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Preface
No company is safely and permanently successful in today's business environment. For
many organizations, perhaps most, doing business now has become a new game with
new rules. For some, it has even become a struggle for survival.
The list of successful firms that have hit the skids in recent years reads like the
proverbial Who's Who of international business. Even legendary giants like IBM,
General Motors, Sears, Kodak, and Digital Equipment Corporation have astounded
onlookers who thought they were the invincible stalwarts of commerce. The experience
of recent years has wrecked some of the most basic assumptions about business
success: if it can happen to them, it can happen to any firm.
The rate of change in economies, markets, and industries is now outrunning the ability
of the conventional corporate structure to keep up. Shock waves like the worldwide
collapse of communism, the digital-electronic revolution, the Japanese "quality miracle,"
and the so-called "age wave" are powerful enough to change the very structure and the
rules for doing business in some industries. "Let's get back to basics!" is a futile battle
cry. The old basics no longer exist. We have to discover the new basics.
Every economic recession in recent years has generated a new wave of change,
distorting and restructuring markets, industries, and even national economies. In many
cases, the loss of tens of thousands of jobs is only partly due to sagging demand, and
more commonly due to the structural changes themselves. Many of those jobs will
never return because the need for them has disappeared. But many others will come
into being as a result of new opportunities and new ventures.
Business leaders are faced now, more than any time in the past, with the need to define
clearly – or, increasingly, to redefine – their enterprises. The rising clamor about
"vision," "mission," and "direction" signals a widening crisis of meaning among firms of
all kinds, large and small. A remarkable number of firms seem to have only the vaguest
sense of their own identity and their uniqueness. Many don't really know who they are.
Indeed, in the industrialized countries like the United States, the crisis of meaning for
organizations seems to mirror a corresponding crisis of meaning at the national level
and even at the personal level.
The old success premise of "get a good product, produce it at low cost, and sell it hard"
is just too simplistic now. You have to know who you are, what you're really good at,
what your basic business logic is, and what value-creation premise will win the business
of your customers. In short, you must have a vision for your success and a direction for
getting there. You have to know what train you're going to ride.
This book uses that metaphor of riding a train – the Northbound Train – as a focusing
concept for creating the vision and meaning that can energize an organization and
propel it toward its success. It is the leader who must choose the train, as a matter of
careful thinking and strategy formulation. The leader must help people in the
organization understand and commit to the vision. And the leader must help them learn
to do what it takes to make the vision a reality.
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All of this seems rather self-evident, but there is a huge gap between the concept and
the reality. There is much more to defining an organizational vision and direction than
simply sitting down and writing a few flowery phrases. In 20 years of working with
organizations of almost every imaginable type, I've seen relatively few really powerful
and meaningful corporate statements of vision, mission, or philosophy. Most are either
vague, puffy, and meaningless, or dull, prosaic, and uninspiring. A very few actually
have the power to move people.
Most executive teams have trouble articulating the driving success premise of their
enterprises, not because they can't compose flowery phrases, but because they don't
have a driving premise. They haven't discerned the real meaning in what they do. With
no compelling message to communicate, they're stuck with platitudes, homilies, and
meaningless one-liners.
The existence of, or lack of a clear focus for success – the northbound train – sets the
context for just about everything else that happens in and to the organization. Without it,
leadership becomes a day-by-day struggle against seemingly isolated issues. People in
such organizations merely work for a living, not for a higher purpose. Customer value
becomes the hit-or-miss outcome of routine work activities, not a source of pride,
creativity, and personal commitment.
A mindset of control, caution, and scarcity leads to cost-obsessed management and
consequently an impoverished customer value package that says figuratively, "We're
nothing special." The vicious cycle of price competition conditions both customers and
competitors to abandon all focus on total value and settle for price as the lowest
common denominator of trade. Market differentiation goes out the window and the
"product" or "service" becomes a commodity.
Contrast this with those few outstandingly successful firms that have made customer
value their defining premise – their northbound train. They have evolved a compelling
definition of who they are, what they do, and where they intend to go. They have turned
the vicious cycle into a virtuous cycle: customer value leads to customer preference,
which leads to customer retention, which enables them to continually build higher value,
which leads to greater customer preference, and on it goes.
By concentrating their attention and resources on a single compelling business idea,
they break the death-grip of price-only warfare and even define the new rules of the
game for their competitors.
Knowing the new rules of the game, these firms are moving beyond the boundaries and
restrictions of the standard self-contained corporation as the traditional model for
deploying resources. Understanding as they do that success in business is increasingly
all about deploying knowledge and technology, they realize that partnering, networking,
and leverage are becoming the keys to success. In a fast-changing business
environment, fixed capital is becoming less of an asset and more of an encumbrance.
By using knowledge and technology to leverage the capital and energies of others, they
are moving toward the value-creating enterprise as the post-capitalist model for
strategic success.
This book deals with the challenge and the enormous potential payoff involved in
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creating and implementing the northbound train concept for your enterprise. It's about
vision, meaning, and strategy, as well as the leadership that's essential in building a
culture that can transform those powerful ideas into reality.
Karl Albrecht
San Diego
KarlAlbrecht.com

