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Game-changing disruptions will likely unfold on your watch. Be ready.In Dual Transformation,
Scott Anthony, Clark Gilbert, and Mark Johnson propose a practical and sustainable approach
to one of the greatest challenges facing leaders today: transforming your business in the face
of imminent disruption. Dual Transformation shows you how your company can come out of a
market shift stronger and more profitable, because the threat of disruption is also the greatest
opportunity a leadership team will ever face. Disruptive change opens a window of opportunity
to create massive new markets. It is the moment when a market also-ran can become a market
leader. It is the moment when business legacies are created.That moment starts with the core
dual transformation framework:Transformation A: Repositioning today’s business to maximize
its resilience, such as how Adobe boldly shifted from selling packaged software to providing
software as a service.Transformation B: Creating a new growth engine, such as how Ebook
Tops became the world’s largest provider of cloud computing services.Capabilities link:
Fighting unfairly by taking advantage of difficult-to-replicate assets without succumbing to the
“sucking sound of the core.”Anthony, Gilbert, and Johnson also address the characteristics
leaders must embrace: courage, clarity, curiosity, and conviction. Without them, dual
transformation efforts can founder.Building on lessons from diverse companies, such as
Adobe, Manila Water, and Netflix, and a case study from Gilbert’s firsthand experience
transforming his own media and publishing company, Dual Transformation will guide executives
through the journey of creating the next version of themselves, allowing them to own the future
rather than be disrupted by it.



Dual TransformationDual TransformationHow to Reposition Today’s Businessand Create the
FutureScott D. Anthony, Clark G. Gilbert,and Mark W. JohnsonHarvard Business Review
PressBoston, MassachusettsHBR Press Quantity Sales DiscountsHarvard Business Review
Press titles are available at significant quantity discounts when purchased in bulk for client
gifts, sales promotions, and premiums. Special editions, including books with corporate logos,
customized covers, and letters from the company or CEO printed in the front matter, as well as
excerpts of existing books, can also be created in large quantities for special needs.For details
and discount information for both print andebook formats, contact
booksales@harvardbusiness.org,tel. 800-988-0886, or .Copyright 2017 Scott D. Anthony, Clark
G. Gilbert, and Mark W. JohnsonAll rights reservedPrinted in the United States of America10 �9 �8 �
7 �6 �5 �4 �3 �2 �1No part of this publication may be reproduced, stored in or introduced into a retrieval 
system, or transmitted, in any form, or by any means (electronic, mechanical, photocopying,
recording, or otherwise), without the prior permission of the publisher. Requests for permission
should be directed to permissions@hbsp.harvard.edu, or mailed to Permissions, Harvard
Business School Publishing, 60 Harvard Way, Boston, Massachusetts 02163.The web
addresses referenced in this book were live and correct at the time of the book’s publication but
may be subject to change.Library of Congress Cataloging-in-Publication DataNames: Anthony,
Scott D., author. | Gilbert, Clark G., author.| Johnson, Mark W., author.Title: Dual
transformation : how to reposition today’s business and create thefuture / Scott D. Anthony,
Clark G. Gilbert, and Mark W. Johnson.| Organizational effectiveness. | Strategic
planning.Classification: LCC HD58.87 .A58 2017 | DDC 658.4/06—dc23 LC record
availableatThe paper used in this publication meets the requirements of the American National
Standard for Permanence of Paper for Publications and Documents in Libraries and Archives
Z39.48-1992.Contents1: Disruptive Shock Waves and Dual TransformationPart One: Dual
Transformation Framework2: Transformation A: Repositioning the Core3: Transformation B:
Creating the New4: The Capabilities Link between A and BPart Two: Leading Dual
Transformation5: The Courage to Choose6: The Clarity to Focus7: The Curiosity to Explore8:
The Conviction to Persevere9: Postcards from the Dual Transformation JourneyAfterword:
Who’s NextAppendix: Dual Transformation ToolkitNotesIndexAcknowledgmentsAbout the
Authors1. Disruptive Shock Waves andDual TransformationThe year is 1975.The Boston Red
Sox lose in the World Series in heartbreaking fashion, again. The disco era begins, with the
Bee Gees’ “Jive Talkin’” and Earth, Wind & Fire’s “Shining Star” topping global charts. In the
town of Rochester, New York, a young engineer named Steve Sasson creates a disruptive
technology that allows a consumer to capture what we now call a digital image. The device is
as big as a toaster and takes more than twenty seconds to capture an image, but the seeds of
disruption are sown. Far from working for an upstart company, Sasson works for Eastman
Kodak. At the time the company dominates the silver halide chemical film market, with an 80
percent share and a 70 percent gross profit margin. And now it has a prototype for a camera
that uses no film.What happens next?You probably know the story. Kodak invests heavily in the
new technology, introducing its first digital camera in 1990. By 2000 it emerges as one of the
leading digital imaging producers. In 2001 it makes the bold move to purchase an emerging
photo sharing site called Ofoto. Embracing its historical tag line, “Share memories, share life,”
Kodak rebrands Ofoto as Kodak Moments, transforming it into the leader of a new category
called social networking, where people share pictures, personal updates, and links to news
and information. In 2010, it attracts a young engineer from Google named Kevin Systrom, who



takes the site to the next level. By 2015 Kodak Moments has hundreds of millions of users.
Kodak still sells film to niche markets (and makes nice profits doing so), but the company’s
center of gravity has clearly shifted to social networking. The company deftly manages the
transition and emerges from a potentially disruptive shock a different, but vibrant,
organization.Wait—that didn’t happen.Kodak did indeed invest in digital imaging and did
indeed buy Ofoto, but instead of turning it into a vibrant social network Kodak focused on
getting more people to print more pictures. It sold the business in 2011. It did indeed invest
heavily in digital technologies; Sasson’s quotable line in 2008 that management’s response to
his technology was, “That’s cute, please don’t tell anyone about it” was also cute but not
particularly accurate. But seemingly Kodak was never able to fundamentally shift its business
model, and as silver halide film began its inevitable decline, so too did the company. Kodak
filed for Chapter 11 bankruptcy protection in 2012.It’s a sad story of lost potential. The
American icon had the talent, the money, and even the foresight to make the transition. But
instead it ended up the victim of the aftershocks of a disruptive change.A Transformational Year
for MediaOn June 17, 1994, Americans are glued to their television sets watching O.J.
Simpson, a charismatic retired football player who had appeared in movies and television
commercials, riding in his white Ford Bronco while being chased by police. Simpson is accused
of violently murdering his ex-wife and one of her friends, and the combination of violence and
celebrity makes it catnip for viewers. This is the first time that television news producers, most
notably Turner Broadcasting’s Cable News Network, break from actual news to cover second-
by-second minutia of something so voyeuristic. It was a seminal moment in the media industry,
and its effects are still being felt.An even more important event took place later that same year
when Marc Andreessen and his team introduced a beta version of the Netscape browser.
Since the late 1960s, academics and defense officials had been experimenting with using a
distributed network of computer connections to communicate and collaborate. The Netscape
browser—coupled with Tim Berners-Lee’s invention of HyperText Markup Language (HTML)
universal resource locators (URLs), along with a range of complementary innovations—
allowed even the layperson to ride the so-called information superhighway. The disruptive
effects of this internet-enabling technology reshaped the media business. The first to feel its
effects were newspapers. Historically the scale economics of the printing press created
significant barriers to entry, resulting in effective natural monopolies in many markets; most US
cities had only one or two highly profitable papers. The rise of the commercial internet
destroyed this business, with most newspaper companies decimated by 2000.Well, not exactly.
Certainly the newspaper companies felt some pain during the 2000–2002 US recession, but
the years from 1994 through 2007 were actually quite good for most newspapers. Although the
internet was stealing eyeballs, circulation remained relatively stable and advertising revenue
continued to grow. The rise of classified-ad killers—such as craigslist (which offered free
listings for apartments, jobs, and other, less savory things) and eBay—were nuisances. But
when two of us (coauthors Clark Gilbert and Scott Anthony) presented a talk at a Newspaper
Association of America meeting in Miami in January 2005, the dominant sentiment was that
the industry had taken the best punch the internet could throw and still stood tall.As legendary
investor Warren Buffett likes to say, when the tide goes out you see who is swimming naked.
The next US recession, in 2007–2009, showed the industry’s precarious position. From 1950 to
2005, industry advertising revenue grew from roughly $20 billion to $60 billion. By 2010, the
market had fallen to $20 billion. Put another way, fifty-five years’ worth of advertising growth
was eviscerated in a handful of years. Companies went bankrupt, jobs were lost, with the few
remaining players staggering to find a sustainable path forward.A Transformational Year for



