage. Such a prospect of future 
improvements and developments provides the “bigger picture”, showing how your idea can be 
expanded to ensure project sustainability. Nespresso’s foray into the business world was an 
important development for the company, which originally had targeted the consumer market; this is 
also true of the sale of coffee to restaurants and even to airlines for their business class. 

Estimating the probability of success also obliges the innovator to consider the probability of 
failure once the project has been analyzed. The critical weakness of ignoring the possibility of failure 
or neglecting to factor in a contingency plan for termination is a trap into which many entrepreneurs 
and intrapreneurs fall. They are so infatuated with their idea that they overlook the possibility that 
things can go wrong. In this situation, unjustified optimism (and/or ego trips…) are unfortunately a 
deadly sin.  

                                                           
45  As indicated in Chapter 5. 
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It is now time to consider whether the Opportunity is worth pursuing. However obvious this 
appears, many entrepreneurs in fact skip right over it and jump into action on the inspiration of their 
gut feelings. This may work but generally it doesn’t. The question is a vital one, a decisive “Go/No-Go” 
checkpoint before you take the plunge. At this point, you must review all the critical Factors of 
success that have been identified and ask yourself whether all the effort and sacrifice is really worth 
its salt.  

Every opportunity has a cost. Deciding to go ahead with a project implies forsaking other 
opportunities that might come up in the future. This is called the “cost of opportunity”. Do you, the 
entrepreneur, have enough confidence in this Opportunity to say “No” to other Opportunities? That is 
the last killer question.  
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Securing resources 

A young woman brings home her fiancé to meet her parents. 
After dinner, her mother tells her father to find out about the 
young man. The father invites the fiancé to his study for a drink. 

"So, what are your plans?" the father asks the young man. 

"I am a Torah scholar," he replies. 

"A Torah scholar. hmmm," the father says. "Admirable, but 
what will you do to provide a nice house for my daughter to 
live in, as she's accustomed to?" 

"I will study," the young man replies, “and God will provide 
for us." 

"And how will you buy her a beautiful engagement ring, such 
as she deserves?" asks the father. 

"I will concentrate on my studies," the young man replies, 
"God will provide for us.” 

"And children?" asks the father.  "How will you support 
children?" 

”Don't worry, sir, God will provide," replies the fiancé. 

The conversation continues like this, and each time the 
father questions, the young idealist insists that God will 
provide. 

Later, the mother asks, "How did it go, dear?" 

The father answers, "He has no job and no plans, but the good 
news is, he thinks I'm God." 

Chapter 

Take-home of  
this chapter 

• Resources evaluation 

• The Magic Triangle 

• Financial projections 
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Resources speak 
Can you afford to implement the Plan? 
Money is the language of business and it cannot be ignored 

andling resources is what distinguishes an entrepreneur from a manager. A manager 
has resources available and is empowered to make the best use of them to accomplish his or 
her mission. The starting point for an entrepreneur, on the other hand, is not resources, but 

an idea or a project. The entrepreneur plans a project (a process addressed in the previous chapters) 
and then looks for the necessary resources, the subject to which I shall now turn your attention. 

Evaluation of Resources 
The first step is to verify the resources the Action Plan requires (your series of Tactical Moves 
organized along a time line). This includes evaluating how much money is needed to implement it. 
Without resources, any project is a non-starter. 

But Tactical Moves require more than money. Resources come in a great variety of forms: 
knowledge, human resources, time, equipment, buildings, networks, and so on. Some Moves might 
even require partnering with third parties or a door opener to access certain segments of the 
market. While acquiring most of these resources will involve a financial cost, some may be available 
free of charge.  

The time factor is all too often underestimated. This is particularly true of the inventor’s or project 
promoter’s time (understood as the time spent in hours multiplied by his or her real market hourly 
rate), which is rarely valued properly. This leads to an underestimation46 of the real cost (and value) of 
                                                           
46  The difference between the market cost and the underestimation is something of a measure of the sacrifice that the promoter is 

prepared to make in order to see the project materialize, in other words how important this project is to him or her. 

H 
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the project. Underpaying key players is a common artifact that results in a nicer bottom-line (greater 
profit) than the painful reality would show. 

Resources can be estimated either top-down or bottom-up. A common top-down approach 
involves using global financial projections to estimate the global resources required, or using the 
experience of previous projects to assess the global cost of a project. The bottom-up approach adds 
a complementary perception in that it consolidates the resources required for each Tactical Move. 

This evaluation of the Resource is then translated into a budget, showing how much of what 
resources are required to reach the Definition of Success. Pre-project analysis, such as the IpOp 
Model process, is an essential foundation for the budget. Knowing that a project stands little chance 
without a budget, many people with an idea jump straight into the budgeting without sufficient 
preparation. In point of fact, the budget is nothing other than a mirror reflecting the financial 
consequences of the Action Plan. Without a well-thought-out Action Plan, there is no point in 
spending time on budgeting.  

The magic triangle 
Resources are the necessary fuel for executing the Action Plan, which in turn will deliver the 
Definition of Success. This “magic triangle” serves as a reality check, and it needs to be well balanced to 
avoid the collapse of the whole project. 

Figure 20: The magic triangle: Resources to execute the Action Plan which  
will deliver the Definition of Success & Failure 

 

If the required resources are too hard to obtain, the Action Plan must be amended until it can 
be reasonably executed within the limits of the resources available. But it should not simply be toned 
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down into a “cheap” version of the original Action Plan with the hope of achieving the same results 
with less outlay.  

Rather than toning down the Action Plan because of lack of Resources, it is indispensable to 
rethink your Definition of Success in less ambitious terms. Being able to deliver the same results with 
a less costly plan would imply that the original plan did not use the Resources in an optimal manner. 
Such a “waste” of resources would indicate that you had not done your homework when preparing 
your plan (and that is bad news!). Maintaining your original Definition of Success and Failure with a 
reduced Action Plan seriously affects your credibility.  

Comparison of Resources and Benefits (i.e., the Definition of Success and Failure) is a critical and 
universal decision factor. For-profit organizations will compare the financial reward (net profit) of the 
project with the funds that need to be committed to it. This Return on Investment (ROI)47 indicates 
whether the allocation of Resources is in fact justified. Non-profit and public sector organizations 
measure the ROI on the basis of other Benefits than profit, such as financial savings, improved 
performance, better working conditions, better service, greater user satisfaction, less negative 
impact on the environment, etc. Fortunately, this differentiation is in fact slowly but surely shrinking 
as an increasing number of for-profit entities embrace a more holistic vision that includes Benefits to 
civil society along with financial profit. The holistic perspective also encourages not-for-profit 
organizations to work on maximizing Benefits per dollar spent on their target beneficiaries.  

In looking to obtain Resources you need to ensure that the Benefits justify them (and/or the 
necessary authorizations) in the eyes of those who provide them. The secret is to maximize the WiiifT 
factor48 for the resource provider(s). The ability to obtain something from people demands an 
understanding of what drives them. But many project initiators are so taken up with their own needs 
that they are unable to put themselves in other stakeholders’ shoes and put forward a cogent 
argument to justify getting what they want. 

Lack of money is often presented as the main obstacle to start-ups and intraprises. While this may 
sometimes be the case, the truth generally is that really attractive projects get the necessary funding. 
Of course, some people are more skilled than others in obtaining the Resources they need.  

  

                                                           
47  Conceptually, Return means the Benefits and Investment means the Resources. 

48 “What is in it for Them?” 
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Necessary qualities of an attractive entrepreneurial or intrapreneurial project are: 

• The ability to deliver a convincing Definition of Success (plus possible additional Benefits) as 
against the Resources required (Return on Investment) 

• A reasonable chance of success, given the team behind the project and other critical success 
Factors and Unknowns 

For intrapreneurs, an “attractive project” must also: 

• Support the corporate strategy and genuinely contribute to attaining the company’s objectives  

• Be in line with the corporate Constraints and not provoke “political reactions” 

• Give the company Competitive Advantages 

If these conditions are met and the corporation is not hampered by a cash shortage or adverse 
circumstances, chances are that the resources necessary to support the project will be made available. 

For start-ups or entrepreneurs, an attractive project must also: 

• Allow both investor(s) and project champion(s) to reach their own goals and objectives 

These projects usually find the resources they need.  

Many entrepreneurs are not lucid enough to make a realistic assessment of the attractiveness of 
their project, having a tendency to believe that what is attractive to them is automatically attractive 
to others.  

It is important that entrepreneurs seek resources from the right people. To do so, they will need a 
sufficiently large network to turn to. 
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Figure 21: The complete IpOp Model with the Resources required  
to implement the Action Plan 

 

Financial projections 
Preparation of a comprehensive budget integrating the resources required to implement the 
strategy is an arduous but indispensable exercise. At the very least, a budget should include:  

• A profit and loss statement projected over various time periods 

• A projected balance sheet for the end of each of the periods considered 

• A detailed cash flow analysis outlining when and how much money comes in and goes out 

Cash flow projections must take the time factor into account in respect of: 

• Paying suppliers’ invoices 

• Collecting on outgoing invoices 

• Servicing the debt, etc. 
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To ensure a realistic estimation of the money required, the cash flow should be structured quarterly or 
even monthly. Longer periods could be misleading by “averaging” the flows within each period and thus 
hiding cash requirement peaks. The peak level of the cash deficit indicates how much money is required 
to avoid a cash flow problem. 

Raising money is a whole other ball game, and usually presents a great “opportunity” to negotiate 
with fund providers. Funding can be obtained through founders’ equity or loans, investors’ equity or 
loans, bank loans, etc. Funding is not the focus of this book, but the IpOp Model is sure to contribute, 
because a well-thought-out and properly justified Action Plan has a better chance of convincing 
investors than one that is not backed by thorough strategic analysis.  

Too many entrepreneurs go ahead despite the fact that they have not secured the necessary 
Resources, forgetting that the amount of money that is actually raised must be enough to implement 
a plan that delivers the Definition of Success (see the Magic Triangle above). They are all too ready to 
assume that the lacking funds will be forthcoming once certain milestones have been reached. Such 
an act of faith can be costly, if they do not have very good reason to believe that reaching those 
milestones will substantially increase the attractiveness of their project. Failing that, prayers and 
hope are usually not enough to compensate for the gamble, and they would have been better off 
not having expended the energy and money to the point at which they have no choice but to step 
out of the game on account of lack of resources.  

Ideally, entrepreneurs should seek to obtain a conditional commitment to receive the resources 
agreed upon once the objectives at the critical milestones have been reached. These milestones 
usually concern the resolution of key Unknowns (such as a demonstration that the market is 
sufficiently receptive).  

Fund-raising exacts an enormous collateral cost. The whole time spent on looking for money 
and convincing fund providers is unavailable to promoting delivery of the Definition of Success. 
The milestone-based approach  suggested in the previous paragraph is much healthier than 
putting a lot of energy into multiple rounds of financing, but is only possible with a very well-
thought-out pre-project.  
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The devil is in the details…let’s make  
them explicit 

God said, "Go down into that valley." 

And Adam said, "What's a valley?" 

And God explained it to him. 

Then God said, "Cross the river" 

And Adam said, "What's a river?" 

And God explained it to him. 

HE then said, "Go over the hill." 

And Adam said, "What's a hill?" 

And God explained it to him. 

Then He told Adam, "On the other side of the hill you will find 
a cave." 

And Adam said, "What's a cave?" 

And God explained that to him and said,  

"In the cave you will find a woman." 

And Adam said, "What's a woman?" 

So God explained that to him, and said, 

"I want you to reproduce." 

And Adam said, "How do I do that?" 

So God explained it to him. 

So off went Adam, down into the valley, across the river, and 
over the hill, and into the cave and found the woman, and in 
about five minutes he was back. 

God said angrily, "What is it now?” 

And Adam said, "What's a headache?” 

  To share this metaphor with your friend(s) click here or go to 
www.winning-opportunities.org/joke?nb=15 
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To IpOp or not to IpOp? 
Pros and cons of the IpOp Model  

s the game worth the candle? The apparent complexity of the IpOp Model may discourage some 
people from using it. This temptation is all the stronger in that many projects have been successfully 
launched without the use of such a model.  

Can you afford to fail? 
What would be the cost of failure? If failure carries no cost, then you might have no need of a model. 
But if it could have a serious negative impact, it is worth investing time and effort in a thorough pre-
project analysis that can help increase the chances of success. This is where the IpOp Model comes in.  

The IpOp Model is a conceptual tool. Its principal function is to help structure the thought process 
around an innovation. Some people do not need a model because what is described here comes 
intuitively to them49. Others will use the model as a mental guide to increase their chances of success 
and be sure they do not forget anything critical. Some will apply every component of it, while others 
will only take parts of it and trust their intuition for the rest. It all boils down to the ratio between 
effort and chances of success.  

It is best to abandon a project immediately once it becomes clear that it is not worth pursuing. As 
we have seen, launching a project requires some kind of investment. This may be in terms of money, 
time, effort, frustration, credibility, or even foregoing alternative opportunities. Because people expect 

                                                           
49  Reminder: the IpOp Model was developed by observing what the most successful people spontaneously do to turn a project into 

reality. 
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a return on their investment (Benefits) and a failed project produces no return, their investment might 
be qualified as wasted. Anything that helps to prevent failure and waste is a blessing.  