❖

NBT-4

Contents
1. Quo Vadis: Why Organizations Are Losing Their Way
There Will Always be a Sears, IBM, and General Motors ...?
Shockwaves and Shockwave Riders
Roadmap to Nowhere: The Price of Confusion
Vision, Illusion, or Hallucination?
The Northbound Train: the Power of a Common Cause

2. Beyond Executive Management: The Call For Leadership
The Crisis of Meaning
The Hand at the Helm
Service Leadership: To Lead is to Serve
Customer-focused Leadership: the Service Triangle
Mobilizing Intelligence: Collective Smartness or Dumbness?

3. Learning The New Rules Of The Game
Finding the Driving Patterns
New Structural Options
Three Business Models: Pre-Capitalist, Capitalist, and PostCapitalist
From Organization to Enterprise

4. The Design Of Meaning: Piecing Together The Strategy Puzzle
Myths and Misconceptions About Setting Direction
From Planning to Futuring
The Strategic Success Model: Connecting the Dots
The Strategy Formulation Process: Building the Model

5. The Environmental Scan: What's Going On Out There?
Environmental Intelligence: Your Crystal Ball
The Eight Critical Environments
Reading Your Crystal Ball

6. The Organizational Scan: Who Are We?
Historicizing: How the Enterprise Became What It Is
What Are We Really Good At?
NBT-5

How Do We Think?
What Do We Reward, Punish, and Condone?
Are We a Team?
Do We Learn and Develop?
Are We Well Led?
Are We Committed?

7. The Opportunity Scan: What Are Our Possibilities?
Bifocal Vision: The Near Field and the Far Field
Corposaurus: Dinosaur Thinking Can Lead to Extinction
Opportunities and Threats
Vulnerable Industries: Dinosaur Herds?
Scenario Planning: Playing the Possible Futures
What's Hot and What's Not: Modelling the Market
Walls, Doors, and Windows: Customer Access
Strategic Partnering: How to Leverage Resources

8. Model Building 101: The Customer Value Model
Beyond Products and Services: Think Customer Value
Finding the "Invisible Truth"
The Hierarchy of Customer Value
Building the Customer Value Model

9. Model Building 102: Vision, Mission, And Values
Curing the "Mission-Statement Blues"
The Vision: What Do We Aspire to Be?
What Makes an Effective Vision Statement?
The Mission: How Should We Do Business?
What Makes an Effective Mission Statement?
Our Core Values: What Do We Stand For?
Beyond the Platitudes
Forming the Corporate Credo

10. Model Building 103: Business Logic And Strategy
What is Your Business Logic?
Your Customer Logic
Your Product Logic
Your Economic Logic
Your Structural Logic
Testing Your Business Logic: Does It Make Sense?

NBT-6

11. Model Building 104: The Customer Value Package
The Infrastructure for Creating Customer Value
The Seven Components of the Customer Value Package
Evaluating Your Customer Value Package

12. Strategic Gap Analysis
The "Delta": The Disparity Between What Is and What Ought to Be
Bridging the Gap with Strategic Initiatives

13. Action Planning
Setting Business Targets that Actualize the Strategic Model
Defining Key Result Areas
Setting the Few Critical Adaptive Goals

14. Strategy Deployment
Don't Keep it a Secret
Executive Evangelism: Creating Ownership for the Direction
Less is More: the Power of a Simple Message
Helping the Organization Learn
Success is Never Final and Neither is the Strategy

❖
NBT-7

Figures:
2-1. Executive Leadership
2-2. The Service Triangle
3-1. Three Business Models
3-2. From Organization to Enterprise
4-1. The Strategic Success Model
4-2. The Strategy Formulation Process
5-1. The Operating Environment
6-1. How Organizations Learn, or Fail to
7-1. An Example of Scenario Planning
7-2. The Niche Matrix
7-3. The Life-Cycle Matrix
7-4. The Competitive Matrix
8-1. The Hierarchy of Customer Value
10-1. Business Logic
11-1. The Seven Dimensions of The Customer Value Package
11-2. The Customer Value Matrix

❖
NBT-8