Mobile HandsetsIn 2007 the Boston Red Sox, miraculously, celebrate their second World
Series championship in four years after an eighty-six-year gap between their last two. Disney’s
Pixar Animation Studios releases a movie about a rat who is also a chef, grossing more than
$600 million worldwide, earning widespread critical acclaim and demonstrating why Disney
paid Steve Jobs more than $7 billion in 2006 to acquire John Lasseter, Ed Catmull, Woody,
Buzz, Nemo, Luxo Jr., and the rest of the Pixar team.There were two darlings in the mobile
handset industry. Nokia had emerged from bruising battles with Motorola and others as the
clear market leader, with market share three times as big as that of the nearest competitor. In
November, Forbes ran a cover story proclaiming, “One Billion Customers: Can Anyone Catch
the Cellphone King?”Um, yes. But not overnight. In fact, if you were an investor in Nokia, 2007
was indeed a very good year for you. Whereas the S&P was up by 5 percent that year, Nokia’s
stock surged by 155 percent, trumping another industry competitor heralded for its innovation
prowess: Canada’s technology darling Research in Motion (RIM), best known for its BlackBerry
handset. RIM’s stock almost doubled during 2007. In what turned out to be a prescient
interview with CBC in April 2008, RIM’s co-CEO, Jim Balsillie, said, “I don’t look up too much or
down too much. The great fun is doing what you do every day. I’m sort of a poster child for not
sort of doing anything but what we do every day . . . We’re a very poorly diversified portfolio. It
either goes to the moon or crashes to the Earth.”And crash both Nokia and RIM did.In January
2007 Steve Jobs announced, and in June Apple launched, the iPhone. Dubbed the “Jesus
phone” by worshippers, the phone created a media firestorm and immediately started showing
up in the hands of celebrities. In November, Google, along with a range of handset
manufacturers, formed the Open Handset Alliance, powered by Google’s Android operating
system. Android’s origins trace to a $50 million acquisition Google made in 2005 of a young
startup that had hot technologies as well as Andy Rubin, a noted talent in the wireless space.
Google’s hope was that by making it easier for users to access the internet on mobile phones,
it could expand its core advertising business.In 2013, Nokia sold its handset business to
Microsoft for more than $7 billion. Eighteen months later, Microsoft took a write-down of
roughly $7 billion. RIM, renamed BlackBerry, saw its stock drop close to 95 percent from the
2008 Balsillie interview to 2015.Kodak’s digital disruption took almost forty years to fully play
out. Newspapers had about a dozen years of life after the internet shock. Nokia and RIM had
only five years before great businesses painfully built over decades were ripped apart.And thus
the innovator’s clock accelerates.In the HBO sword-and-sorcery series Game of Thrones, and
the books by George R.R. Martin that inspired the show, the gritty Stark family has a saying:
winter is coming. It isn’t winter that’s coming to your boardroom. It is disruption. Disruption is
coming. And it is coming at an unprecedented pace and scale.The Circle of DisruptionYet
there’s something oddly comforting in the industry case studies. It’s the way of capitalism, after
all. A disruptive change hits a market, making what used to be complicated simple, and what
used to be expensive affordable. Lumbering giants move too slowly, toppling under their own
weight. Innovative upstarts, run by young, charismatic entrepreneurs, embrace the newness of
the technology, creating new business models and indeed new organizational forms. The
disruption breaks open a historically constrained market, bringing new solutions to millions, if
not billions, of people. Then enterprising upstarts become lumbering giants, destined to be
felled by the next generation of entrepreneurs. Cue the montage, play Elton John’s “Circle of
Life” from The Lion King, and pass the popcorn.Of course, if you’re a top executive in one of
the companies confronting this kind of challenge, it is anything but entertaining. In fact, we
believe that it is the greatest challenge facing leaders today. Creating a new business from
scratch is hard, but executives of incumbents have the dual challenge of creating new



businesses while simultaneously staving off never-ending attacks on existing operations, which
provide vital cash flow and capabilities to invest in growth. The hastening pace of disruptive
change means leaders have precious little time to respond. In fact, the time when leaders need
to be most prepared for a change is right at the moment when they feel they’re at the very top
of their game.One metaphor that we’ve found helpful to frame the challenge is what’s known as
a fitness landscape, borrowed from the field of population ecology. A fitness landscape is a
representation of a topological map, with the height of a given hill showing its general
attractiveness. Study the map in figure 1-1. Imagine you run the company represented by the
square at the top of the highest mountain. You’ve done it. You’ve left your competition
(represented by the circle) in the dust. You’re the top of the heap. The monarch of the
mountain. From your commanding heights you can clearly see a new, disruptive upstart taking
root (represented by the star). From your vantage point, you can see how small that hill is. It is
inconsequential.Consider your strategic choices. You are in fact sitting on what is called a “local
maximum.” Any strategy looks inferior to the one you’re currently following. Put in simple terms,
there is no direction to go but down.This phenomenon paralyzes leaders who own a position
atop a historic hill. Unfortunately, the landscape is not static. In fact, disruption rearranges the
strategic topography. You wake up one day and the landscape looks like the image in figure
1-2. Consider your options now. The disruptor (still a star) is too big and powerful to attack
head on, so your best chance is to establish a foothold on its hill (the circle). But that strategy,
and any other, looks materially worse than what you’re currently doing. Your square sits at the
top of the hill, although it’s a much smaller one. Once again, there’s no direction to go but
down.FIGURE 1-1Industry topography, before disruptionFIGURE 1-2Industry topography, after
disruptionThis is tough stuff. And this is only about the fundamental decision to change
strategy. Any leader who has gone through a reorganization or reinvention will tell you that, as
hard as it is to decide to change, it is easier than actually making the change.The term often
used to describe what happened to Kodak, newspaper companies, and Nokia is creative
destruction. The phrase is generally credited to economist Joseph Schumpeter from his
landmark book Capitalism, Socialism and Demography. In that work he vividly described the
“gale of creative destruction” that tears down established institutions. Schumpeter described
the destructive power of this gale, coupled with the innovative creation spurred by
entrepreneurs, noting, “[T]he problem that is usually being visualized is how capitalism
administers existing structures, whereas the relevant problem is how it creates and destroys
them.”The emergence of a new hill creates tremendous growth for its creator. However, while
we celebrate these vibrant gains, let’s stop and consider the losses when the transition
involves the rise of a new company and the death of an old one. Thousands of jobs, if not tens
of thousands, are displaced. Communities that grew up around enterprises are torn apart. Tens
of thousands of years of accumulated know-how are lost. This kind of creative destruction
carries a heavy transaction tax.What if, instead, leaders could harness the underlying forces
behind these kinds of changes to power new waves of growth for their companies? More
specifically, what if a company sensed the gale coming early enough and built a wall to protect
its core business? Or, even better, what if it built a wind turbine to harness the energy in the
gale?This book teaches you how to do just that.Dual Transformation and the Disruption
OpportunityThere are classic examples of companies that have risen to the challenge of
disruptive change. Imagine IBM in the 1990s moving from products to services, or Apple during
Steve Jobs’s second run as CEO moving from desktop computers to mobile devices and
entertainment. There are other stories of companies that made dramatic shifts from one
business to another, such as Nokia moving from rubber boots to mobile phones, or Marriott