Benefits of the IpOp Model  
The IpOp Model is a validation tool, designed to filter out unworthy projects at the pre-project stage. 
The sooner these are eliminated the better. Because the longer you wait, the more resources (time, effort, 
money, etc.) will have been invested and therefore wasted. The systematic approach inherent in the IpOp 
Model leads innovators to analyze their project with rigor at an early stage, with the aim of bringing out 
any weaknesses in the project and/or confirming its potential. The initiator and the team are then 
equipped to decide whether the project is interesting enough to proceed before too many resources have 
been consumed.  

The IpOp Model avoids potential loss of credibility and image by eliminating unworthy 
projects before they are presented to the key Decision-makers. Knowing that the model can help 
show up the weaknesses of an idea also encourages people to take the exploration further in the 
safety of their own office.  

The IpOp Model also serves as a maturing tool. If a project successfully survives the rigors of 
the IpOp Model roadmap, it is likely to have matured considerably in the process. It will also have 
contributed to identifying suitable Tactical Moves. More ammunition is then available for dealing 
with Stakeholders and the innovator’s confidence level is increased (see “Convincing 
Stakeholders” below).  

The IpOp Model prepares the innovator to face the killer questions. Many intrapreneurs-to-be 
harbor the fear that they will not be able to answer tough questions from their management 
satisfactorily. So they prefer to play it safe and not submit what might in fact be a good idea. The 
IpOp Model addresses most of the rational issues that their superiors are likely to raise, so going 
through the process gives them the confidence to bring their proposal out into the open. 

The IpOp Model can be used to facilitate group sessions around an innovation, because it is a simple 
structured process that all participants can understand, focusing their attention on the key 
questions. It helps the group to move forward by clarifying which points have been agreed upon and 
what needs further discussion. It also helps members of the group understand that not all their 
colleagues necessarily share their own implicit assumptions. 

The IpOp Model provides a standard vocabulary and language, enabling everyone involved to be 
clear about the precise meaning of the terms used. Many projects fail because people do not really 
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understand each other. A clear understanding of the terminology and the use of the same language 
by all concerned reduces the risk of misunderstandings. Even if some of the concepts presented by 
the IpOp Model are not particularly new, and may have been used elsewhere in different guises, the 
IpOp Model vocabulary gives them a slightly different meaning. In the SWOT analysis, for example, 
the factors studied are strengths, weaknesses, opportunities and threats, while the IpOp Model 
simply looks at Hurdles and Boosters.  

The IpOp Model makes explicit what is often merely implicit. Projects frequently fail because certain 
matters have not been discussed. Anything left unsaid can be interpreted in all sorts of ways or even 
completely overlooked. Many potential entrepreneurs and intrapreneurs who go by their intuition 
rely on an implicit understanding of things. When everything goes according to plan, nobody 
complains. But when it doesn’t, they are in trouble. I call this the “I-should-have-thought-of-it-before” 
syndrome, the recognition that implicit issues have not addressed when they ought to have been.  

Using a structured process obliges group members to confront their personal perceptions. Without 
such a structured process, people may be tempted to assume that others have the same perception 
as themselves, without bothering to check. One of the main purposes of the IpOp Model is to 
encourage people to spell it all out rather than letting assumptions remain in the back of their minds.  

Spelling out the assumptions offers a more realistic assessment of the project’s potential and the 
risks involved. Unknowns are a very good example. People generally do not take the time to pinpoint 
the Unknowns liable to undermine their project. Itemizing and analyzing them is a key success factor 
in itself and will also increase the innovator’s credibility. A presentation that explicitly spells out all 
the Unknowns is a sign of realism, demonstrating that the innovator is aware of what is at stake.  

Explicit analysis opens the door to constructive criticism. Whatever some may say, being challenged 
is a positive and constructive contribution. “Yes-men” may make you feel good, but they rarely 
contribute to the progress of your project. So it is a fine idea to invite others to challenge your ideas, 
for it will oblige you to do your homework as thoroughly as possible and will lead to a more robust 
project. To encourage challenge is a sign of strength; evading it is a sign of weakness.  

User-friendly software for the IpOp Model 
The great strength of The IpOp Model is to connect the multiple dimensions that impact an 
innovation. But systematic multidimensional analysis very quickly becomes difficult to handle 
manually as the quantity of information increases. 
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IpOp ToolsTM is a web-based software application that can facilitate this complex task. It has 
already been adopted by several multinational corporations as well as many start-ups and even non-
profit organizations. 

IpOp ToolsTM is a database that stores all innovation-related information. Since all the data are 
stored and labeled on the basis of a common vocabulary (Stakeholders’ Aspirations, Hurdles, Risks, 
KISs, Moves, etc.), the software serves as a user-friendly aid to the process of building up the 
network of links while identifying and storing Tactical Moves. Experience has shown that people 
who thought the complete IpOp Model too complicated to apply manually have changed their 
perception since using IpOp ToolsTM. Its users do not even need to remember each step of the 
model, since the software guides them through the process in an intuitive and transparent 
manner. Computer-assisted innovation can thus help to make the perceived level of complexity 
less intimidating. 

Like a thinking support system, the software guides innovators in the organization and structuring 
of their ideas. Typically, innovators use the software to validate an idea up to the point at which they 
can confirm that it has serious potential or decide to discard it. IpOp ToolsTM can profitably be used 
individually, but groups have also reported that the questions it raises helps them improve the 
quality of their analysis. The software raises questions that oblige participants to discuss each issue 
until a consensus is reached on the answer to be entered in the corresponding field. 

IpOp ToolsTM also acts as a corporate repository of innovation-related information. Once the 
information has been entered, the resulting database can be used to: 

• Manage a pre-project portfolio 

• Obtain a comprehensive picture of the status of innovative activity within the corporation 

• Compare the merits and stage of advancement of pre-projects, given that all projects, whatever 
the nature of the innovation (marketing, R&D- or technology-based, process, management, etc.) 
are structured along the same lines. This considerably helps evaluation and decision-making 

• See what other innovation-related projects are being explored in parallel 

• Benefit from past experience. Because all ideas are stored in the database, whether or not they 
have been implemented, any authorized person can use them as a source of inspiration or to 
learn from past mistakes. In the case of projects that have been implemented it becomes possible 
to retroactively compare the final outcome with the original choices made. When this kind of 
retroactive analysis has been done in the past by people who have the discipline to do it, they 
have usually compared the results with what was actually implemented, but have very rarely 
considered Tactical Moves that did not see the light of day, which by then had most likely been 
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forgotten. With time, software such as IpOp ToolsTM, makes it possible to evaluate whether or not 
the exclusion of certain Tactical Moves was the right decision 

• Recycle information entered on behalf of one project in the context of another (e.g. in a family of 
products, many Stakeholders’ Aspirations are likely to remain the same regardless of the project 
considered). Furthermore, ideas that have not been implemented in one project might very well 
be successfully used in another 

• Verify whether an idea has already been explored in the past. This avoids reinventing the wheel 
or spending resources on ideas that in fact have little novelty value 

• Give credit to the right contributors. IpOp ToolsTM also keeps a historical track of the 
paternity/maternity of each idea, allowing proper acknowledgement of the contributors to it. This 
management of paternity/maternity also serves to curb “idea theft”, and encourages people to 
innovate, in the knowledge that they will be properly recognized and perhaps rewarded accordingly 

• Do data mining and discover interesting trends in innovation 

• Search the database to consolidate ideas, identify trends, etc. 

A software-based Innovation Knowledge Management solution equips companies with a critical 
ingredient for managing innovation. Innovation management is no simple task, particularly when a 
proposal goes beyond R&D issues. The use of a single, standardized framework greatly facilitates this 
task. The main difficulty with Knowledge Management systems is to convince those who have 
information to enter it in the database.  

IpOp ToolsTM overcomes resistance to feeding the Knowledge Management system, because 
people can use the application for their own benefit. The more information they enter, the more 
their idea or project will mature and the more they will personally benefit. Because the WiiifM 
requirement50 is satisfied, there is less resistance and people will actually use the software. This is 
further supported by the fact that the software manages the paternity/maternity of ideas. Without 
the system people are poorly equipped to prove that they were the instigators of an idea. This is a 
great inducement for employees to use the application, for once the data has been entered, it is de 
facto captured in the Knowledge Management system. 

Harnessing innovation requires the ability to learn from past experience, which necessarily 
includes failures along with successes. A failure is not the opposite of a success but simply an 
opportunity to learn what does not work. This is why the most progressive organizations have no 
hesitation in rewarding failures that provide a learning experience. Because nobody likes to talk 

                                                           
50 “What is in it for Me”. Motivation is largely influenced by the benefits that people get or can get for themselves. 
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about failures, they are quickly forgotten. The ability of IpOp ToolsTM to capture the thinking 
process associated with failure as well as success makes this learning possible.  

IpOp ToolsTM is a qualitative, not a quantitative, decision-making model. Because there is no 
reliance on numbers, there is no “black box” aggregation of data, while the occasional quantification is 
used only for ranking purposes. The application is not a decision-making support solution such as 
ThinkToolsTM or certain operational research systems using mathematical models. IpOp ToolsTM simply 
helps to organize the information without making any recommendations. Users become better 
equipped to grasp the relationships between the different parameters and then use their judgment to 
make decisions.  

Start-up incubators as well as government and private agencies that support innovation can 
also use the software, since it addresses the following issues and needs:  

For the innovating (start-up) team  
 

 Pain/Need/Desire(s)  Solution Benefits 

1 How to commercialize their idea Learn to use a set of tools that 
lead from an idea to a validated 
action plan 

A better understanding of the 
key success Factors  

2 Reduce the chances of failure Capitalize on the accumulated  
experience of seasoned 
entrepreneurs  

Ability to ask pertinent questions 
despite limited business 
experience and knowledge 

3 Write up a business case Fill in interactive forms designed 
to help the innovating team 
mature its project 

The resulting printed report can 
easily serve to replace a business 
case, so the team does not need 
to write one 

4 Spend less time writing a 
business plan 

Analysis of the project is done 
with the IpOp Model instead of 
using the business plan to guide 
the analysis 

With IpOp ToolsTM, writing a 
business plan is quickly done 
because all the strategic thinking 
and planning has already been 
entered 

5 Align the team’s efforts on key 
success factors 

Structured discussion among 
the team, stimulated by the 
software, to reach a consensus 
on the best answers 

Focusing on critical success 
Factors rather than dreams; 
a shared vision and common 
vocabulary within the team 

6 Acquisition of business 
experience 

Follow the user friendly IpOp 
roadmap  

No need to remember the 
process since the software does 
the guiding 
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For the Incubator 
 

 Pain/Need/Desire(s)  Solution Benefits 

1 Early identification of 
the most promising 
projects 

IpOp ToolsTM provides a 
universal model suitable 
to validate any kind of 
innovation, whether a 
service or product 

The ability to compare the potential of projects 
and their chances of success  

2 Reduce the cost  
of coaching  

The team uses the IpOp 
ToolsTM while the coaches 
supervise and guide their 
teams remotely 

Less coaching time is required since most of 
the effort is put in by the team (for example, 
there is no need to coach the writing of the 
business case) 

3 Quick and consistent 
evaluation of several 
business cases 
simultaneously, of the 
scope of intellectual 
property issues and  
the limits of the 
proposed technology 

IpOp ToolsTM produces a 
standardized business 
case report 

Evaluating the potential of each project is very 
rapid since the key issues are always located in 
the same place in the report.  
This is much more pleasant than reading poorly 
written business cases and business plans that 
have not addressed all the critical questions, 
with less movement back and forth. 

4 Reduce the probability 
of failure 

The IpOp Model provides 
a systematic and rigorous 
evaluation framework 

Better return on investment (ROI) 

5 Learn from past projects The IpOp ToolsTM 

database stores the data 
of all projects 

The ability to analyze retroactively what was 
successful and what was not is a way of 
learning from past experience. 

6 Increase the visibility of 
incubator achievements 

The IpOp ToolsTM 
database stores the data 
of all projects 

Producing statistics is much easier since the 
data is comparable. 
Incubators can also encourage many other 
companies beyond the start-up circle to 
innovate with the user-friendly IpOp ToolsTM 

7 Reduce the “quality gap” 
between senior and 
junior coaches 

All coaches follow the 
same process 

Greater consistency. 
Shared vocabulary 

8 Spend less time reading 
business plans 

Teams write their business 
plan only once their 
project has been validated 
with IpOp ToolsTM 

Production of better and more coherent 
business plans 

9 Help start-ups Train the teams making 
the IpOp ToolsTM available  

Increased chances  
of success  

10 Increase incubators’ 
efficiency 

The IpOp ToolsTM 
database stores the data 
of all projects 

Researchers can analyze projects to identify 
patterns that may help the assessment and 
support of future projects 
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 Pain/Need/Desire(s)  Solution Benefits 

11 Increase Incubators’ 
financial resources 

Receive income from the 
distribution of IpOp 
ToolsTM to large and 
medium-size companies 

More resources translate into greater impact of 
incubators’ efforts while extending the reach of 
incubators to larger organizations 

 

Limitations of the IpOp Model  
The IpOp Model is not designed for people who prefer improvisation and immediate action, 
although it will provide them with a mental reference model. For those who like to be well prepared, 
it will help them build strength. It addresses most key Stakeholders’ concerns, and represents an 
effective preparation strategy. It is much less dangerous to “jump into the arena” after having 
worked through the IpOp Model than without the benefit of this systematic analysis. 

The IpOp Model is a “garbage in, garbage out” system. As with any model, the quality of the 
output is only as good as the quality of the input. It is not a miracle solution. For it to be effective, 
users must have the right information available for each step of the IpOp Model. For instance: 

• To be able to benchmark, you need to be familiar with what the competition is doing and is 
capable of 

• In order to analyze Stakeholders’ Aspirations, you must know what they are 

• To quantify the Definition of Success, you should have a good idea of the market size and 
potential as well as which KISs are important for your Decision-makers 

• To evaluate the feasibility of certain Moves, you will probably need to know what Resources and 
prerequisites they might require, etc. 

Gathering relevant information is therefore critical throughout most of the process, and users will 
certainly benefit from using business intelligence tools. The Internet is obviously a major source of 
information for those trained to use it efficiently.  

It is important to fully understand the concepts underlying the IpOp Model. To maximize 
benefits, you must understand these concepts and learn how to use them. A poor understanding will 
automatically translate into a poor outcome. As with any method, practice is required to master each 
of the concepts/tools.  
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The IpOp Model is not a linear process, even if it has been presented that way in this book for 
pedagogical reasons. In fact, the IpOp Model starts as a linear process but the user will quickly 
comprehend the need to go back and forth to amend information entered previously. At the Moves 
stage, for instance, it can easily happen that the user thinks of a Risk that had not been identified 
earlier, and will then go back and add that Risk to the list of Factors. Conversely, if a user thinks of a 
particular Move before the relevant brainstorming stage, it can nevertheless easily be entered in the 
list of Tactical Moves. Clearly, using a software application greatly facilitates such a free-wheeling 
approach. 

The IpOp Model does not rely on mathematical or statistical tools. It simply establishes the 
relationships between the various parameters that must be taken into account when analyzing an 
innovation at the pre-project stage. Quantitative models that rely on (subjective) numerical data can 
give the false impression that the resulting decisions are scientifically or objectively based. They may 
work for certain decision models but I doubt they would be suitable for analyzing innovative ideas at 
the pre-project stage. I have not tried to integrate a quantitative element in the IpOp Model but 
others may be successful in doing so in the future. Until I see such a quantitative approach that 
actually works, I recommend avoiding the quantification trap. To understand this danger, you only 
need to realize that an average temperature of 37° centigrade is not a reliable indicator of the health 
status of a person whose head is in the oven and legs are in the freezer. 

 

 

 

 
 
 

To share this chapter with your friend(s) go to www.winning-opportunities.org/share?cp=15 
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Getting what you want 

Bob and Max are walking from religious service. Bob wonders 
whether it would be all right to smoke while praying. Max 
replies, "Why don't you ask the priest?" So Bob goes up to the 
priest and asks, "Father, may I smoke while I pray?" But the 
priest says, "No, my son, you may not. That's utter disrespect 
to our religion." Bob goes back to his friend and tells him what 
the priest told him.  

Max says, "I'm not surprised. You asked the wrong question. 
Let me try."  

And so Max goes up to the priest and asks, "Father, may I pray 
while I smoke?" To which the priest eagerly replies, "By all 
means, my son, by all means." 

 

 

 

 

 

To share this metaphor with your friend(s) click here or go to 
www.winning-opportunities.org/joke?nb=16 

 

Chapter 

Take-home of  
this chapter 

• Exit business plans 

• The Opportunity Case  

• The Opportunity Case template 

• The Implementation Plan 

Is your presentation sexy 
enough? 

16 
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Is your presentation sexy enough? 
The art of convincing Stakeholders 

he best proposal in the world is doomed to remain simply a proposal if it does not have the 
endorsement of the key Stakeholders. Most entrepreneurs believe that the way to win over 
Stakeholders’ minds is to submit a well-written business plan. This is indeed one way, but it is not 

the only way, and certainly not the best one.  

Stop the tyranny of business plans 
The purpose of a business plan is to explain why and how the project will be implemented. 
Fundamentally, it answers five questions: 

• What is the project? 

• Why should it be implemented? 

• How will it be implemented? 

• Who will make it happen? 

• How much: what resources (financial, human, etc.) will be required? 

Since many books and courses exist on how to write a business plan, I will not address this issue here.  

  

T 
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Business plans are in fact more trouble than they are worth, because: 

• They do not increase the probability of success of a new venture, as demonstrated in a study51 
published by the Mecca of entrepreneurship, Babson College, Wellesley, Massachusetts 

• Less than 10% of business plans actually get read. Most Decision-makers only read the executive 
summary to filter out all but the really exciting ones 

• Production of the plan delays presentation of the project to Decision-makers 

• Apart from people who make a living producing, teaching or selling business plans, almost 
everybody else in the business community agrees that they are useless for start-ups and new 
initiatives. The business plan does however remain relevant as the output of a strategic analysis for 
coordinating the functions of an existing organization (marketing, production, HR, finance, etc.) 

• So … writing them is a waste of time and energy 

Stakeholders are rarely interested in the level of detail contained in a business plan. In fact, no 
Decision-maker is going to pay attention to the “how” or even the “how much” before being 
convinced of the “what”, the “why” and the “who”; they will address the “how” only after being 
convinced that the project deserves further consideration. So when reading the business plan, the 
Decision-maker must filter out all the details of how the project is to be implemented, in order to 
extract the relevant points (“what” and “why”). It is really not very “reader friendly” to impose this on 
someone, especially if you are asking him or her to give you money and invest in you. 

Hardly any projects (if indeed any at all!) get implemented along the terms of the business plan. 
One obvious reason is that the implementation plan that goes along with it has been conceived 
without taking account of the investors’ contribution in terms of network of contacts, resources 
other than money (equipment, knowledge, people, etc.) or other benefits that can support the 
project. It is impossible to anticipate such specific contributions in a generic business plan unless one 
specific investor is being addressed (or a different version is produced for each reader). 

Moreover, the investor will in any case have a say in how the project is to be implemented. It is most 
rare for an investor (business angel, venture capitalist, etc.) to let the founder just go ahead without 
some (usually constructive) interference. The original plan—the one in the business plan—will 
quickly become obsolete as a result of the Decision-maker’s input. It would be much more effective 
                                                           
51  http://blog.guykawasaki.com/Bygrave.doc. 

This study examined whether writing a business plan before launching a new venture affects the subsequent performance of the 
venture. The data set comprised new ventures started by Babson College alumni who graduated between 1985 and 2003. The analysis 
revealed that there was no difference between the performance of new businesses launched with or without written business plans. 
The findings suggest that unless a would-be entrepreneur needs to raise substantial start-up capital from institutional investors or 
business angels, there is no compelling reason to write a detailed business plan before opening a new business. 
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to write up the Action Plan once the potential investor’s views and contribution are known. This 
input should then be taken into account without having to redo the whole thing.  

The “Executive Summary” does not focus on Stakeholders’ specific issues. Stakeholders would prefer 
to find answers to their questions rather than a summary of the business plan. But how is this possible 
when, as is generally claimed, it should not exceed one to three pages?  

The Opportunity Case 
There is a more appropriate document to tell Stakeholders what they want to know, what I call the 
“Opportunity Case”. Some people would call it a “business case”, but because the concept should not be 
restricted to business or for-profit applications, I prefer the former term as being more general.  

To attract buy-in the Opportunity Case needs to be reader-focused, and so it is important to 

understand what the audience’s drivers are. As was well explained in Why Smart People Do Dumb Things52, 
decisions are not always made rationally. Understanding the reader’s psychology and what motivates him 
or her can help achieve mindshare. In any case a good understanding of the Stakeholders’ Criteria for 
supporting a project53 is indispensable.  

The length of the Opportunity Case does not need to be limited to a couple of pages, unlike the 
“Executive Summary” of the business plan. The Opportunity Case will generally be longer, because it tells 
people what they really want to know, before going into how the plan will be executed. An Opportunity 
Case can easily run to five or ten pages. It does not need to be in written form and could well be packaged 
in a series of PowerPointTM presentations. In my personal experience, a well-produced document or slide 
show that answers the relevant questions can, in fact, be of any length as long as it gets to the point 
without undue repetition. The audience’s judgment is not based on the length of the presentation but on 
the benefits it purports to provide them. 

The Opportunity Case should answer the key questions in an order that makes sense for the target 
audience. There is no rule regarding what questions must be addressed and in what order, but the 
following template offers a useful guideline. These items are of course based on the Decision-making Tree 
presented in Chapter 3 (see figure 22 below): 

• What is the Opportunity? 

• What PNDs are currently not satisfied? 

                                                           
52  Mortimer Feinberg and John J. Tarrant, Why Smart People Do Dumb Things, Simon & Schuster, 1995. 

53  As explained in Chapter 3, The Decision-making Tree. 
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• What are the challenges or issues that have so far prevented these PNDs from being satisfied? 

• What is the proposed Solution to satisfy these PNDs? 

• What are the Competitive Advantages? 

• What is the compelling Customer’s Unique Experience? 

• Is the Project compatible with the mission and strategy of the organization? 

• What are the Benefits for the target audience that make it a compelling proposal? 

• What Benefits would this Solution bring to other key Stakeholders? 

• What is the Business Model? 

• What is the market potential? 

• What is the Definition of Success (objectives and milestones)? 

• What is the Definition of Failure (the minimum that must be achieved)? 

• What are the critical Factors of success? 

• What are the Risks and Barriers to Entry (and the Tactical Moves to deal with them)? 

• What are the Unknowns and how can their level of uncertainty be reduced? 

• What Resources are required to succeed? 

• Who is behind the project and is the team passionate enough as well as capable of implementing it? 

• What are the next steps to be taken? 

• Plus any other question that could be useful 

• Conclusion including 

− a comparison in the relative benefits brought by this Solution over other possible alternatives 
according to the Decision-maker decision criteria 

− the opportunity cost (what could happen if the Project were not implemented) 
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Writing the Opportunity Case  
Since the objective is to convince at least one Decision-maker and since s/he will decide according 
to his/her own criteria the whole Opportunity Case should be tailored to take all of the Decision-
maker’s criteria into account. As indicated in Chapter 5 Decision-makers are Stakeholders and their 
Aspirations, Resistances and Constraints determine their Decision-making criteria. Lack of knowledge 
of those criteria can prevent you from addressing their desires or concerns. This emphasizes once again 
the importance of Stakeholders’ familiarity (in this case the focus is on Decision-makers) to capture 
those criteria. 

Most Decision-makers want to know why the proposed CUE is better than other possible Solutions. 
In fact, their conscious or unconscious objective is to remove doubt. They want to make sure that 
they made the best choice. For this they need to  

• Know what the other Solutions are 

• Verify that you have actually assessed their relative merits and weaknesses 

• Compare how they perform against each other 

Since performance can only be measured by using a set of criteria, you need to know those of 
your Decision-maker. They will usually include most of the KISs used in the Definition of Success & 
Failure but they might include other parameters that are not part of the Definition of Success & 
Failure. For instance, a Decision-maker might be very receptive to a proposal that brings a collateral 
benefit to another of his/her ventures. This benefit would normally not appear in the Definition of 
Success & Failure of your Project but it might play an important part in the decision-making process 
of your investor. The total investment might on the contrary prevent a Decision-maker from 
proceeding simply because the required amount is too high for his/her investment capacity. 

Benchmarking your proposal versus the other alternatives according to the Decision-makers’ 
criteria is the most effective way to show them why your CUE is the best. This can be done in a 
Decision-maker Benchmarking table which is similar to the Customer Benchmarking except that it 
contains the Decision-makers’ criteria instead of those of the Customer. This Decision-maker 
Benchmarking can be part of the conclusion in the Opportunity Case but it could also be in “Benefits 
to other Stakeholders” (point 6 of figure 22 below). I personally like to include it in the conclusion 
because it is a nice way to wrap-up and, by removing the doubt of choosing the best option; it 
emphasizes the merits of the Opportunity Case. 

The answer to each of the Opportunity Case questions should be concise enough to provide the 
required information without unnecessary detail. People who are afraid to give the impression that 
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they don’t master the subject are often tempted to provide irrelevant information that overwhelms 
the reader and loses his or her attention. People only want to read or hear what interests them. 
Someone who needs to know more can always ask for the missing information or explanations.  

Inducing Decision-makers to ask questions is a way to build mindshare. Asking questions is 
usually a sign of interest, and they will also permit a better understanding of Stakeholders’ concerns. 
But it is not a good idea to provoke too many questions, and there should of course be a good 
balance between the content of the Opportunity Case and the questions to which it gives rise.  

The main objective of the Opportunity Case is to obtain an initial conditional buy-in, subject to 
later verification or validation. This is a major victory in itself, for the first battle has now been won. 
Additional details and explanations will of course be required to win the whole war, but first you 
need to get the Stakeholders interested.  

The Opportunity Case should be customized in line with each Stakeholder’s concerns. For 
instance, the concerns and Aspirations needing to be addressed in the case of a potential strategic 
partner will obviously not be as relevant to a business angel.  

To defuse certain resistances it might be useful to anticipate the seven traditional “killer tyrannies” 
that people use to deflate a new idea. Such anticipation can help customize the content of the 
Opportunity Case. 