moving from a root beer stand to hotels.We occasionally draw on these business classics, but
our primary focus is on fresh, recent stories, many of which we have experienced firsthand
either as advisers or as practitioners. Our experience allows us to present, for the first time, a
detailed perspective of what strategic transformation looks like and, more important, what it
feels like as you go through the journey. It’s like a virtual GoPro camera recording corporate
leaders as they confront the hardest challenge in business.Our bedrock case study comes
from coauthor Clark Gilbert’s firsthand experience leading a transformation at Deseret Media.
The Deseret (Utah) News is one of America’s oldest continually published newspapers, tracing
back to 1850. Ultimately owned by the Mormon Church (which also owns the local KSL
television station), the paper historically competed in Utah with The Salt Lake Tribune under
what is known in the industry as a joint operating agreement, wherein the two companies
share facilities and printing presses but have independent journalists, brand positions, and so
forth. As the number 2 provider in its market, Deseret Media was hit particularly hard by the
disruptive punch of the internet; between 2008 and 2010 the Deseret News lost nearly 30
percent of its print display advertising revenue and 70 percent of its print classified revenue.In
2009, Gilbert—who had done his doctoral research at Harvard on the newspaper industry and
had consulted to the industry before he became head of online learning at Brigham Young
University-Idaho—was asked to launch Deseret Digital Media, a newly formed organization
that contained Deseret Media’s collection of websites. In May 2010, Gilbert was also appointed
to the newly created position of president of the Deseret News, giving him control of both the
legacy business and its new growth digital ventures. Industry insiders sneered. Gilbert, after all,
was an academic. Now he would learn what the real world looked like.Five years later,
however, Deseret Media had a vibrant print publication, including a national weekly that was
one of the fastest growing publications in the United States. It also had built an impressive
array of quickly growing digital marketplace businesses tied to its KSL classifieds products that
collectively produced more than 50 percent of the organization’s combined net income. These
digital businesses shared brands, content, and a few other resources with the core business
but largely functioned autonomously. Deseret Media had revitalized its historical core business
while simultaneously pioneering the creation of a new hill on the media landscape. By the time
Gilbert left in 2015 to become president of BYU-Idaho, net income at Deseret, in the midst of
an industry in free fall, was up by almost 25 percent from 2010. While the specific details on
figure 1-3 have been stylized to protect company confidential information, the picture is clear: a
repositioned, stabilized core business and a quickly growing new growth business.FIGURE
1-3Deseret net incomeRather than detailed insights about specific media business models or
new revenue streams, Deseret’s success, according to Gilbert, is attributed to organizing the
company to adapt to two very different types of change. Rather than view change as one
monolithic transformation process, Gilbert organized the company into two parallel change
efforts: one to reposition the core newspaper business, and another to unlock new growth in
digital markets. (Although Gilbert is an author of this book, occasionally we feature direct
quotations from him to amplify key messages.)We call this change effort dual transformation.
Please note that our use of the term transformation is different from the common lexicon.
Transformation often serves as shorthand for any big change, whether it’s a company
dramatically downsizing or a Hollywood actor gaining or losing significant weight for a role.
Typically, when people use the word it is akin to what author Bill Simmons describes as “the
leap” in professional basketball: a player like Stephen Curry goes from being a good player to
being otherworldly, and his team, the Golden State Warriors, “transforms” into a title contender.
This is a case of changing from mediocre to good, or from good to great. It is not the



transformation we are describing here.Rather, the idea of transformation in this book is
materially different: businesses are fundamentally changing in form or substance. A piece of
the old, if not the essence, remains, but what emerges is clearly different in material ways. It is
a liquid becoming a gas. A caterpillar becoming a butterfly.We call the process we describe a
dual transformation because it requires two transformations and not one. In response to a
disruptive shock, executives must simultaneously reposition their traditional core organization
while leading a separate and focused team on a separate and distinct march up a new
hill.Look again at figure 1-3, and imagine the leadership challenges facing Gilbert and his team
at Deseret. New growth businesses were relatively small in 2010. How can you convince great
external talent to come work for a small piece of a languishing incumbent, when the literature
describes how hard it is for incumbents to innovate? In 2012, legacy core products looked to
be in almost free fall. New products related to the core were beginning to grow, but how can
you convince top talent that there remains a viable future in a rapidly diminishing business?
Similarly, in that year even though the new growth engine was beginning to hum, Gilbert was
three years into his tenure and hadn’t turned a corner. How can you convince board members
and other key stakeholders that the corner will come? And along the way, the newspaper
business and the digital business are constantly in conflict, fighting for attention and assets.
Which side should a leader back, and when? And at the end of the story, when the
organization clearly has changed—with new growth now the dominant source of income—how
do you communicate your new identity while respecting your past one?There’s no doubt that
the kind of existential change required to rise to the challenge of disruption is the hardest
challenge a leader will ever face. It requires looking deep into, and sometimes reimagining, the
very soul of the organization. You have to make tough choices to curtail investment in
yesterday’s core. There will almost undoubtedly be cost cuts, some of which will be significant.
In some cases, you may ultimately shut down or spin off large components of your company’s
legacy business. You will have to decide to place big bets on future markets in the absence of
convincing data. You will have to pull recalcitrant employees, shareholders, board members,
and stakeholders along, convincing them not with data but with vision and storytelling.At the
same time, it’s the greatest opportunity a leadership team will ever face. The disruption that
frequently rips an incumbent apart almost always results in net market growth. Did people stop
taking pictures because Kodak went bankrupt? Of course not. The best estimates suggest that
the world takes at least ten times as many pictures as a generation ago, because it is simple
and affordable (those of us who live in Asia and see what Filipinos can do with selfie sticks
think the number is markedly higher). Similarly, no one stopped consuming news because a
local newspaper went out of business. The amount of content produced and consumed has
gone up exponentially. Companies certainly haven’t stopped advertising even as newspaper
page counts have gone down. People didn’t stop using mobile phones when the former market
leader exited the business. By 2020, forecasters project that there will be more than six billion
people with what used to be considered supercomputers sitting inside their pockets.Disruption
opens windows of opportunity to create massive new markets. It is the moment when the
market also-ran can become the market leader. It is the moment when business legacies are
created.And getting started requires remembering nothing more than A, B, and C.The Dual
Transformation Equation: A + B + C = 9Ev†Và you take your first algebra class, you’re introduced
to the Greek letter delta. The capital form of the fourth letter in the Greek alphabet, 9BÀ also
serves as shorthand in math equations for change. The kind of change we’re talking about
here is indeed a very large delta. Achieving that change requires following this formula:A + B +
C = 9D†W&Y s how it breaks down.A = transformation A. Reposition today’s business to maximize