• The tyranny of served markets. “Our current customers won't like it” 

• The tyranny of established business models. “That’s not how we make money” 

• The tyranny of distributors. “Our distributors won’t like it” 

• The tyranny of current strategy. “We aren’t in that business” 

• The tyranny of current organizational structure. “If it can't be adopted by one of our business 
units, we won't be able to handle it” 

• The tyranny of arbitrary financial hurdles. “If it won’t generate X million within three years, it’s not 
worth our time” 

• The tyranny of language. “This is just so much tech (or business) mumbo jumbo to me” 
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Writing the Opportunity Case is easy once the IpOp Model process is behind you. Most of the 
questions raised by the Opportunity Case find an answer in one or other step of the IpOp Model. 
Anything left over can usually be obtained from the financial projections (i.e., translating the Action 
Plan in terms of numbers), as shown in the following Table. 

Issues addressed by the  
Opportunity Case  

Steps of The IpOp Model that can 
help provide the answers Information from financial projections 

The Opportunity PND Statement  

PNDs currently not satisfied PND Statement, CDCs  

Challenges or issues preventing 
satisfaction of those PNDs  

PND Statement, CDCs  

Proposed Solution to satisfy the PNDs CDCs, CUE  

Competitive Advantages CUE, CDCs, Factors, Moves   

The compelling Customer’s Unique 
Experience 

CUE  

Benefits for the target audience that 
make it a compelling proposal 

Stakeholders’ Aspirations, Definition 
of Success, CDCs, CUE 

Return on investment 

Benefits this Solution brings to other 
key Stakeholders 

Stakeholders Aspirations, Definition 
of Success, CDCs, CUE 

Market penetration 

Business Model Business Model   

Market potential Definition of Success   

Objectives and milestones  Definition of Success Sales and profit 

Minimum to be achieved Definition of Failure  Sales and profit 

Critical Factors of success Factors, CDCs  

Risks and Barriers to Entry (and 
Tactical Moves to deal with them) 

Factors, Moves  

Unknowns, and how can their level of 
uncertainty be reduced? 

Unknowns, Moves   

Resources required to succeed  Moves  Cash requirement 

Who is behind the project and is the 
team capable of implementing it? 

Factors  

Next steps to be taken   
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Figure 22: The Decision-making Tree of Chapter 3 with the IpOp Model equivalents 

 

Plan the story line before writing up the Opportunity Case so as to make sure that the reader will 
have an enjoyable and logical experience. Building trust and compatibility of minds is essential for 
obtaining mindshare, so taking the reader by the hand from beginning to end helps to make it clear 
that you look at things the same way. This often happens automatically, when the reader 
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experiences “flow” as suggested by Csíkszentmihályi54, that is to say is enjoying the experience being 
“fully immersed in what he or she is doing by a feeling of energized focus”55. A well-structured 
Opportunity Case will contribute to this positive feeling.  

Ban jargon from your Opportunity Case for most target audiences. It might appeal to some 
consultants but as a rule it is counterproductive. Most people either do not understand the actual 
meaning and implications of sophisticated words or must make a mental effort to figure out what 
they mean. This creates an unconscious mental negative state of mind (if the writer does not use the 
same vocabulary as the reader, how will they possibly be able to understand one another in the 
future?). So I recommend that instead of using vocabulary to impress the reader you write up your 
(convincing) Opportunity Case in a simple and attractive manner.  

The Opportunity Case may be thought of as verbal packaging for the IpOp Model. As such, it 
should not require a huge effort, and there is no doubt that it takes much less time and energy than 
writing a business plan. For my part, I can state that writing an Opportunity Case usually takes me 
less than a day.  

Opportunity Case for Nespresso B2B Solutions 
In order to avoid repeating the arguments given above for the concept of Nespresso Classic on the private 
market, here is the Opportunity Case for the variant aimed at the business sector, Nespresso B2B Solutions. 
The objective of this example of Opportunity Case is to convince Nespresso management to launch a 
Nespresso concept for the workplace. 

Defining the opportunity 

Much coffee is consumed at the workplace. The preparation of espresso coffee is time-consuming and 
requires a specific protocol to ensure satisfactory quality, with the result that enterprises limit themselves to 
offering filter coffee or installing vending machines, neither of which provide real quality and personal 
gratification.  

The Nespresso process provides a Solution to the difficulties of preparing espresso coffee at the 
workplace while demonstrating to the employees that their employer cares.  

 

  

                                                           
54  See http://en.wikipedia.org/wiki/Csikszentmihalyi.  

55  http://en.wikipedia.org/wiki/Flow_(psychology).  
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What are the Pains/Needs/Desires to be satisfied or the challenges to be 
addressed?  

The Pains/Needs/Desires at the workplace may be summarized as follows:  

• Because coffee breaks are a special moment employees are eager to enjoy it as much as possible; 
unfortunately the quality of the coffee hitherto available is inferior to that offered by Nespresso 

• The facilities for preparing coffee are considerably less pleasant and user-friendly than with Nespresso 
Classic 

• It takes longer to prepare coffee with the old methods than with the Nespresso process 

• Employees are dependent on their employer’s choice of coffee flavor for what they drink 

• Coffee consumption at work is not a gratifying enough experience and gives the staff little sense of 
recognition (image) 

Challenges that must be addressed 

Given that the distribution networks for the business sector are different from the household market, it 
would be desirable to commercialize machines that are specifically adapted to professional use.  

A point to bear in mind is that employers will be concerned that workers might take capsules home with 
them (thereby increasing the cost of coffee consumption).  

What Solution is proposed to satisfy the Pains/Needs/ Desires? 

Apply a new process for the production of pre-portioned coffee in the business environment (Nespresso 
B2B Solutions), using different machines and capsules than those sold for household use, but capitalizing 
on Nespresso Classic’s business model and know-how to offer the same advantages.  

What is the Customers’ Unique Experience (CUE)?  

Nespresso B2B Solutions is the only system that offers espresso coffee lovers the gratification of preparing 
pre-portioned coffee of guaranteed quality at the workplace in just a few seconds, using an elegant, 
compact and very user-friendly machine, with the possibility of choosing the flavor and caffeine content 
from among a wide selection of capsules according to the whim of the moment. In short, a gratifying 
experience exclusive to the business community that combines pleasure, simplicity and esthetics at 
reasonable cost that demonstrates to employees that their management cares about their well-being. 

What are the Competitive Advantages over the alternatives? 

The Customer Benchmarking table below shows the superiority of Nespresso B2B Solutions over alternative 
solutions. The only weak point of Nespresso B2B Solutions is cost, but this is well compensated for by the 
other considerations (pleasure, guaranteed quality, choice, immediate availability, ease of production, etc.). 
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No. 
Customers 
Decision 
Criteria (CDCs) 
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1 Love/trust in 
the brand 4 2 2 2 3 2 2 

2 Aroma and 
quality 
comparable  
to coffee 
prepared by  
top professionals 

4 3 3 3 4 3 3 

3 Choice of 
different 
varieties  
of coffee  

4 2 2 3 4 2 1 

4 Image 4 3 2 1 4 2 2 

5 Machine design 4 2 1 1 1 3 NA 

6 Ease and 
availability of 
production 
(fast, practical, 
simple, clean, 
individual 
portions, etc.)  

4 3 3 2 3 4 NA 

7 Ease of 
purchase and 
after-sales 
service  

3 3 2 2 3 3 3 

8 Reliability and 
constant quality 4 3 4 3 3 3 2 

9 Price of a cup  
of coffee 2 3 4 4 2 3 3 

10 Capsules not 
compatible for 
home use 

4 4 1 1 NA 0 NA 
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What business model will be used to generate income?  

The business model applied in the business sector is the same as that for the household sector. As such, no 
substantial investment in the infrastructure is required.  

The main source of income is the sale of capsules with suitable profit margins. 

The chief difference as against the household model is that the machines are sold under the Nespresso 
trademark without recourse to a middleman (machine partner). Thus Nespresso must assure the sales side of 
the machines.  

What are the Benefits for the market segment concerned? 

• By proposing a very pleasant experience at the workplace (the availability of high-quality coffee), the 
company expresses a clear sign of appreciation to its employees 

• By offering its staff a choice of flavors, the company shows its interest in their comfort, their freedom 
but also their pleasure  

• The company image is improved 

• Self-service preparation of pre-dosed coffee requires less labor 

• If desired, the company can charge its employees all or part of the cost of the capsules, selling them in 
bulk (thereby also precluding the need for handling coins and small change for vending machines) 

• The company has a better overview of individual coffee consumption (data mining)  

What are the benefits for the other key stakeholders? 

Nespresso  

• Increased turnover in a new market segment 

• Sale of machines under the Nespresso brand (enhancing the company’s notoriety and increasing the 
profit margin)  

• Greater presence and visibility at the workplace, enticing new customers to buy the household version 
for their personal use 

• A direct link with this segment of the clientele (greater intimacy through direct sales)  

• Possibility of synergy with the water-fountain market or other Nestlé products targeting the business 
domain 

• Diversification, buffeting any vulnerability of the household segment 

• A rate of growth conducive to employee satisfaction and opportunities for promotion 

• All these points are aligned with the mission and Nespresso’s strategy 
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Machine manufacturer  

• Possibility of developing its turnover and income 

Coffee producers 

• Increased turnover and income 

Nestlé  

• High profitability 

• Promotion of the Nespresso brand and increase of its valuation 

• Organic growth  

• Possibility of applying the example to encourage other units of the company to innovate and explore 
alternative business models  

• A demonstration to the public of Nestlé’s technological and commercial leadership 

• Possible synergies for the distribution of other Nestlé products suitable for sale in business 
environments 

All these points are aligned with the mission and the strategy of Nestlé. 

What measurable Objectives are used to define success? 

(The table below is based on fictitious figures, given that the information on Nespresso is confidential.) 

Indicators  1 year 2 years  4 years  6 years 
Turnover 100 million  200 million  500 million  800 million  
Profit  10 million  25 million  70 million  100 million 
Customer 
satisfaction 

75%  85%  90%  90% 

 

What are the critical success Factors?  

• The popularity of high-quality coffee  

• The greater demands of employees at the workplace (better treatment)  

• Hedonism in society 

• Globalized competition from alternative hot drink providers 

• The trend towards reduction of labor and operational costs 

http://www.winning-opportunities.org/


W I N N I N G  O P P O R T U N I T I E S  C H A P T E R  1 6  

 

 PAGE 163    

 

What are the Risks and Barriers to entry (and the strategies to manage them)?  

The identified risks are relatively limited. 

 

Risks Consequences Preventive measures 

Price perceived as  
too high 

 

Reduced market  
share and pressure  
on profit margins 

 

Brand notoriety 

Communication of benefits 
accruing to employers and their 
employees 

Demonstration that the total cost 
(including time saved making the 
coffee and maintenance) is 
favorable to Nespresso B2B 
Solutions 

Concentration on high-end 
markets that are less sensitive to 
price considerations 

Launch a pilot study on a few test 
markets 

Competitive products 

 

Reduced market  
share and pressure  
on profit margins 

 

Brand notoriety 

Patenting 

Rapid penetration of the market 

Emphasis on quality and pleasure 

Development of customer intimacy 
(positioning) 

Failure in the  
business sector 

 

Impact on  
brand reputation 

Launch a pilot study on a few test 
markets 

Ensure reliability of the capsule 
system 

Inefficiency of commercial team 

 

Slow penetration 

 

Leadership of team by a proven 
professional 

Careful recruitment of sales force 

Intensive training of sales force 
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Risks Consequences Preventive measures 

Reaction of other Nestlé units that  
feel threatened 

 

Blocking of project 

 

Concentration on less sensitive 
high-end markets 

Avoid proposing machines with an 
output comparable to that of 
vending machines 

What are the Unknowns?  

The major uncertainty revolves around price.  

Unknowns Consequences 
Measures to reduce the 
uncertainty level 

Price perceived as  
too high 

Reduced market share and 
pressure on profit margins 

 

Carry out a market study in the 
field 

Launch a pilot study on a  
few test markets  

Segment the market so as not to 
cater to price-sensitive customers 

Reliability and industrialization of 
the new capsules  

Impossibility to launch  
the project 

Cooperate with the  
research and  
development department 

Obtain a technological validation 
from external laboratories 

Reliability and cost of coffee 
machines 

Customer dissatisfaction 

 

Work together closely with the 
machine manufacturer 

Recruit experts 

 

Risks Consequences Preventive measures 

Nestlé’s willingness  
to accept the risk of cannibalizing  
Nescafé and vending machine 
sales 

Blocking of project 

 

Discuss the matter  in advance 

Organize a pilot study on a few test 
markets and measure the impact 
on other products 
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What resources are required?  

To launch the project, the following resources are required (replaced by XXX, given that the information 
concerning Nespresso is confidential):  

XXX USD including:  

• XXX USD for technical development of the product 

• XXX USD for the production unit 

• XXX USD for marketing 

• XXX USD for working capital 

• XXX USD for salaries 

• XXX USD for the premises 

The internal rate of return for this project is XXX.  

What are the next important steps?  

• Creation of the team  

• Industrialization of Nespresso B2B Solutions coffee machines 

• Planning of the marketing strategy 

• Setting-up the capsule production unit 

• Establishment of the commercialization team 

• Launch  

Who are the members of the team responsible for the project?  

XXX 

What conditions still need to be fulfilled before the go-ahead can be given?  

The green light from management in respect of the resources requested.  

 

Why this solution is better for Nespresso than other options? 

(replaced by XXX, given that the information concerning Nespresso is confidential) 

The table below shows that Nespresso B2B is the best option for the company. Against our Decision Criteria 
it performs particularly well. 
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 Nespresso 

Decision Criteria 

Alternatives 

Nespresso B2B Option A Option B Option C 

1 
Impact on brand 
essence 4 3 1 2 

2 Profitability   4 1 3 0 

3 XXX 3 2 2 4 

4 XXX 3 3 2 1 

5 XXX 4 2 1 1 

What could happen if we do not seize this opportunity?  

Another market player might take the lead in the professional market, depriving Nespresso of its leadership 
position and of substantial sources of profit and revenues.  

Advantages of the Opportunity Case  
The Opportunity Case provides a platform for discussion between the Decision-maker(s) and 
promoter(s) of the project. The Decision-makers might for instance want to challenge the latter on 
such points as: 

• How the team has obtained information (e.g. that given in the Customer Benchmarking table) 

• Who has been consulted to verify the accuracy of its content 

• Whether the Competitive Advantages are good enough to tilt the scale 

• Whether the CUE can easily be communicated to customers 

• Whether the Definition of Success and Failure is realistic 

• Whether any Factors have been forgotten 

• To what extent it is possible to reduce the level of uncertainty of Unknowns 

• Whether all the parameters of their own Decision-making Tree have been addressed (see Chapter 3) 

• Whether the team is really capable of delivering the Definition of Success, or at least the 
Definition of Failure, etc. 
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All these questions provide Decision-makers with great opportunities for a constructive and 
interesting discussion with the team without the need to read an entire business plan. This saves 
time for both parties, but particularly for those who would otherwise have to write the time-
consuming business plan. 

The Opportunity Case will trigger one of three reactions from the reader, who will either: 

• Not be interested. In this case, writing a business plan would in any case have been an absolute 
waste of time 

• Give you the green light because he or she likes the idea and trusts you and your team’s ability 
to make it happen 

• Ask to see the Implementation Plan before making a final decision (the “how” and “how 
much”). Now convinced by the “what” and “why”, the Decision-maker will want to find out how 
you intend to concretely seize the opportunity. Such readiness to allocate more time and 
attention to the project in fact denotes a very serious interest. It may even be regarded as a 
conditional approval, a desire to confirm the feasibility and eliminate any remaining doubts (the 
condition). This alone is very encouraging. 

The project initiator should have a much clearer idea of where he or she stands once the Decision-
maker has read the Opportunity Case. Because an Opportunity Case can be produced considerably 
faster than a business plan, much earlier contacts with Decision-makers are possible, and the project 
initiator will doubtless find better things to do with the time saved. 

The Implementation Plan  
The Implementation Plan complements the Opportunity Case by including practical details that 
are not outlined there. This is where you address the “how” and the “how much” in detail. 

The Implementation Plan might contain: 

• A description of the Action Plan 

• The Action Plan timeline 

• Detailed financial projections, preferably with milestones justifying further investments when the 
time comes 
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• A detailed contingency plan to deal with Risks 

• Anything else that might demonstrate feasibility (e.g. buyers’ letters of intent, pilot study and test 
results, etc.) 

Tactical Moves may be grouped by function, purpose or any other relevant structure. If you 
prefer to respect the underlying business plan philosophy, you can group your Tactical Moves 
according to a typical business plan structure (see below). But alternatives exist and you have the 
choice to group Tactical Moves in whatever way makes sense to you and the reader. For instance it 
might sometimes be more appropriate to present Tactical Moves in a way that indicates their impact 
or purpose.  

The Implementation Plan does not have to justify the existence of the project. Unlike the business 
plan, the Implementation Plan focuses only on its execution (the “how”) and financial projections 
(“how much”). Justifying the project has already been taken care of in the Opportunity Case. 

Writing the Implementation Plan is quick and easy after using the IpOp Model. Almost all of its 
content can be extracted from the Action Plan you have defined in the IpOp Model. But more 
importantly, knowing that a Decision-maker is actually interested in looking at the Implementation 
Plan will boost your energy and determination to produce quickly. This is very different from writing 
a business plan, for its author has no idea whether anyone will actually read it or not. The absence of 
an identified reader is one of the reasons why a business plan takes so long to write. Knowing that a 
Decision-maker is waiting for a document before finalizing the decision to go ahead acts as a 
tremendous incentive: the Implementation Plan must be produced quickly while the Decision-maker 
is still warm.  

The Implementation Plan can be customized according to your Decision-maker’s profile and 
characteristics. Because it can integrate any contribution56 to the project by the Decision-maker, 
there is less likelihood that the investor will want you to amend the Action Plan. This is very different 
from a generic business plan written in abstracto. 

The Implementation Plan will also lead to a highly constructive discussion with the Decision-
maker. Based on a concrete plan of action, it encourages a pragmatic approach on the part of the 
Decision-maker to both challenge the feasibility of the Action Plan and suggest improvements. 
Such a constructive confrontation will also help you to improve your plan or justify its present 
form. Updates of the business plan or the Implementation Plan are therefore unavoidable. 

                                                           
56  e.g., access to markets, networks, expertise, equipment and other resources, people, synergies, etc. 
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An Implementation Plan is much easier to update or improve upon than a business plan. 
Updating a business plan is time-consuming because it is very difficult to amend only part of the 
document. The Implementation Plan is a simpler, more down-to-earth document, and is thus much 
less complicated to amend. Reading it will also provide the Decision-maker with a more concrete 
perspective.  

The Implementation Plan facilitates monitoring of the actual implementation, since the 
justification elements included in the business plan, useless for monitoring purposes, do not need to 
be filtered out. Once the decision to proceed with the project has been made, the Opportunity Case 
can be put aside and the whole attention focused on the Implementation Plan. 

For Business Plan aficionados  
If, despite all of the above, a business plan is required, or if you yourself feel compelled to 
produce one, writing it should now be pretty easy. Because the business plan combines the content 
of both the Opportunity Case and the Implementation Plan, some parts (e.g. the market analysis) will 
need to be more developed to justify the content summarized in the Opportunity Case. This will 
require some extra work but will be much easier than jumping straight into the business plan 
without first using the IpOp Model. 

Developing the business plan from the IpOp Model is quite straightforward. The following table 
illustrates how it can be done in respect of a number of items, bearing in mind that the structure of 
the business plan represents the “how” within the traditional functions of a company (R & D, 
marketing, production, sales, HR, finance, etc.). In order to respect the business plan structure, the 
Tactical Moves should be grouped by function and referred to in the corresponding section of the 
business plan.  

Business plan item 
Useful source of information 
in the IpOp Model analysis  Comments 

Description of the Opportunity  PND and Solution  

Description of the technology 
and R&D status CDCs, CUE It is the technology that makes the Solution 

possible 

Market study  Definition of Success and 
Failure  

Assessing the potential of the market and its 
condition is a prerequisite for determining the 
Objectives within the Definition of Success and 
Failure 

Competitive analysis  Customer Benchmarking Customer Benchmarking serves to summarize  
your analysis of the competition  
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Business plan item Useful source of information 
in the IpOp Model analysis  Comments 

The product  CUE 
The CUE expresses what the product has to offer 
the customer (the Solution) 

Product features  CDCs Product features are only relevant if they can 
influence customer behavior (CDCs) 

Risk analysis  Possible Hurdles (Factors) Together with the corresponding Tactical Moves 

Unknowns analysis (usually 
confused with risks) Unknowns Together with the corresponding Tactical Moves 

 Business Model Business model   

 R&D strategy Action plan  

 Marketing strategy Action plan  

 Sales or market penetration 
strategy Action plan  

 Production/partnering strategy Action plan  

 IP strategy Action plan  

 Outsourcing strategy Action plan  

 Procurement strategy Action plan  

 HR strategy Action plan  

 Legal strategy Action plan  

 Funding strategy Action plan  

 Financial projections 
Action plan + Definition  
of Success  

 Presentation of the team Factors The team is a Factor (and a Stakeholder) 

 

As you can see here, most items for the business plan can be extracted from the IpOp Model, 
particularly the selected Tactical Moves, the backbone of the Action Plan. The IpOp Model is the 
underlying thinking process behind the business plan. Skipping the IpOp Model could lead to 
overlooking any number of key success parameters. 
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The IpOp Model replaces the business plan as a maturing tool for the project. Many proponents 
of the business plan claim that writing it obliges the project team to be more thorough in their 
analysis of the project. It is also supposed to provide a better presentation of the project for Decision-
makers. Writing a business plan certainly does oblige people to sit and think, but this does not mean 
that the result is as good as it might be. I believe that the structure of the business plan is 
counterintuitive, because nobody thinks according to such a structure that separates issues by 
function (for example focusing on marketing, then on production, then on HR, etc). Because the IpOp 
Model roadmap was inspired by the way successful people look at their projects, it is considerably 
more ergonomic than a business plan. It reflects the fact that people think in a more holistic manner. 
I have never yet met anyone who after using the IpOp Model preferred to go back to the business 
plan structure when analyzing the project in hand. 

Project Management  
Once the go-ahead for the project has been given and the necessary starting resources made 
available, the next step will be to launch the project. But however good the plan and the strategy, 
they still have to be properly implemented if they are to be successful. Implementation of the project 
will always be more difficult than anticipated, but good pre-project preparation can reduce the 
number of unpleasant surprises and collateral damage. At this point it might therefore be beneficial 
to use traditional project management techniques (see below) to increase the chances of successful 
implementation.  

Project management tools manage Resources, time, deliverables, monitoring tools, team 
coordination, Constraints, Unknowns, Tactical Moves, and more. Much of the information 
derived from the IpOp Model can be used for project management purposes. Project management 
thus follows on naturally from the IpOp Model process, dealing as it does with the execution and 
implementation of the plan prepared with the IpOp Model. Conversely, project management 
without use of the IpOp Model could mean that a project arrives at the implementation stage 
without a complete pre-project analysis having been done of the issues at stake. While project 
management does address some of the issues worked through in the IpOp Model, it does so from 
the angle of implementation (the “how”), whereas the IpOp Model is more concerned with 
justification of the project, including its purpose (the “why”).  

Seamless implementation of the Action Plan furnished by the IpOp Model and project 
management (in the manner of an orchestral score) is the project manager’s dream, but 
unfortunately the reality is usually a little different. While such an outcome is already rare enough 
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in the case of well-controlled projects (such as replacing an ERP 57) it NEVER happens with 
innovative projects. Most projects face surprises that force the team to adapt quickly. Key 
parameters affecting implementation include changes in market conditions, new offerings by 
competitors, a change in team composition, lack of resources, development of new technologies, 
new regulations, partners’ change of mind, etc. Lack of time usually then leaves the project team 
with no choice but to improvise. Just bear in mind that good preparation is the number one 
success factor for successful improvisation. 

Innovative projects are closer to jazz music than to an orchestral score. Jazz is about 
improvisation within certain guidelines (e.g. the Mission, Constraints) and an ear for what the other 
musicians are doing (Factors and Stakeholders) to achieve a collective result (the Definition of 
Success) that satisfies the audience (Stakeholders’ PNDs and Aspirations). In the case of an innovative 
project, it is much easier to improvise when the various parameters (Stakeholders’ Aspirations, 
Constraints, Objectives, Factors, etc.) are well understood. The IpOp Model prepares the team to 
improvise in the face of changing circumstances, because all the key parameters have been analyzed 
and labeled and the model takes full account of the connections and interactions between them. 

 

 

 

                                                           
57  Enterprise Resource Planning, a system that is used to manage and coordinate all the resources, information and functions of a 

business (Wikipedia). 

To share this chapter with your friend(s) go to www.winning-opportunities.org/share?cp=16 
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Trusting Managers 

Twenty executives board an airplane and are told that the 
flight that they are about to take is the first-ever to benefit 
from pilot-less technology: it is an uncrewed aircraft. 

Each one of the CEOs is then told, privately, that their 
company's software is running the aircraft's automatic pilot 
system. Nineteen of the CEOs promptly leave the aircraft, each 
offering a different type of excuse. 

One CEO alone remains on board the jet, seeming very calm 
indeed. Asked why he is so confident in this first uncrewed 
flight, he replies, "If it's the same software that runs my 
company's IT systems, this plane won't even take off."  

 

 

 

To share this metaphor with your friend(s) click here or go to 
www.winning-opportunities.org/joke?nb=17 
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• The four pillars of innovation 

• Empowerment is a blessing 

• Management by Opportunity 

Managing management 
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Managing management 
Management by Opportunity—the practice for 
institutionalizing innovation 

veryone agrees that innovation is important and that it is a driver for growth. The problem is 
how to stimulate innovation in an organization, whatever its size, without wasting resources, 
losing control or becoming unfocused. 

Opportunities are at the heart of innovation 
The name of the game is to seize opportunities, for there are opportunities everywhere and the secret 
is knowing how to seize them. To achieve that, the organization must establish a practice that focuses on 
identifying and exploiting them. This practice I call “Management by Opportunity” (MbOp).  

The objective of MbOp is to deliver value to the organization. An idea that is not implemented is 
worth no more than the ink in which it is written. Management by Opportunity is not a “suggestion 
box” system that just encourages people to generate ideas and rewards them with no obligation to 
analyze their feasibility. It is concerned only with “implementable” innovation that can translate into 
measurable benefits for the organization. Before an innovative idea can be implemented, it must be 
fully analyzed and its true contribution demonstrated. 