its resilience.B = transformation B. Create a separate new growth engine.C = the capabilities
link. Fight unfairly by taking advantage of difficult-to-replicate assets without succumbing to the
sucking sound of the core.The formula’s simplicity belies the complexity of its execution. None
of the stories we tell in this book are perfect. Sometimes success involves avoiding a worse
outcome suffered by a competitor. For example, both Barnes & Noble and Borders had to
confront the fact that online retailing threatened the vitality of their historical book retailing
model. Barnes & Noble sought to reposition its stores from bookstores to destinations featuring
cafés, and to build new growth in electronic readers. Borders, in contrast, doubled down on
running its current model more efficiently.Barnes & Noble struggled mightily, with sales in its
core sagging and its Nook reader falling behind multipurpose tablets offered by companies
such as Apple, Samsung, and Ebook Tops.com. From the launch of the Nook in June 2010 to
June 2016, Barnes & Noble’s stock dropped 4 percent while the S&P 500 almost doubled.
Although that doesn’t sound like an inspirational outcome, it is better than what happened to
Borders, which went bankrupt in 2011.We confidently predict that some of the in-process
efforts described here will struggle or even stall. But we also confidently assert that, even so,
these companies were very likely better off for having started the journey.Xerox’s Dual
TransformationA case example of an iconic American company that staved off disruptive
threats and reinvented itself between 2000 and 2015 provides further color about each letter in
our equation and also demonstrates both the opportunities and the challenges of dual
transformation.Xerox was founded in 1906 as The Haloid Photographic Company. Its modern
history traces to a 1946 decision by CEO Joseph C. Wilson to commercialize a process the
company had invented to print images using an electrically charged drum and dry powder
toner. It branded the process xerography, launched its revolutionary plain paper photocopier in
1959, and changed the name of the company to Xerox in 1961. By the 1970s Xerox had
become an American icon, with its name becoming a verb synonymous with photocopying.The
legendary Xerox research laboratory pioneered many of the technologies that enabled the
personal computer era, including the graphical user interface, the mouse, and networking.
Unfortunately, those technologies were largely commercialized by other companies, such as
3Com and, most notably, Apple, whose cofounder Steve Jobs was famously influenced by a
visit to the Palo Alto Research Center (PARC) in 1979. At the turn of the century, Xerox hit the
skids. Lower-cost competitors from Asia eroded the margins and share of Xerox’s copiers. The
rise of the internet and electronic communications raised questions about the long-term
potential of paper-based copiers and printers. As the company’s stock price sagged and
revenues contracted, analysts began to wonder whether its heavy debt burden meant it would
face the prospect of bankruptcy. Xerox stock, which tripled from 1995 to 1999, decreased more
than 90 percent from June 1999 to December 2000.Under the guidance of first Anne Mulcahy
and then Ursula Burns, Xerox’s fate turned. Burns ran an aggressive program to reconfigure
Xerox’s historic core business, simplifying product lines and outsourcing noncore functions.
The resulting core was significantly smaller, but cash flow was positive and, critically, stable.
This is transformation A: repositioning today’s business to increase its resilience. Chapter 2
details how success with transformation A starts with determining the customer problem, or the
job to be done, around which you should reposition your core and then innovating your
business model to deliver against the job, measuring and tracking new metrics that reflect the
new model, and burning the boats by executing rapidly.In parallel, Xerox began to experiment
with new service lines designed to optimize repeatable business processes. It built a line of
businesses that produced hundreds of millions of dollars in revenue, and then in 2009 it spent
more than $6 billion to buy Affiliated Computer Services (ACS), a company that specialized in



business process automation. This is transformation B: creating a new growth engine. Whereas
transformation A is often defensive in nature, the disruption that forces it opens opportunities to
solve new (but related) problems in different (but related) ways. Put another way, the disruptive
forces that threaten to rip apart today’s business create conditions to build tomorrow’s
business.A core threat to Xerox was commoditization in its core printer and copier business, a
phenomenon driven by globalization and the rise of the internet, which dampened demand for
physical solutions. Those same forces created new demand for and allowed Xerox to assemble
a portfolio of service offerings under the brand Xerox Global Services (XGS). Chapter 3
describes how succeeding with transformation B requires three actions: identifying a
historically constrained market that disruptive forces will open, iteratively developing a business
model to win in that market, and acquiring or hiring complementary capabilities to compete
successfully against new and emerging competitors.Xerox: The Capabilities LinkNow for the C
part of the equation, the capabilities link. In 1997, Innosight cofounder and Harvard Business
School professor Clayton Christensen released The Innovator’s Dilemma, describing how well-
run incumbents fail in the face of disruptive change. The capabilities link flips the dilemma. It
allows a company to strike a balance wherein it leverages just enough capabilities to gain an
advantage versus other competitors, but not so many capabilities that by definition its ability to
do something new is constrained.Xerox did not perform unrelated diversification. Rather, it
combined ACS with the Xerox brand, salesforce, and R&D capability to accelerate its growth.
For example, Xerox researchers applied advanced analytics software to manage the E-ZPass
toll collection system in the East Coast of the United States. Xerox R&D resources developed
simple cloud-based tools to make document services accessible to a wider base of customers,
creating new products that, for example, enable banks to improve the mortgage approval
process or law firms to increase analytical capabilities. This is the capabilities link, and chapter
4 will describe how leaders need to do three things to successfully create it: carefully select
critical capabilities, strategically manage the interface between the core and the new, and
actively arbitrate when disputes arise.Xerox: The End and the BeginningXerox’s effort to
reposition its legacy business not only extended the life and profitability of the copier business
but also enabled the company to invest in and ultimately take a new hill in the emerging
process-outsourcing business. By 2012, Xerox had climbed back to the $21 billion revenue
mark that it had achieved before the transformation process began. Most important, services
outstripped technology for the first time, generating the majority of revenue for the enterprise.
Xerox grew to become the world’s second-largest pensions and benefits administrator. Total
employment rose to almost 150,000, and its stock price increased fourfold between 2000 and
2015.But the forces of industry change are relentless. Revenues dipped from $21 billion in
2012 to $18 billion in 2015, and Xerox’s stock fell by almost 50 percent from January 2015 to
January 2016. Later that year, influenced undoubtedly by pressure from activist investor Carl
Icahn, Xerox announced plans to split into two companies: a business process-outsourcing
company called Conduent, with 96,000 employees and $7 billion in revenue; and a copier and
printer business, with 39,000 employees and $7 billion in revenue. The two offshoot businesses
are individually more vibrant than either would have been a decade ago but no doubt will again
confront the challenge of disruptive change in their respective markets.FIGURE 1-4Dual
transformationFigure 1-4 summarizes the core dual transformation equation. It shows how
transformation B overlaps with, but is distinct from, transformation A. It also includes the
conscious and thoughtful capabilities link between the two transformations. It also, with a
couple of doodles, looks somewhat like a butterfly, which is a useful metaphor for dual
transformation.Dual Transformation in the Health Care IndustryAn in-process example of dual