No manager can be aware of everything that is happening in his or her unit, unless it is a very small 
one. In any sizeable organization, management must rely on the brainpower of others; what I call 
“distributed intelligence”. This expands on the concept of “swarm intelligence”, which shows how insects 
manage to accomplish complex things as a group in the (apparent) absence of a command center58. 

                                                           
58  See http://en.wikipedia.org/wiki/Swarm_intelligence.  
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Such coordination is possible because each individual follows a set of rules. A very simple illustration of 
this concept can be seen with flocking rules59.  

Management depends on every employee to identify opportunities because each of them is 
exposed, at his or her own level, to situations that could give rise to opportunities. The challenge 
facing management is how to entice these people to identify the opportunities and take concrete 
measures to seize them. Every employee needs to be empowered to look for opportunities: to 
improve processes, provide better service, reduce costs, improve products, ameliorate relationships, 
better satisfy customers’ PNDs, etc. There are so many opportunities out there, and it is just a matter 
of seizing them. Such empowerment60 stimulates innovation and pride in the work.  

In real terms, this translates into empowering employees to: 

• Hunt for opportunities  

• Have access to information  

• Be creative 

• Think and analyze 

• Use resources where appropriate  

• Implement their idea once it has been validated and accepted 

Absence of empowerment is a sign of mistrust, betraying an underlying belief that people 
cannot do things well enough if they are left to themselves. This is no way to motivate employees. 
Their natural reaction will be, “if they don’t trust me, why should I do more than the minimum 
expected of me?” Traditional military structures used to operate that way, and the quality of their 
performance says it all.  

Why innovation is such a managerial challenge 
Innovation is directly linked to change. Because it means doing things differently, innovation 
represents a threat to the “establishment”, which in this context may refer to either an institution or 
people. While people who are in charge are not against innovation as such, they have a tendency to 
resist whatever may have a potentially negative impact on them. Fear of the unknown is a major 
reason for the outright rejection of new ideas, however unsatisfactory the present situation may be. 
The old adage, “the devil you know is better than the devil you don’t know”, has all its meaning here.  

                                                           
59  See http://en.wikipedia.org/wiki/Flocking_(behavior).  

60  See the 5P formula for emPowerment below. 
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Territorial behavior is an obstacle to cross-boundary cooperation and communication. When 
people are intent on protecting their territory, they need to stay within its boundaries. They operate 
from within a shell so that nobody can bother them from outside. While this is a good way to 
maintain the status quo, it certainly does not encourage innovation or change, because the most 
powerful changes are those that go beyond unit boundaries. 

As humans, we have a natural inclination to preserve our territory, and thus to resist change. People 
employ three basic tactics to avoid direct confrontation: 

• Negotiate before war is declared 

• Avoid confrontation by making moves that do not affect other people’s territory 

• Share a common vision/goal for which the “future victims” are prepared to sacrifice some of their 
own privileges. This may sound good but it does not happen very often in the “real world” 

None of these options is easy. Clearly, dealing with the perceived threats of innovation, 
whether or not they are justified, is a monumental challenge to management. 

Some managers are particularly vulnerable to change, because their job is result-oriented. Their 
position puts them in charge of the plan. But any change, any digression from their original plan may 
be perceived as a threat (possibly even a personal one) to their ability to deliver the results expected. 
They may fear that innovation will reduce their level of control or represent a challenge to their 
power. They may not know how to deal with the new situation or how to answer some of the 
questions brought up by the innovation. Needless to say this category of managers is not the 
archetype of the go-getter. 

The “Not Invented Here” (NIH) syndrome is a classic innovation killer (a typical Resistance as 
explained in Chapter 5). This is when a person’s ego gets in the way of accepting that others can 
contribute to success. Such people unconsciously feel that good ideas can only come from themselves: 
if they came from others, that might mean that others are smarter. Self-protection then demands 
killing off other people’s ideas. Some managers even choose to hire less competent people in order to 
stay on top and avoid feeling threatened. In these circumstances it comes as no surprise to see 
management not trusting their employees on the pretext that they are not sufficiently qualified.  

Empowerment and new ideas could be a source of risk. Delegation is one of the components of 
empowerment, and as such is a source of risk for people who believe that nobody can do the job as 
well as the boss (for why would s/he have become the boss otherwise?). The alternative all too often 
resorted to is to do everything oneself and rely on nobody. Not realistic for an ambitious outcome! 
The solution organizations often go for is a control system to stay on top of everything, for deep-
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pocketed organizations are notoriously adverse to risk-taking. The richer the company, the less 
prepared it usually is to take risks. Because there is no pressure to make more money “play-it-safe 
managers” are disinclined to take any risk that could jeopardize the current level of comfort.  

Innovation might divert people away from their primary focus. The excitement and pleasure 
derived from a new idea could lead people to focus on new horizons rather than the job at hand. In 
the corporate context this would mean people being less focused on corporate objectives. Here 
again, because organizations tend to be short-term-objective-driven, control systems have been 
devised to avoid such a deviation. 

Control systems hamper innovation. Managers tend to like control systems because they further 
their own objectives. And because managing risk is such a major concern, control systems grow up 
like mushrooms. But they also reduce people’s freedom and often result in stifling innovation. So the 
question is: how to encourage innovation without loss of control?  

Innovation demands a certain degree of freedom. Innovative people need time to explore new 
ideas, but it is difficult to find time to innovate when short-term objectives impose total commitment 
and focus. 3M and Google offer classic examples of how this issue can be addressed, by giving their 
employees 10 to 15% of free time. But not many organizations have replicated such a free-time 
model, and most innovators have to work overtime on their projects. That requires a great deal of 
motivation. It also means trusting employees to come up with results rather than monitoring their 
time and effort. This is what differentiates result-oriented organizations from those only satisfied 
with managing resources. 

The heart of innovation is trust. In the absence of trust, people play it safe and do not expose 
themselves. Innovators tend to be more vulnerable than those who play by the rules. Their 
vulnerability will continue until the innovation turns out to be a success. Until that stage is reached, 
innovators need to feel that they are in a trusting environment. 

In addition, institutionalizing innovation requires a coherent approach. Management by 
Opportunity recommends the conditions that make it possible. The four pillars of MbOp are:  

• A genuine commitment by management at all levels to support innovation 

• Inner motivation on the part of employees to innovate 

• An environment that supports intrapreneurship (including intrapreneurship education) 

• Provision of easy-to-use innovation tools 
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A whole book could be written on all these four pillars and indeed many have been devoted to 
each of them. Since this book focuses on the fourth pillar, innovation tools, I offer a brief description 
of the others further down in this chapter.  

1. A genuine commitment by management 
Leaders at all levels must be genuinely committed to innovation and to avoiding the “Not 
Invented Here” syndrome. Otherwise those below them in the hierarchy will not take the risk of 
trying something new, but will prefer to play it safe and stay away from innovation. But being 
committed to innovation is not enough. Management, particularly senior management, needs not 
only to welcome innovation from everyone but to make sure that everyone at all levels plays the 
game: for if any one layer blocks innovation then the whole organization is affected. If employees 
feel that their ideas “are not welcome upstairs” or that the NIH syndrome is raising its ugly head, they 
will automatically stop coming up with new ideas. This is a vicious circle, because then the only ideas 
implemented come from management and this makes managers think they are indispensable, 
inflating their ego even further. 

Self-confident managers are not threatened by innovation. They know that using their staff’s skills 
and brainpower works to their own advantage too. They have understood that managing and 
encouraging a successful team contributes to the progress of their own career. Building the leaders 
of tomorrow should be part of any executive’s job description. This means encouraging everyone to 
show what he or she is capable of doing. It behooves senior management to appoint or promote 
only those managers who have the maturity not to feel threatened by innovation. 

Leaders must encourage innovation “across the board” to demonstrate that it is everyone’s 
business. Recognizing non-tech innovation (e.g. by allocating resources) as well as technological 
innovation is an obvious way to do this. There is no point in management’s claiming to support 
innovation when its actions demonstrate the contrary. Like everyone else management must put its 
actions where its mouth is. Otherwise there is little chance of trust and credibility. An appropriate 
attitude is essential to get the message across and obtain results.  

A culture of pride and recognition will encourage innovators. If people cannot take pride in 
creating Competitive Advantages, the company they work for has little chance of long-term survival. 
It is up to senior management to recognize that creative people make a real contribution to the 
success of the company, for recognition is a key motivator. There are many other cultural and 
behavioral factors that can influence the outcome of innovation, but I shall not address them here 
because they are well covered in the literature on leadership and intrapreneurship. 
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It’s the leaders who call the tune. Their attitude and behavior dictates the corporate culture. 
The top boss’s personality, it needn’t be said, will have an enormous effect on the style and 
culture of the whole organization and considerably affect employees’ motivation to innovate. We 
have all seen (or experienced in our own person) how the arrival of a new leader with the right 
attitude can stimulate unmotivated people to become motivated. Conversely, highly motivated 
people sometimes lose their motivation after a management change.  

Because leaders play such a critical role in the realm of innovation, everything depends on the boss’s 
attitude. Even if all the other three pillars are in place, very little can happen without commitment on 
the part of management. For no management system can in the long run consistently provide the 
best results in respect of innovation if the leader is not genuinely committed to it. This is probably 
more of a theoretical issue because a boss with the wrong attitude will not usually put the three 
other pillars into place. So logically, you might wonder whether organizations that are not innovative 
enough have the right person at the top. 

The ability of an organization to innovate can serve as a measure of its leaders’ performance. How 
can leaders ignore the fact that innovation is a way of planting seeds for the future? Stakeholders 
might well wonder whether CEO’s who behave more like resource managers and who do not 
support innovation are really doing their job of leading the organization towards a better and 
sustainable future. 

2. Employees’ motivation to innovate 
Leadership studies cover ways to motivate people, but innovation is unfortunately often considered to 
be “over and above the call of duty” and to require a special effort. In fact it should simply be part of the 
culture and thus the norm. But this is still something very rare in large organizations. 

The central question is how to satisfy the “WiiifM” requirement (see Chapter 15). If employees 
perceive benefits in their ability to innovate, they will do their best to get those benefits. Studies and 
books on intrapreneurship list many forms of benefits or rewards: 

• Recognition 

• Promotion 

• A new title 

• Greater freedom 

• New responsibilities 

http://www.winning-opportunities.org/


W I N N I N G  O P P O R T U N I T I E S  C H A P T E R  1 7  

 

 PAGE 180    

• Larger budget 

• More resources 

• More free time 

• Better pay, etc.  

However important it may be, money is not the only motivator. On analogy with the 
“Driver/Satisfier” concept discussed under Aspirations (see Chapter 5), financial remuneration is very 
often a Satisfier. This may sound crazy or counterintuitive but for a significant number of people it is 
true: once they are making enough money to enjoy a comfortable standard of living, they will be 
more appreciative of other forms of reward. Many civil servants and the employees of non-profit 
organizations exemplify this reality, and are motivated to do a good job even though their 
remuneration is not up to what they could make in the private sector. Combining various types of 
reward, money included, provides quite a large range of possibilities. But money alone is certainly 
not enough to maintain long-term motivation.  

The reward must be commensurate with the effort and the result, as well as fair to others in the 
organization. Fairness is a non-negotiable condition for trust, and there is no alternative to providing 
a fair reward system.  

Job satisfaction, pride and personal development get a boost from an equitable reward system. 
When employees can demonstrate what they are capable of and their efforts are rewarded 
accordingly, they are irresistibly led to doing a better job. This should be the dream of any CEO and it 
is reasonable to suggest that a deliberate effort should be made to achieve it, but sadly this is all too 
often not the case. 

Expecting employees to be motivated spontaneously and naturally is not realistic. A 
comprehensive and proactive managerial approach is a must if motivation is to be stimulated. In 
addition and as a complement to the various tools taught in leadership classes there is one that I 
think worth highlighting: value alignment. 

Individual and corporate values need to be aligned to support innovation. Employees who do not 
subscribe to the organization’s corporate values are likely to be less committed to its success. But if 
their values and those of their employer coincide, they will be committed to the final objectives. 
Proper matchmaking is indispensable. 

Recruitment of employees should include verification that their values are compatible with 
those of the organization. This is a delicate issue because some people might consider that values 
belong to the personal sphere and that such verification could be discriminatory. But if no such 
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“value check” is done and their values are not aligned, both the organization and the individual will 
suffer from the inevitable clash at some point or another. 

Applicants for a job also need to evaluate the employer’s corporate values. It is equally the 
responsibility of all individuals applying for a job to verify that a future employer promotes 
values that are compatible with their own. Such verification, if it is possible, will certainly 
contribute to job satisfaction. The verification should not be left to the interviewer alone, 
because in the case of a mismatch the employee is likely to pay a higher personal price than 
the recruiting officer. The value check leading to good alignment should therefore be the joint 
responsibility of both employer and employee. I even recommend that this alignment be 
verified periodically, because values can change over time. But how many organizations do 
that, I wonder? 

3. An environment that supports intrapreneurship 

Leadership and motivation are not enough. The organization must also provide an environment 
that is supportive of innovation, so that the employees understand that the management actually 
means business.  

Structural conditions can encourage innovation or get in the way of it. For instance, recruiting 
experienced coaches to help improve projects will contribute to innovation. Whereas certain control 
systems, bureaucracy, or lack of access to information and resources are obstacles to innovation. A 
“best practice environment” would include access to an innovation hub that provides resources, 
coaching or advice for innovators. A structural factor that can favorably influence the ultimate 
outcome and attitudes is the encouragement of senior corporate sponsors to help and support 
intrapreneurial teams. Another essential ingredient is the appointment of an “innovation champion” 
to promote innovation within the company.  

Making the IpOp ToolsTM software available to employees, for instance, is another effective 
structural measure that can aid the innovation process. The mere fact of giving access to the 
application conveys the message that management encourages innovation.  Why else would 
management spend the money and make the effort of training people to use the IpOp Model? 

Because knowledge is critical for innovation, access to it must be managed. Without accurate 
information people cannot make the right decisions (or even educated guesses). To avoid re-
inventing the wheel, too, innovators need to have access to as much information as possible 
regarding what is happening on the market and what the competition is doing. Spending 
resources on developing “a new product” that in fact is already on the market can be a very 
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expensive exercise (some readers may find this difficult to believe, but it has happened any 
number of times). To be misinformed can be devastating!  

Neglecting the information dimension would be a huge mistake on the part of management. I 
cannot emphasize too strongly that to innovate, people must have access to relevant business 
intelligence and also make sure that in-house information is not available to your competitors. 
Managing information includes managing confidentiality without stifling innovation.  

The art of finding relevant information legally can contribute substantially to the ability to 
innovate. So it is important for the organization to provide access to useful information, whether 
internal or external. Knowledge Management tools are welcome whenever they make a real 
contribution to the sharing of information. But the phenomenal quantity of information accessible 
today makes finding the pertinent items rapidly a major challenge. Fortunately, competitive and 
business intelligence tools are available to confront it. Here again, I refer readers to the expert 
literature focusing on these matters.  

Identifying trends and being aware of what is happening both inside and outside your own 
organization is essential. Early detection of weak (internal or external) signals can provide 
substantial Competitive Advantages. Market watch, technology watch or other kinds of watch are all 
part of the innovation process. For example, they can certainly help to detect unsatisfied PNDs which 
might be turned into Opportunities. As indicated earlier, trends and their interpretation are also 
Factors that need to be understood.  

Interpreting the information is as important as obtaining it. Not everyone will interpret the 
same piece of information in the same way. Interpretation is influenced by many factors, including 
emotions, past history, the context, personal expectations and Aspirations. I highly recommend 
that managers take a step back to obtain a coherent and lucid picture of the situation. Discussing 
interpretation with others can sometimes avoid falling into the trap of facile judgment.  

Framework conditions are an important component of intrapreneurship research and 
literature. Many intrapreneurship experts and authors have focused on the conditions most 
conducive to increasing an organization’s level of innovation and dynamism. I encourage readers to 
look in the intrapreneurship literature to find good recommendations regarding the environmental 
aspects of innovation in medium to large organizations.  

But structural conditions alone are not enough (despite the common belief that “good systems 
can fix anything”). Because innovation is the result of human activities, the “system” needs some 
level of human contribution. How to get people to contribute is addressed in the expositions on 
Leadership and Motivation above.  
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4.  Provision of easy to use innovation tools and  
intrapreneurship education 

Offering guidance to people on the innovation road increases their comfort level. When people 
know how to do something, they are much more likely to do it than if they are unsure of themselves 
and unaware of the most suitable process. Coaching employees on the innovation process is a great 
way to empower them.  

The IpOp Model offers such a process. Exposure to the IpOp Model induces people to using it and 
start experimenting with innovation. Depending in the organization, between 33% and 56%61 of 
participants at an IpOp Model training session expressed the desire to innovate, despite the overtime 
this entails. This is one more illustration of how, when people are given a hammer, everything 
around them looks like a nail.  

Give people tools and you will see them itching to use them! But knowing how to use these tools 
properly is critical, because otherwise they can become counterproductive or even dangerous. A drill 
in the hands of a carpenter can work wonders but, in the hands of an inexperienced sailor, it can sink 
the boat. This is why it is important to train people on how to use the tools of innovation.  

Solitary innovation is rarely effective. Successful innovation will almost always involve 
different parts of the organization, requiring cross-boundary activities and cooperation. The big 
question then is how to prevent territorial behavior, which as explained above prevents real 
horizontal cooperation. 

Territorial behavior is usually triggered by fear. Fear of the unknown and of being challenged 
prevents people from being receptive. So fear and ignorance are very closely linked. Increasing 
people’s self-confidence and preparing them to seize opportunities is a good way to reduce their 
defense mechanisms.  

The best remedy against fear and ignorance is intrapreneurship education. Obtaining a more 
holistic understanding of business helps people to be less territorial. MBAs are very effective in 
providing such a “generalist” view, but they require a lot of time and of course not every employee 
can study for an MBA. Such training goes way beyond what most people need to understand about 
the fundamentals of business and what their neighbors are doing. Intrapreneurship education can 
provide this generalist view to open people’s mind to the “rest of the world”, beyond the limits of 
their own realm. 

                                                           
61  See Benefits of Management by Opportunity below. 
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Intrapreneurship education should include marketing, PR and communication, accounting, 
finance, negotiation skills, leadership, business intelligence, the IpOp Model, team building, 
presentation skills, legal issues, stress management, etc. Even if only the fundamentals are taught, 
they will impart business savvy, a basic business vocabulary and a global picture, while encouraging 
participants to obtain a more complete education in their own specific areas of interest.  

Intrapreneurship education breaks down internal barriers and silo attitudes. Business 
education also leads people to introduce additional dimensions in respect of their own activities that 
they would not have considered otherwise. For instance, an expert in portfolio management in a 
bank can come to realize that PR techniques can promote his or her department’s activities for the 
benefit of the employer (as well as his own!). 

Intrapreneurship education has an impact on the organization’s culture. It is a very effective way 
to convey cultural messages to a group, something that “catalog training”62 cannot do. Cultural 
messages include a number of dimensions that are not easily taught in competence training, such as 
business ethics, solidarity, the intrapreneurial spirit, social responsibility, and so on. Since the 
participants will come from different departments of the organization, they will also learn to work 
together while developing their internal network, a key ingredient of innovation.  

Continued business education can successfully enhance cross-boundary cooperation. The 
MicroMBA63 training program has for instance delivered very spectacular results in every single 
organization in which it has been implemented64. It has demonstrated that education (including 
IpOp Model training) combined with the successful promotion of cross-boundary cooperation 
definitely encourages people to innovate. Because it capitalizes on the various resources of the 
organization and promotes a spirit of intrapreneurship, it contributes to changing the corporate 
culture. When an engineer and a marketing expert working in the same company fully understand 
what the other is doing and how, they are in a much better position to come up with possible 
synergies between them.  

  

                                                           
62  “Catalog training” represents the offering of training sessions available in a large organization to people who wish to acquire certain 

skills. They can pick and choose items from the “menu” but there is usually no link between the different training sessions that do 
not belong to one group. The participants must then make the potential connections between the various skills acquired. 

63  www.MicroMBA.org. 

64  Nestlé, Sanofi-Aventis, Microsoft, banks, industrial companies and even non-profit organizations (including a hospital).  
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The Five P’s formula for emPowerment 
The simple Five P’s formula for emPowerment is a recipe 65 that works wonders to promote 
innovation within organizations: 

 A Passionate leader  
+ Permission (to do)  
+ Protection (in the event of failure) 
+ a Process                                                                                              
= Powerful Performance (by emPowered People) 

 
A Passionate leader will inspire people to be proactive. Passion is contagious and will stimulate 
the team. A leader who is not passionate about success is unlikely to motivate the staff to constantly 
look for opportunities to do a better job. 

Leaders must give Permission to innovate, in itself an encouragement to do things. Clearly stating 
that innovation is encouraged is of course a good starting point, but all the components of the 
MbOp described above contribute to conveying the message that management really desires 
innovation. Granting Permission should not be just a matter of lip service, and the leader’s attitude in 
the daily operations will be essential in supporting or weakening Permission. 

The leader must give Protection to those who innovate. Because of the possibility of failure, the 
innovator takes a personal risk for his or her career. Innovations often trigger an immune reaction 
from the organization which may be a killer obstacle. Leaders should therefore provide the air cover 
to protect innovators in case of failure of a legitimate enterprise. 

A Process for innovation is necessary to provide a clear roadmap for those who have an idea. In 
the absence of such a Process focusing on emerging (bottom-up) innovation, employees will not 
know how to move their ideas forward. Providing a Process not only helps them mature and sell 
their idea but also demonstrates a sincere desire on the part of management to encourage 
innovation, otherwise it would not bother providing a Process. The fact that a Process for 
bottom-up innovation is proposed to employees clearly demonstrates that management is 
walking its talk. The IpOp Model has served many large organizations successfully as the Process 
to stimulate emerging innovation. 

  

                                                           
65  Inspired by the 3P’s of Transactional Analysis: Permission + Protection = Power. 
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When these first 4 P’s are implemented the result is the 5th double P: Powerful Performance. 
The 4 P’s concretely empower employees to become proactive, and the result is high Performance. 

The benefits of Management by Opportunity  
MbOp brings a comprehensive approach to innovation. It combines a number of pillars to deliver a 
more effective management practice. Each individual pillar has merits of its own and provides interesting 
results. But combining them to produce a solid edifice is a much more powerful source of true synergy.  

MbOp is a state of mind focused on the seizing of Opportunities. It brings competitive 
advantages to the organization at the same time as increasing employees’ job satisfaction. The 
possibility of seizing opportunities is a privilege that permits them to show what they are capable of 
doing. This creates enormous drive. 

MbOp stimulates employees’ commitment. This was one of the “side effects” identified following 
the introduction of MbOp in the Field Marketing division of Oracle. Driven by Alfonso Di Ianni, senior 
VP, this initiative substantially boosted employees’ motivation and job satisfaction.  

MbOp delivers measurable results. Despite the fact that not all the components of its four pillars 
were introduced at Oracle, MbOp delivered measurable results.  A survey run by Oracle Corp. 
stated that: 

• 56% of participants initiated new projects that would not have seen the light of day if they had 
not attended the IpOp Model workshop 

• 87% of participants applied all or some of the tools presented during the IpOp Model training 
session in the three months following the workshop 

Comparable results have been obtained in other organizations, even though no systematic measure 
of the outcome was implemented. So far, there is no indication that the introduction of MbOp has 
not been beneficial anywhere. 

At Oracle Field Marketing division, where the IpOp Model was taught in a series of short action-
learning training sessions, the following contributing management actions were also implemented:  

• Clear expression of a commitment to support innovators on the part of the senior VP running 
the division  

• Development of motivation through different approaches  

• Introduction of a number of structural conditions  
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Intrapreneurship education was not part of the package, on the assumption that the target group 
already had access to relevant information and had sufficient business savvy. This demonstrates that 
even the partial introduction of MbOp can deliver good results, while its full introduction will of 
course be still more effective. 

MbOp encourages emerging innovation, i.e., innovation that rises from the bottom towards the 
top. This is a major difference compared with most traditional change management programs, which 
usually have a top-down mechanism: the decision to change is made at the top and the objective is 
to convince the rest (the bottom) to buy into it.  

MbOp is thus a bottom-up “change management” practice. Because MbOp empowers all 
employees to become Opportunity hunters, each one of them in fact becomes a change agent with 
the objective to deliver the mission and support the strategy.  

MbOp also reduces the level of stress within an organization. Because MbOp is a real 
empowering management practice, it gives employees more control over their work. Lack of 
control and helplessness are major sources of stress. When people have to execute decisions that 
have been imposed on them, they feel helpless and become stressed. With empowerment, they 
can handle quite heavy pressure without too much difficulty. MbOp thus very meaningfully 
contributes to stress reduction.  

MbOp is for “rightists”, people who mostly focus on the right side of the P&L statement (the 
revenues). The left side registers expenses, so “leftists” are managers who focus on cost reduction. 
Innovation is mainly a rightist activity, despite the fact that some innovations lead to cost reduction. 
The “rightist” approach is to seize all opportunities that improve something, whether on the revenue 
side or the expense side. Rightists have a clear preference for the revenue side where the sky is the 
limit, while cost reduction is obviously limited.  

MbOp complements other management practices. There is nothing to prevent, for example, 
implementing MbOp as a complement to MbO (Management by Objectives). MbOp focuses on 
proactive innovation, and is not in contraindication with most other management practices. MbOp has 
been used in both the private and public sectors, including hospitals and non-profit organizations. In 
theory, and indeed in fact, there is little reason not to introduce it into every organization. 

But the success of MbOp depends on a commitment to innovation and empowerment on the 
part of senior management, listed as the first pillar above. My experience has led me to believe 
that unfortunately this is the main obstacle. Not many CEO’s are prepared to empower their people 
and encourage “across the board innovation”. This could be due to inertia, the fear of change, NIH, 
or any of several other reasons. I unfortunately have not had a chance to run a study to figure out 
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these reasons but I look forward to finding out. It is certainly a very interesting area that is still open 
to investigation.  

The IpOp ToolsTM software provides a monitoring system focusing on innovation that can reduce 
the resistance of senior management to promoting Management by Opportunity by increasing their 
level of control. In today’s rapidly changing environment reluctant CEO’s need to realize that 
innovation is a must if they want to stay in business. 

 

 

 

 

To share this chapter with your friend(s) go to www.winning-opportunities.org/share?cp=17 
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Everything has a price 

A woman takes a lover home during the day while her 
husband is at work. Her 9-year old son comes home 
unexpectedly; he sees them and hides in the bedroom closet 
to watch.  