transformation from the health care industry contrasts the strategies on which this book
focuses with other strategies management can use to renew and reinvigorate organizations.In
1961, medical giant Johnson & Johnson acquired Janssen Pharmaceuticals, a leading Belgian
drug company founded by prolific drug maker Paul Janssen. Over the next five decades,
Janssen served as an anchor of impressive growth for J&J. As of 2016, pharmaceutical sales
contributed more than $30 billion in global revenues, close to half of the healthcare giant’s
overall revenues.The story begins in the late 2000s, when it became clear that Janssen
needed to transform. Patent expiration of major drugs had led to declining sales, and Janssen’s
development pipeline wasn’t robust enough to close the resulting gap. More broadly, J&J’s
pharmaceutical sector comprised a collection of decentralized businesses, built over time
through a series of acquisitions and restructurings, leading to duplicative, subscale efforts. So
in the first step, the company significantly simplified and streamlined an overly complex
organization by centralizing disparate operating units under the Janssen umbrella and focusing
the R&D portfolio from projects in thirty-three disease areas to thirteen (it further narrowed this
number to eleven over the next few years).“It started with a change in philosophy,” explained Dr.
William N. Hait, Janssen’s global head of R&D. “Our original philosophy was to place many
small bets in small R&D organizations working semiautonomously without an overarching
strategy, with the belief that what would bubble up would be great ideas leading to great
products. The problem was that when we looked at what we could invest in each area
compared to competitors, we realized we were spreading our investment dollars much too
thin.”Then, in 2012, Janssen began to change its core drug discovery and development
process. The change centered on a commitment to “transformational medical innovation”:
emerging science and technology that had the potential to produce radically better health
outcomes. Rivals like Pfizer and Novartis were embracing the emergence of generic drugs and
biosimilars (similar to off-patent biologically derived drugs), and the industry in general was
focused on emerging markets as drivers of growth. Janssen’s bet was that extraordinary
advances in life science knowledge and technologies would lead to an acceleration of highly
innovative treatments for major medical problems.Janssen pursued a two-pronged strategy to
consistently deliver against this high bar. First, it decided to develop deep expertise in what it
called “disease area strongholds.” The idea was to identify diseases that had significant unmet
medical need, high potential for innovation, and where Janssen had—or could build—great
scientific strength. The company built teams of world-class experts in selected disease areas in
order to be on the cutting edge of rapidly emerging science and to accelerate the research and
development of drug candidates to patients waiting for solutions.Then Janssen amplified the
disease area strongholds by making perhaps an even more fundamental shift in its R&D
paradigm. Rather than focus on compounds invented by internal scientists, Janssen would
become world-class at connecting with and amplifying the power of early-stage external
scientists wherever those might be in the world. Janssen aspired to be the partner of choice for
university researchers and early-stage startups; the idea was to identify attractive compounds
early, work with inventors, and then, if it made strategic sense, license or acquire the
compound and plug it in to Janssen’s development and distribution machine. The company set
up innovation centers in four locations around the world to be embedded in innovative
ecosystems and increase access to interesting. It augmented those centers with no-strings-
attached biotech incubators that provided fully equipped laboratory space and access to J&J
expertise. Incubated startups could end up as standalone businesses, could be acquired by
competitors to J&J, or J&J could acquire select startups.“This required a shift in the culture
around ‘not discovered here,’” Hait commented. “We had to accept the fact that others might be



ahead of us, or better than us, and we should be open to it. That culture is now deeply
ingrained in Janssen. Even the most recalcitrant groups that felt that only J&J science was
good have come around. It has been a huge benefit to us. Once we identify the top targets to
go after, we don’t care where the drug comes from. It allows us to move very quickly.”These
moves significantly increased early-stage deals and enhanced Janssen’s role and reputation in
the innovation community. Pharmaceuticals went from a laggard to the leading sector at J&J,
driving the growth of the overall corporation. Janssen became the fastest-growing large
pharmaceutical company in the world’s major markets, and the industry leader in R&D
productivity for four years in a row between 2013 and 2016.An example of the transformation
comes from Janssen’s successful development of a drug for people suffering from a variety of
deadly blood cancers. Janssen’s disease area stronghold experts in hematological
malignancies were on the lookout for molecules that inhibited an enzyme called BTK, which is
implicated in the development of blood cancers. Researchers found an attractive candidate in
ibrutinib, a compound being developed by biotech startup Pharmacyclics. In late 2011 Janssen
made an up-front payment of $150 million for the rights to 50 percent of ibrutinib-related sales,
and it drove the development process, reaching market with a drug branded Imbruvica in 2013.
In 2015 AbbVie bought out Pharmacyclics, along with rights to the remaining 50 percent of
Imbruvica sales, for $22 billion.In 2015, Janssen took the next step in its journey by
announcing plans to shift from treating diseases to preventing them. It put forward the
provocative notion that it would “intercept” diseases before they manifested. The idea involves
leveraging the wealth of health data increasingly available to us—from our genetics and
biometrics to our family histories and the signals about our day-to-day behaviors picked up
from health-tracking devices and increasingly sophisticated sensors—to stop disease-causing
processes in their tracks. Imagine the human equivalent of a Check Engine light that appears
automatically on a car dashboard, highlighting the need for some kind of preventive
intervention. Further, consider receiving a regimen of customized recommendations for
changes in diet, lifestyle, and behavior, along with medicines or other interventions to treat your
personal risk for disease, as opposed to the one-size-fits-all health and wellness
recommendations we get now. Hait explains.No one wants to be diagnosed with a disease so
they can then get treated. If you’re unfortunate enough to get a disease, you want it to be cured
so you don’t have to worry about it anymore. However, today for the most part we develop
drugs that manage manifestations of disease. The disruption would be to bring medical
solutions that prevent multiple myeloma, for example. With that, all of our business in selling
myeloma drugs would be gone, since there would be no myeloma any longer. If that’s where
the disruption will come from, and that’s where patients will benefit the most, let’s take a look at
what we’d have to do to prevent, intercept, or cure diseases, rather than wait until people are
sick to then treat the manifestations of diseases.Janssen formed an innovation group called the
disease interception accelerator (DIA) to shape and speed the most promising research in this
area. One of the DIA’s ventures focuses on intercepting type 1 diabetes (T1D), which typically
strikes young children and results in a lifetime of dependence on insulin. It turns out that T1D
does not start when a child suddenly becomes ill with an attack of diabetic ketoacidosis and
must be rushed to the hospital; rather, it is the result of a silent, multiyear, multistage
autoimmune attack. Janssen scientists and their partners are working on diagnostics and
interventions that target these silent early stages of the disease. The researchers’ intention is
to protect the pancreatic beta cells that naturally produce insulin before they’re killed off and
need to be artificially supplemented. Janssen’s first drug candidate for this strategy entered
clinical trials in 2016 in children with early-stage diabetes.Janssen is well aware that success



will require significant business model innovation. Disease interception solutions are likely to
include diagnostics, consumer products, and other interventions that go beyond traditional
drugs. And, in many cases, no one product will ensure interception. Rather, consumers will
need to integrate a variety of products and services. Finally, it is difficult to prove the financial
and societal value of disease prevention and interception, requiring deep partnership with
regulators, policy makers, and payers.To address these challenges, the DIA is working with like-
minded stakeholders and exploring new business models and nontraditional partnerships.
Clearly, the work to intercept diseases is still in its early stages. Nonetheless, the simultaneous
pursuit of two goals—new ways to develop drugs, and a radical reframing of the fundamental
problem the organization solves—positions Janssen to drive significant strategic transformation
in the years to come.The What and the How of Dual TransformationWhen Janssen first
confronted the challenges of commoditization and sagging performance, it had an array of
strategic options. Separating the unique roles of transformation A and transformation B
requires, first, a clear and consistent definition of today’s business—a seemingly simple step
that is easy to skip.It is easy to describe what a company sells. In the case of Janssen that
would be traditional drugs. But as Peter Drucker famously wrote in 1964, “The customer rarely
buys what the company thinks it sells him.” Companies think that they provide products or sell
solutions, but that’s not what customers perceive. They have a problem, and the company has
a solution to the problem. Products and services don’t define a company. Rather, what a
company does (or the problem it solves for customers) and how it uniquely solves that problem
—these are what define a company.In previous publications, we’ve called the what the job to
be done. The how involves key components of the company’s business model: things, such as
brands, physical assets, retail stores, patents, and so on; know-how, such as the ability to work
with regulators or knowledge about managing complex networks; and financial components,
such as how the company earns revenues, translates revenues into profits, and translates
profits into free cash flow. Chapter 2 describes the concepts of jobs to be done and business
models in more depth.Historically, the what Janssen addressed was treating a select number
of complicated medical conditions, such as schizophrenia, rheumatoid arthritis, and HIV. Its
how, at the beginning of its transformation journey, involved investing heavily in proprietary
research laboratories and drug development capabilities that produced innovative medicines to
be sold by the company’s skilled salesforce.Figure 1-5 shows the set of strategic choices
leaders have when they choose to fundamentally change a company. It starts in the lower-left
quadrant with core optimization.For J&J, core optimization involved the consolidation of
disparate pharmaceutical businesses under the Janssen banner, while streamlining operations
and the R&D portfolio. Generally, an organization should constantly be looking for ways to
improve its competitive position by improving productivity, innovating to produce better
products or services than competitors, or finding new paths to customers that historically have
been hard to reach. This is well-covered territory and not a focus of this book. It is worth
emphasizing, however, that if you can do what you’re currently doing better, faster, and
cheaper, that may be good, is likely necessary, and certainly helps support what follows; but it
is not the kind of strategic transformation described in this book. Cost cutting, in particular,
might be brutally difficult, but on its own it is not what we mean by the word transformation. If all
you are doing is playing yesterday’s game better, your odds of surviving Schumpeter’s creative
destruction are low.FIGURE 1-5Strategic choices for leadersJanssen’s decision to focus on
disease area strongholds and develop the capability to identify and ingest external innovation
is transformation A, because it is a new way to solve an old problem—a move along the
horizontal axis of figure 1-5. By this action, Janssen is doing the same job it historically did for



the end customer—helping manage a select number of medical conditions via pharmaceutical
products—but doing it in a fundamentally different way. Disease interception, on the other
hand, moves toward the upper-right quadrant, because it solves a new (but related) problem in
a new (but related) way. This is transformation B.One strategy not described in Janssen’s story
is a popular one in the industry: growing by acquiring other large pharmaceutical companies to
move into new therapeutic areas or new drug modalities (such as biologics). For example, in
2009, when Janssen began to grapple with its strategic challenges, Merck splashed out close
to $50 billion to acquire Schering-Plough, and Pfizer paid almost $70 billion to buy Wyeth.
These kinds of moves, often called adjacencies, involve using existing capabilities to solve new
problems for customers; they are represented by a vertical move toward the upper-left
quadrant in figure 1-5.A classic example of a homegrown adjacency effort is Procter &
Gamble’s (P&G) moves in the 1990s and 2000s into new categories like fine fragrances (which
it exited in 2015), home-based teeth whitening, and quick housecleaning (through its Swiffer
and Febreze brands). In each case P&G expanded to do new jobs for consumers, solving
problems it never had solved before. But it was able to follow its time-tested model of
distributing consumable products through mass-market retailers like Walmart and Tesco,
building proprietary technologies that provided superior benefits compared with competitors’
and investing heavily in advertising.Well-structured adjacent moves can be powerful ways to
grow and increase the resilience of the core business and should be a part of any company’s
overall growth strategy. However, because they don’t require changing a company’s
fundamental how, again they tend not to change the face or nature of a company and therefore
are not a focus of this book.Leading Dual TransformationDual transformation shifts an
organization’s center of gravity. If we had to put a number on it, we would say that you have
made a dual transformation when B constitutes at least one-third of the total enterprise, with a
faster growth rate than A, positioning B to become tomorrow’s core business. It is the hardest
challenge a leader will ever face. Part II of this book details four key leadership mindsets you
need to succeed.The courage to choose before the platform burns (chapter 5). Paradoxically,
the more obvious the need to transform, the harder it is to do it. Netflix founder, CEO, and
chairman Reed Hastings started to change Netflix’s core business years before it was
necessary, an action that set his company up for a decade of successful growth. Similarly, in
the face of record performance and regulatory changes that seemingly guaranteed years of
growth, Aetna CEO Mark Bertolini made the historic decision to dramatically reconfigure the
health insurance giant.The clarity to focus on a select few moonshots (chapter 6). One of the
greatest mistakes leaders make is to approach transformation B without a focused strategy.
Just as John F. Kennedy urged the United States in 1961 to send a man to the moon and bring
him back by the end of the decade, leaders need to identify a handful of high-potential
opportunities. We provide a detailed view into the process a leading water utility in the
Philippines followed to select two such moonshots in just ninety days.The curiosity to explore
even if the probable outcome is failure (chapter 7). Even though focus is important, leaders
must recognize that the specific strategy that will power transformation B will come out of a
process of trial and error, with many efforts failing along the way. For example, Singtel is an
extremely disciplined telecommunications company, with a strong emphasis on financial
discipline. From 2010 to 2015 it successfully branched into new markets and strengthened its
culture of innovation by splicing curiosity into its corporate DNA.The conviction to persevere in
the face of predictable crises (chapter 8). There will be dark days—times when a board
member doubts, when shareholders question, when even committed executives waver.
Leaders must have the conviction to remain firm in the face of crises of commitment, conflict,



and identity. A motivating purpose and relentless separation of the work—with leaders
repeating the mantra “A does A, B does B”—helps reinforce that conviction.Chapter 9
concludes by providing snapshots from the dual transformation journey, with insights from a
diverse set of leaders reflecting on their own experiences.The case studies in this book
represent a meaningful sample of the instructive examples we have found through our
research or have experienced firsthand. Historically, when disruption strikes you could place a
simple bet: for the entrant, against the incumbent. Indeed, the afterword describes who’s next—
industries facing increasing threats over the next few years. But remember, those threats also
present massive opportunities. Companies that successfully execute dual transformation can
own the future instead of being disrupted by it.Part One. DualTransformation FrameworkThe
next three chapters lay out the core dual transformation framework. Chapter 2 describes how
Deseret Media, Adobe, and Netflix executed transformation A and repositioned their legacy
core businesses by changing how they delivered value to and captured value from their
customers. Chapter 3 shares how SingPost, Ebook Tops.com, and a handful of US universities
set out to drive transformation B and create tomorrow’s core business by finding new ways to
solve new problems. Chapter 4 homes in on coauthor Gilbert’s firsthand experience at Deseret
Media, detailing how thoughtfully creating a capabilities link between A and B allows
established organizations to do something magical.2. Transformation A:Repositioning the
CoreIn 2011, America Online (since swallowed up by Verizon) bought the Huffington Post for
more than $300 million. Arianna Huffington had founded the website in 2005, and it had quickly
grown to become one of the most popular destinations on the internet. “HuffPo” was one of the
first companies to make itself a publishing platform. Rather than have a deep roster of full-time
journalists to pump out content, HuffPo populated its site with content produced by a skeleton
staff and a stable of occasional contributors. It worked. At the time of the acquisition, HuffPo
had roughly the same website traffic as the venerable New York Times. The newcomer had fifty
journalists. The Times employed twelve hundred.In 1999, Marc Benioff founded
Salesforce.com. He was one of the pioneers of a movement that came to be called software as
a service, or SaaS. As internet connectivity became increasingly ubiquitous and access
speeds spiked, Benioff bet on a shift in the historical means by which companies distributed
computer software. Rather than require customers to go to a retail store or order shrink-
wrapped software through a mail catalog, Salesforce’s core customer relationship
management (CRM) software, which helped companies manage their salesforce, was licensed
to users, hosted and maintained by Salesforce, and delivered over the internet.The year
Benioff founded Salesforce.com, market leader Siebel Systems was on a tear, and things only
improved for the next three years. The traditional software vendor’s sales surged from $45
million in 1996 to $2.1 billion in 2001. As Benioff’s disruptive model established itself, however,
Siebel’s sales reversed, declining to $1.3 billion in 2004. Oracle announced plans to acquire
the company for almost $6 billion in September 2005. During the next decade Salesforce grew
to almost $7 billion in revenue, and its stock rose almost 500 percent, leaving the former
upstart with a $50 billion valuation in mid-2016.These two vignettes—HuffPost and
Salesforce.com—occurred in vastly different industries and contexts, but they tell the same
story. In both cases, an upstart found a disruptive way to solve the customer’s same
fundamental problem as the incumbent. HuffPo provided news and entertainment, with many
fewer full-time journalists; Salesforce.com helped businesses optimize the sales process with
software delivered over the internet. As displayed in figure 2-1, the foundational problem they
solved (what) did not change. The way in which they solved the problem (how), did change,
upending each industry’s economic models and rearranging the competitive