The woman's husband also comes home. She puts her 
lover in the closet, not realizing that the little boy is in 
there already.  

The little boy says, “Dark in here.”  

The man says, “Yes, it is.”  

Boy: “I have a baseball.”  

Man: “That's nice”  

Boy: “Want to buy it?”  

Man: “No, thanks.”  

Boy: “My Dad’s outside.”  

Man: “OK, how much?”  

Boy: “$250”  

In the next few weeks, it happens again that the boy and the 
lover are in the closet together.  

Boy: “Dark in here.”  

Man: “Yes, it is.”  

Boy: “I have a baseball glove.”  

The lover, remembering the last time, asks the boy, “How 
much?”  

Boy: “$750”  

Man: “Sold.”  

Chapter 

Take-home of  
this chapter 

• A sense of fairness 

• Where to pay 

• How to order a printed version 

 

Your final step 

18 
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A few days later, the Dad says to the boy, “Grab your glove, 
let’s go outside and have a game of catch.”  

The boy says, “I can't, I sold my baseball and my glove.”  

The Dad asks, “How much did you sell them for?”  

Boy: “$1,000”  

The Dad says, “That's terrible to overcharge your friends like 
that...that is way more than those two things cost. I'm taking 
you to church, to confession.”  

They go to the church and the Dad makes the little boy sit in 
the confessional booth and closes the door.  

The boy says, “Dark in here.”  

The priest says, “Don't start that shit again; you're in my 
closet now.” 

  

To share this metaphor with your friend(s) click here or go to 
www.winning-opportunities.org/joke?nb=18 
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Your final step 
Deciding on the (fair) price 

ow that you have read this book about evaluating the chances of success of your project or 
projects (and which I hope it will have increased considerably), there remains one further 
assessment I would like you to make: to assign a value to its content in terms of its 

potential benefit to you personally. Price is the bottom line evaluation of value. 

In my Introduction I stated that the Business Model for this book is to download free of charge and 
set your own price depending on your level of satisfaction. Choosing such an unusual Business 
Model for a business book was in itself an innovative but risky move (I gladly apply what I preach!), 
and in doing so I have assumed that my readers have a sense of fairness. It will be interesting to see 
how right I was. 

My own sense of fairness has dictated a decision to give 10% of the money I collect from readers 
to support entrepreneurs in developing countries. This money will be used to fund 
entrepreneurship education with a view to helping people create employment for themselves and 
jobs for others. In line with the old adage that it is better to teach a man to fish than to give him a fish 
to eat, I believe that it is better to teach the use of tools than to simply make donations. Being able to 
fish or use tools such as the IpOp Model enables people to do something proactively to improve 
their future prospects. 

So this is the moment of truth and the moment for you to set a price: 

• If you consider the content to be of no value to you, you of course pay nothing. My request is 
then that you confirm on the website that the book was worth nothing to you (to avoid 
confusion with those who have not yet decided how much it is worth to them). 

N 
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• If, on the contrary, the content of this book has been extremely valuable to you, you are welcome 
to pay me any sum that feels right to you (but no more than five million US dollars please!). If the 
book helps you to become a multimillionaire, you can contribute to the same extent that you 
would when making a donation to the university or college you have attended. 

• And of course anything in between will be fine too. 

The content of this book is also applicable to itself. So it also has a Definition of Success that includes 
two KISs66:  

1. The total amount of money paid by readers. The more readers pay, the more the substantial 
effort and expense involved in putting it together will have been justified and the more I can 
support entrepreneurs in developing countries. 

2. The average price paid per book, i.e., the total amount that comes in divided by the number of 
books downloaded. This will provide an overall indicator of the value that readers have assigned 
to its content. 

In addition there is also a KPI67: what percentage of the number of downloads is made up of readers 
who pay nothing? In a world where many people talk about being more ethical it will be interesting 
to see how many people actually walk their talk. 

Students who do not have the money to pay immediately can postpone payment until their income 
makes payment possible. This too I believe is fair. 

Once you have decided on the fair price you are willing to pay, you can easily settle by credit card, 
PayPal or bank transfer on the following website. It is safe and your personal information will not be 
stored on this site.  

www.winning-opportunities.org 

I thank you in advance, and I do hope you have found the reading both enjoyable and useful. 

For readers who wish to acquire a hardcopy version of this book, for themselves or to give as a 
present, it is possible to order one or more professional printouts from the site www.winning-
opportunities.org.  

 

                                                           
66  Key Indicators of Success. 

67  Key Performance Indicator. 
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Glossary  
(with equivalent French terminology) 
Term Definition French term 

Action Plan An organized set of Tactical Moves put together to deliver the 
Definition of Success 

Plan d’actions 

Aspiration An expectation that a Stakeholder wishes to have satisfied Aspiration 

Barrier to entry A major Hurdle/Obstacle (often difficult to overcome) usually 
present to avoid competition 

Barrière à l’entrée 

Benchmarking See below Customer Benchmarking and Decision-maker 
Benchmarking 

 

Booster A Factor contributing to delivering the Definition of Success 
(it is a Factor) 

Accélérateur 

Business model The combination of parameters for a given activity aimed at 
ensuring the resources necessary to satisfy Stakeholders 

Modèle économique  
 

Business plan Document describing 1) the plan to put the project into effect 
and 2) market conditions and other reasons justifying why the 
Project should be implemented 

Plan d’affaires 

CDC See Customer’s Decision Criteria below CDC 

Collateral effect A side effect of a Tactical Move or Action Plan Effet collatéral  

Competitive 
Advantage 

A feature of the project that is difficult for the competition to 
copy  

Avantage concurrentiel 

Competitive 
intelligence, Business 
intelligence  

Methods for researching information on the market, products, 
customers, competitors, needs, etc. 

Intelligence 
concurrentielle, 
Intelligence économique 

Competition, 
competitor 

An alternative that is liable in some way or another to satisfy 
customers’ PNDs or attract their attention 

Concurrence, concurrent 

Constraint A rule that must absolutely be respected (it may be freely 
adopted or imposed by the organization or even the external 
environment, such as an authority) 

Contrainte 

Contingency  
plan 

An alternative plan prepared in case an unforeseen event (i.e., 
a Risk) materializes, or if the main plan does not proceed as 
planned 

Plan B 

CUE Customer’s Unique Experience (see CUE Statement) ECU 

CUE Statement Expression of the Solution designed to ensure a Customer’s 
Unique Experience (CUE) 

Déclaration d’ECU 

Customer 
Benchmarking 

Comparison of the relative performance of each Competitor 
(or alternative) for each Customer Decision Criteria (CDC) 
targeted 

Benchmarking du Client 

Customers’ Decision  
Criteria (CDCs) 

Criteria used by customers to choose among the various 
options available 

Critères de décision du 
client (CDC) 

http://www.winning-opportunities.org/


W I N N I N G  O P P O R T U N I T I E S  G L O S S A R Y  

 

 PAGE 195    

Term Definition French term 

Decision-maker Any person wielding the power of decision that can affect the 
fate of a project (investor, leader, manager, etc.) 

Décideur 

Decision-maker 
Benchmarking 

Comparison of the relative performance of each alternative 
Solution for each Decision-maker Decision Criteria  

Benchmarking Décideur 

Definition of Success The list of objectives for each Key Indicator of Success that 
must be met at the various milestones if the project is to be 
rated as successful 

Définition du succès 

Driver An Aspiration that has no ceiling (upper limit); the more it is 
satisfied, the happier stakeholders will be (the other category of 
Aspiration is the Satisfier) 

Driver 

Elevator Pitch 
 

A concise outline of the Project (not exceeding one minute) 
designed to capture the listener’s attention 

Elevator Pitch 

Empowerment The act of giving employees the freedom to take the initiative and 
make decisions 

Autonomisation 

Entrepreneur The initiator of an entrepreneurial project in the context of a  
start-up  

Entrepreneur 

Entrepreneurship  Entrepreneurial activity aimed at launching  
a start-up 

Entrepreneuriat, 
entrepreneurship 

Factor  
 

A parameter over which one generally has little influence, but 
which can have a (positive or negative) impact on the likelihood 
of a project’s attaining its Definition of Success  

Facteur 

Hurdle 
 

A known difficulty intervening on the path to the Definition of 
Success (it is a Factor) 

Frein 
 

Intrapreneur,  
corporate entrepreneur 

The champion of an entrepreneurial project in the context of an 
existing enterprise 

Intrapreneur  
 

Intrapreneurship, 
corporate 
entrepreneurship 

Entrepreneurial activity aiming to launch an innovative project 
within the framework of an existing enterprise 

Intrepreneuriat, 
intrepreneurship 

IpOp Innovation by Opportunity IpOp (Innovation par  
les opportunités) 

KISs Key Indicators of Success, an indicator used to measure the 
success of a project (its ultimate purpose)  

Indicateurs clés de succès  

KPI  Key Performance Indicator, an indicator used at management 
level to measure the performance of a unit or an activity 

Indicateur clé de 
performance (ICP) 

Milestone Key moments after launch of the Project when a KISs is measured 
to verify progress (used in the Definition of Success and Failure) 

Jalon 

Mission  
 

Expression of the realistic intentions to be achieved when 
implementing a strategy 

Mission 

MbOp  Management by Opportunity MpOp  

Objective The value attributed to an indicator at a  
given moment 

Objectif 
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Term Definition French term 

Opportunity Combination of an innovative Solution with a pending PND Opportunité  

Opportunity  
Case  
 

A short document of a few pages setting out the reasons why the 
project deserves to be realized; specifically, it serves to verify the 
apparent interest of a Decision-maker 

Dossier d’opportunité  

PESTEL  
 

An analysis of the political, economic, social/sociological, 
technological, environmental and legal Factors 

PESTEL  
 

PND  Pain/Need/Desire(s) that the customer would like to have satisfied SBD 
Souffrance/Besoin/Désir 

PND Statement Expression of the Pain/Need/Desire(s) of a defined target that the 
opportunity aims to satisfy 

Déclaration SBD 

Resistance Something that a Stakeholder wants to avoid Résistance 

Resources The means required to implement the  
Action Plan (money, personnel, premises, equipment, etc.) 

Ressources 

Risk An uncertain Hurdle that may or may not have to be confronted 
(it is a Factor)  

Risque 

Satisfier An Aspiration for which it is sufficient to attain the threshold in 
order to satisfy Stakeholders (the other category of Aspiration is 
the Driver) 

Satisfier 

Scope The limits of a Project (geographic, market segment, etc.) Envergure 

Solution A manner (usually innovative) of satisfying one or more PNDs Solution 

Stakeholder A person or entity to whom or which the project promoter is 
accountable (and thus whose Aspirations and Resistances must 
be taken into account) 

Partie prenante  
 

Start-up A budding new business Start-up 

SWOT  Strategic analysis of the strengths, weaknesses, opportunities and 
threats  

SWOT 

Tactical Move A concrete action designed to achieve the Definition of Success; 
component of the Action Plan 

Action tactique 

Terminators Indicators used to kill a project if a predetermined threshold is not 
reached 

Terminators 

Unknowns   Situations where there is a lack of information. The level of 
uncertainty of some Unknowns can be reduced, at least partially, 
with some Tactical Moves to enhance the chances of success 

Inconnues 

Value chain A set of activities that create value, necessary to ensure that the 
product or service gives complete satisfaction to the customer 

Chaîne de valeur 
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Recommended reading 
In addition to the books mentioned in the text, I recommend the following selection: 

• Carsrud, A. and Brännback, M. E. (2007). Entrepreneurship.Westport, CT: Greenwood Press. 

• Chesbrough, H. (2003). Open Innovation: The New Imperative for Creating and Profiting from 
Technology. Boston: Harvard Business School Press. 

• Cooper, R. G. (2001). Winning at New Products: Accelerating the Process from Idea to Launch, Third 
Edition (3rd ed.). New York: Basic Books.   

• Gumpert, D. E. (2002). Burn Your Business Plan!: What Investors Really Want from Entrepreneurs. 
Needham, MA: Lauson Publishing.   

• Heath, C. and Heath, D. (2008). Made to Stick: Why Some Ideas Survive and Others Die. New York: 
Random House. 

• Katz, J.A and Green, R. P. (2011). Entrepreneurial Small Business, 3e. Burr Ridge, IL: McGraw Hill 
Higher Education. 

• Kawasaki, G. (2004). The Art of the Start: The Time-Tested, Battle-Hardened Guide for Anyone Starting 
Anything. New York : Portfolio Hardcover. 

• Kim, W. C. and Mauborgne, R. (2005). Blue Ocean Strategy. Boston: Harvard Business School Press. 

• Leifer, R. et al. (2000). Radical Innovation. Boston: Harvard Business School Press.  

• McKnight, T. K. (2003). Will It Fly? How to Know if Your New Business Idea Has Wings...Before You Take 
the Leap. London: FT Press.   

• Mullins, J. (2004). The New Business Road Test: What entrepreneurs and executives should do before 
writing a business plan. London: FT Press.   

• Pinchot, G., Pellman, R. (1999). Intrapreneuring in Action. Berret-Koehler Publishers. 

• Pinchot, G. (1985). Intrapreneuring: Why You Don't Have to Leave the Corporation to Become an 
Entrepreneur. London: HarperCollins Publishers. 
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