landscape.FIGURE 2-1Transformation AMarket leaders need not be powerless victims of these
kinds of changes. The stories that follow describe how Deseret Media, Adobe, and, Netflix
successfully repositioned the core of their existing businesses, driving what we call
transformation A. After the stories we describe four steps for driving transformation A in your
business.Deseret Media: From Commodity News to a Focus on Faith and FamilyWhen
coauthor Clark Gilbert took over as president of the Deseret News, it was obvious that
something needed to be done to create a new digital growth business. But even more pressing
was addressing challenges in the core model. The team’s first step was to make a detailed
accounting of how much it cost to produce each of the stories that appeared in the print and
online versions of the newspaper. This kind of “story cost accounting”—multiplying hours of
work and the compensation of the writers—had never been done before.Not surprisingly,
investigative journalism required substantial investment, but so did movie reviews and
coverage of local sports teams. Further, journalists at the newspaper often duplicated the
efforts of reporters at KSL, a sister television station that shared the same overall corporate
parent. And even though some of the resulting stories were unique and generated reader
interest and web traffic, much of the work was what Gilbert dubbed commodity journalism:
content that readers could actually access through other specialized publications or websites,
such as ESPN for sports news, Rolling Stone for album reviews, or Rotten Tomatoes for
aggregated movie reviews. Making this information transparent showed the full staff how
expensive it was to produce pieces that local and national competitors could easily match.The
Deseret team did three things to drive down cost per story:Combined the staff of the
newspaper and the television stationIncreased the use of outsourced content providers such
as The Associated PressCreated a network of local stringers, who do piecework at market
rates, under the brand Deseret ConnectThe cost per story of the new integrated newsroom
(number 1) was about half the cost of the legacy newspaper. The cost per story of Deseret
Connect (number 3) was about one-fifth that of the integrated newsroom (or one-tenth the cost
of the legacy newspaper). These measures allowed Gilbert to streamline his staff. In August
2010, the Deseret News laid off 43 percent of its workforce, a painful but critical move to stop
the newspaper from hemorrhaging money.These moves weren’t only about lowering costs.
They were about freeing up capital to invest. Gilbert and his team selected six areas where
they believed Deseret, despite its small size, could produce content that was as compelling as
that produced by any organization in the world. These areas of editorial emphasis included
strengthening the family, faith in the community, care for the needy, values in the media,
excellence in education, and financial responsibility. Deseret would invest heavily—as much as
five times what would be invested in a typical story—in original stories in these areas. For
example, one story series described the impact of one-third of American children living without
their fathers. Deseret then created a weekly print publication for a national audience interested
in these topics. From 2010 to 2014, combined circulation surged from about 100,000 to almost
250,000 subscribers, a phenomenal number in an industry where even keeping circulation flat
required Herculean efforts.As part of its core shift from providing a me-too commodity to
publishing a smaller but highly differentiated paper, Deseret also diversified its core product
portfolio, including special-purpose publications, custom publications, and direct mail solutions
for advertisers. By the time Gilbert left in 2015 to become president of BYU-Idaho, the
combination of lower costs, renewed focus, and smart expansion had fundamentally
transformed Deseret’s core business. Costs were radically lower, the newspaper and
associated websites offered unique content, and core revenues had stabilized, with the new
targeted products now producing more than 50 percent of the core’s net income (see table



2-1). Make no mistake: the epicenter of the business shifted to Deseret Media’s digital growth
business (described in subsequent chapters), but the core remained a vital part of the overall
organization.TABLE 2-1Transformation A at Deseret MediaPortion of companyNet income,
indexed to 2010 total = 100201020112012201320142015Old core796640262423New
core5813212425New growth162136476580Note: These figures have been stylized to protect
company confidentiality.Adobe: From Packaged Software to SubscriptionsXerox’s Palo Alto
Research Center (PARC) was the epicenter of the modern computer world. The graphical user
interface, networking, use of a mouse as an input device, and many other innovations trace to
breakthroughs from Xerox scientists. Unfortunately for Xerox, most of those advances were
commercialized, not by Xerox, but by companies such as Apple as well as 3COM (a spin-off)
and Adobe, a software company founded in 1982 by two Xerox PARC computer
scientists.Almost everyone is familiar with Adobe’s portable document format (PDF) software,
which facilitates reading documents across devices. Software packages such as Photoshop
and Illustrator play key roles in creative industries such as advertising; Adobe Premiere and
After Effects are widely used for film and television, and Dreamweaver and Flash Player are
backbones of the modern internet.In December 2007, Adobe veteran Shantanu Narayen
became CEO. The next year, Adobe had to contend with a global recession. The recession
came at a strategic inflection point for the company. It led most of the markets in which it
operated and didn’t have obvious paths to drive significant growth in those markets. One of its
biggest competitors, in fact, was piracy, which by some estimates cost the company almost $1
billion per year in lost revenue.Almost a decade after Salesforce.com’s founding, SaaS was
now a well-established model. The recession, which led many of Adobe’s corporate customers
to push for more “asset-light” solutions, led Adobe leadership to assess making a bold shift
from selling software to offering subscriptions to its leading products. As then CFO Mark
Garrett put it, “A recession is a terrible thing to waste.”So in 2008 Adobe launched Photoshop
Express as a way to test a subscription-based SaaS offering. Although the business model was
jarring to a company based on selling packaged software, it had advantages. Recurring
monthly revenue provides greater predictability compared with a boom-and-bust “blockbuster”
model, in which sales spike after release of a new package and dwindle as the package
saturates the market. Further, an online delivery model reduces the costs of producing and
distributing software and allows providers to introduce updates relatively easily. A cloud-
delivered offering has flexibility, creating affordable entry points for students and potential users
in emerging markets. And the lack of a physical product can frustrate pirates.Still, change never
comes easily to organizations. As part of the internal change management process, Chief
Technology Officer Kevin Lynch tapped forty influential managers on the shoulder and turned
them into internal change advocates. “We ended up creating the gravity, where it became cool,”
Lynch said.In October 2011, Adobe introduced the Creative Cloud, which offers users access-
on-demand to its software. In May 2013, the company burned the boats and discontinued new
creation of physical products. By 2014, the Creative Cloud constituted roughly one-third of the
company’s revenues, and overall profits were 20 percent above their prerecession level (see
table 2-2).Netflix: From Rentals to Subscriptions, from DVDs to Streaming
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TULLY MOSS, “There are several things I like about this book. There are several things I like
about this book. First, there is its timeliness. Although all businesses eventually need to go
through a transformation to survive, there is or soon will be a simultaneous, near universal
need for it. As the authors note, the digital storm that has already swept through a number of
industries – the retail, taxi, hotel, newspapers, telecommunications, and video viewing, to
name a few – is coming to an industry near you. For many companies, the only way to survive
this storm will be to undergo a dual transformation – where the core business is rejuvenated
while at the same time a new growth business is created that draws on selected strengths of
the old business (but doesn’t allow legacy systems and procedures to impede its
development).The second thing I like about this book is its realism. So much of the business
press is filled with quick-fix solutions and feel-good bromides. That’s not the case with Dual
Transformation. The authors discuss at length the difficulties one encounters in a dual
transformation, and they freely admit their own stumbles along the way – as investors in,
consultants to, or executives of companies that have gone through transformations.A third thing
to like about this book is that it is grounded in the world most of us inhabit. Books about
transformation tend to dwell on the poster children of the digital era – Uber, airbnb, Facebook,
Google, and the like. While the book mentions these firms, it dwells primarily on
transformations made by incumbents in mundane businesses such as insurance, newspapers,
and education. It even gives the example of a developing nation water utility that has been
successfully transforming itself.A fourth strength of this book is that lays out the leadership and
organizational challenges of achieving a dual transformation. Most business books are packed
with inspiring stories that leave their readers with a false sense of how easy transformations of
one sort or another are. Not these authors. The entire second half of the book addresses the
issues of how one leads a dual transformation. The authors make it clear that dual
transformation is not for the faint of heart – but at the same time they provide much helpful
guidance for those on the journey.A fifth thing I like about this book is its generosity. Two of the
three authors are consultants who have a vested interest in keeping their secret sauce to
themselves. But the book’s appendix has a number of tools one can use for a self-guided
transformation.I highly recommend Dual Transformation. There is much in it that is stimulating,



insightful, and helpful. It could prove to be one of the seminal books for the era we have
entered.”

Serguei Netessine, “Very compelling innovation book with actionable advice. Scott's new book
is simply excellent. Most large organizations struggle to get innovation activities going because
they are victims of the existing business model. Current customers demand all of managers'
attention as they provide most revenues. Getting "old" organization to do new tricks is hard, if
not impossible. This is why most innovation projects fail. Can the established organization both
cater to existing customers and position itself for the future? Yes it can, says Scott. Innovation
activities must have two distinct approaches: one to reposition old business model and one to
build a new business model. These two efforts require different execution, different
competencies, different mindsets. As an icing on the cake, you will find many non-US case
studies and examples in the book, which is quite refreshing relative to most innovation books
focusing on Apple/Google/Amazon stories which are getting stale. As an author of a book on
innovation myself, I say - kudos!”

Michael B. Horn, “great case studies. Really important book that provides a lot more depth to
how an incumbent organization survives--and thrives--amidst disruption. We've heard the
moniker "create an autonomous unit" for some time now, but that advice alone has felt
incomplete because it ignores some organizations that seemingly have transformed through
disruptive strategies without a wholly autonomous unit and it ignores the immense value--
particularly resources, for example--that those organizations can bring to actually have an
advantage over a startup player positioning themselves disruptively. Scott, Clark and Mark
really clarify what autonomy must mean, how to create the right structures, and how to grow
and manage your core while launching and leading something disruptive. Very practical, great
case studies, and helpful.”

Brad, “Must read for senior managers!. A very well written and thoughtful treatment of THE
largest issue facing business leaders today. Each and every business is either facing today, or
will face in the not-to-distant future, the challenge associated with disruption of it's core profit-
making line of business. The earlier a company recognizes and embraces the challenge, the
easier it is to turn that challenge into opportunity. This book provides an actionable set of
recommendations for how to both see disruption and how to make the most of the opportunity
it presents. Properly applied, the principles contained in the book can create tremendous
value for a company and its stakeholders.  I highly recommend it.”

Ebook Tops Reader, “A leading strategy book for our age of disruptive industry shifts. I can
strongly recommend Dual Transformation as one of the leading strategy books of the year, if
not the past ten years.The team behind the book perfectly takes one of the major strategic
challenges firms face; how do we reinvent and transform while also running our legacy core?
The books lays out a solid framework, roadmap and up-to-date case studies, providing a
management blue print for reinvention.As a management educator and business school faculty
in strategy and innovation, I am now putting Dual Transformation into several of our upcoming
strategy programs. it will be a cornerstone of our curriculum for our executive students. As a
speaker and advisor on strategy I am happy to put the book into our "top three" recommended
books for our global clients.In our work, one of the main challenges is how to get the larger
management team and top level managers onboard for upcoming, large-scale transformation
projects. I now believe Dual Transformation can be a crucial building block in helping



management teams navigate disruptive industry shifts and learn how to better, faster and more
succesfully transform.I hope and believe a large number of global managers will benefit greatly
from this excellent work.”

Mrs Melanie J Franklin, “Fantastically readable business book. Brilliant examples, great ideas. I
am a big fan of what John Kotter is saying about the need for organisations to develop a dual
operating system: balance business as usual with the need for change. This book further
develops these ideas and give some great examples of how it is possible without down playing
the complexity. I highly recommend this book for any of us involved in organisational change
and transformation.”

Esther, “Reinvent today, Flip the dilemma and Create tomorrow. "..., in contrast to earthquakes,
the disruptive event itself isn’t the problem; the problem is the aftershocks." p.199This book
delivers a solution to the transformation dilemma due to disruption many industries stuck in.
This innovation framework offers transformation A that repositions the current business and a
transformation B that innovates new business models. Both need to have separate and
different operating systems and metrics and need to be synchronized with a capability link,
based on well selected assets and existing capabilities. This job cannot be delegated and need
to be arbitrated actively. The CEO's role is to be the tie breaker."... your aim is to deliver
customer value and not to maximize coherence with current operations." p.41Part one explains
the framework as such in chapters for all three elements: transformation A, transformation B
and the capability link. Part two helps to understand early warning signs, to focus on what to do
and what not to do, such as identify the growth gap and strategic opportunities. The curiosity to
explore addresses a mindset change towards experimentation. If you want to innovate, get out
of your building! The chapter "The conviction to preserve" shares details about crisis of
commitment, crisis of conflict (sources between A&B) and crisis of identity."Embracing a
culture that allows innovation to flourish is important. This will require a shift in our collective
mindset - away from failure aversion to one of constant experimentation." p.143Finally, we get
insights into real cases from CEOs of large corporates such as Ford Motors, Ford Motor
Company, Manila Waters, Settlement Music School, Aetna, Arizona State University, Singtel.
The afterword asks: Who's next? And gives hints on different industries that might be
massively disrupted next. The Appendix shares a useful Dual Transformation Toolkit.MUST
read for today’s leaders who feel responsible to create the future!”

Ayshwarya, “Great read. Great read for all business leaders today - very well articulated!”

Eduardo Leal Rodrigues Junior, “Me ajudou a entender as empresas bi modais. Muito
interessante a leitura e as propostas que o autor faz”

The book by Scott D. Anthony has a rating of  5 out of 4.5. 104 people have provided feedback.

Half Title Title Page Copyright Page Table Of Contents 1: Disruptive Shock Waves and Dual
Transformation Part One: Dual Transformation Framework Part Two: Leading Dual
Transformation Afterword: Who’s Next Appendix: Dual Transformation Toolkit Notes Index
Acknowledgments About the Authors



Language: English
File size: 1987 KB
Text-to-Speech: Enabled
Screen Reader: Supported
Enhanced typesetting: Enabled
X-Ray: Not Enabled
Word Wise: Enabled
Print length: 300 pages
Lending: Not Enabled

http://www.neutronbyte.com/api/Wa18oYTP/d

