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Overview: Accelerating Results Through Points of Inflection

“Every system is perfectly designed to produce the results it gets.” Deming. Intel's Andy Grove
defined a point of inflection as “An event that changes the way we think and act.” When that occurs -
most likely a change in your environment (like a pandemic) or change in ambition — change your
system to change your impact and effect, changing strategy, organization, and operations all
together, in sync, all at the same time to avoid breaking the system as you accelerate results through
a point of inflection.

Note this is different than an event that slows your progress, but does not require you to change the
way you think and act. If your strategy continues to be right, pause; regroup; then, keep going as you
were, as you can.

Whether your point of inflection hits organizationally, personally, or both, you should be excited
about the possibilities — and concerned about the risks. 70% of transformations fail to deliver desired
results.? 40% of leaders fail in their first 18 months in a new role.?® This is why we wrote this book - to
help jump-shift your own game, accelerate success, and mitigate risks all at the same time with Core
Focus and BRAVE Leadership:

Core Focus:

! The overview from “Point of Inflection” George Bradt and Jeff Scott - GHP Press 2019
* Rajiv Chandran et al “ascending to the C-suite” McKinsey Insights, April 2015
® Anne Fisher, New Job? Get a Head Start Now, Fortune: February 17, 2012
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Core DESIGN SERVICE
3 Value* Innovation Customer-centricity
Organization SPECIALIZED DECENTRALIZED
CEO Enable - Principles Experience — Guidelines
Operations FREEING SUPPORT BOUNDED AUTHORITY
Core PRODUCE DELIVER/Distribute
31 Value* Accountability Collaboration
Organization HIERARCHY MATRIX
CEO Enforce - Policies Enroll - Team Charters
Operations COMMAND & CONTROL SHARED RESPONSIBILITY

* In addition to integrity and respect

Environment Where to play? (Context)
BRAVE Values What matters and why? (Purpose)
Leadership: Attitudes How to win? (Choices)

Relationships How to connect? (Communication)

Behaviors What impact? (Implementation)

Three premises:

1. Points of inflection are defining moments. Getting these transitions right and avoiding
avoidable mistakes accelerates organization and personal impact, effect, and trajectory. If you
don't think you're at a point of inflection, someone or something else somewhere else will
inflect things for you. And you may not like how that story ends.

2. Leading is different than managing. Managers organize, coordinate, tell. The best leaders
co-create, bringing out others' self-confidence by inspiring, enabling and empowering them
to do their absolute best together to realize a meaningful and rewarding shared purpose
across cultural leadership (who we are and what we stand for,) strategic leadership
(arranging resources before deployment,) and tactical leadership (deploying and adjusting
resources in real time.))

3. Leading requires choices - and bold, decisive choices at points of inflection. Picking one core
focus and strategy, aligned with culture, organization, and way of operating seems riskier than

keeping options open. But choosing to be superior at one thing versus good enough at many
can be the difference between success and failure. Pick one.

This book provides foundational frameworks, insights, and tools to help by:
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e Digging into the Core Focus and BRAVE Leadership frameworks for leadership at both
conceptual and practical levels. We combine them to guide what you should do next,
later, never, and why; and how to strengthen your influence, impact and effect.

e Providing several lifetimes of leadership insights, examples, and stories from experienced
leaders and experts to guide you through risk-filled situations you may not have
experienced yourself — yet.

e Making available downloadable tools, easily adaptable for the situations you face. (Plus,
bonus tools and new ideas over time, online at www.primegenesis.com/tools.)

Build Your Strategic Alignment and BRAVE Leadership from the Outside In:
1 Environment: Clarify Your Situation and Field of Play

Context matters. Part of your context is the choices the broader organization, community, or other
stakeholders have made. If you've been assigned a particular sandbox, play in that sandbox. Part of
your context is the rest of the world. Understanding your organization’s history, recent results, and
conditional changes and scenarios like pandemic curves are critical inputs framing your decisions.
Choose to play where you can win.

e Understand the organization’s history, recent results, changes and scenarios for business and
competitive conditions.

e Align around an interpretation of the ever-evolving situation.

e Make choices around where to play and where not to play within your context to optimize
your impact and effect.

2 Values: Align All Around the Organization’s Mission, Vision, and Guiding Principles

Mission is generally given to you. You don't have a choice. On the other hand, you do get to choose
your own picture of success - your vision. Guiding principles are the things you will not compromise
on the way to delivering that mission and achieving that vision — values in action. Altogether, mission,
vision, and guiding principles comprise purpose.

e Align on a shared purpose: mission (why,) vision (what,) guiding principles (how,) and any
changes in your ambitions.

3 Attitude: Make Choices Around Core Focus, Strategic Priorities, and Culture

Attitude is the pivot point. Align around your core focus to drive how you're going to win, along with
strategic priorities, enablers and capabilities (win: predominant, superior, strong; not lose: above
average, good enough; or not do/ally/outsource;) and make sure your culture is in sync with those
(innovation, accountability, collaboration, customer or client-centricity.)
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e Core focus: The single overarching choice
e Strategic priorities, enablers, and capabilities: in line with that
e Culture: Behaviors, Relationships, Attitudes, Values, Environment

4 Relationships: The Heart of Leadership

You can't lead anyone unless you can connect with them. Connecting requires communication. And
everything you do and don't do, everything you say and don't say, everything you listen to or observe
and ignore communicates. Make deliberate choices. Choose an organizing concept. MAP your
communication Message, Amplifiers, and Perseverance (MAP). The heart of leadership is the ability to
build and organize an ADEPT team and make emotional, rational and inspirational connections.

Be. Do. Say. Choose a cause that matters to you personally. Live it. And then help others
understand why it matters, how they should feel, the hard facts, and your inspirational call to
action.

Organize as specializations, hierarchy, matrix or decentralized, potentially within a portfolio.
Build an ADEPT team: Acquiring, Developing, Encouraging, Planning, and Transitioning
talent. (ADEPT)

5 Behaviors: Getting Things Done

Environment, values, attitude, and relationships inform behaviors and what impact you and your
team make. It's all theoretical gibberish until you put it into focused action and follow through to
ensure excellent execution.

Focus on what creates the most value for the internal and external customers, collaborators,
and stakeholders in your eco-system.

Lead with a bias to freeing support, command and control, shared responsibilities, or
bounded authority as appropriate.

Track and manage priorities, programs, projects, and tasks quarterly, monthly, weekly and at
least daily respectively.

Accelerating through strategic inflection points requires step-changes in strategy, organization, and
operations, carefully synced together as outlined in the BRAVE Imperative Tool #1 below. Those are
necessary, but not sufficient unless you reinvent yourself as what John Hillen and Mark Nevins
describe in What Happens Now?* as a more sophisticated leader.

Hillen and Nevins argue that doing more of the same thing requires increased capacity or complexity
while doing different things requires new capabilities or sophistication. If you're growing steadily, you
can probably get away with evolving your mechanics, structure, processes, and systems with your
technical and functional knowledge. But leading through a point of inflection requires new mindsets,
capabilities, and behaviors leveraging political, personal, strategic, and interpersonal strengths.

* Adapted from George Bradt's May 15, 2018 Forbes.com article, “Reinventing the Missing Piece in Leading
Through a Point of Inflection - You”
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Organizations go through predictable points of inflection as they outgrow systems, infrastructure,
and their leaders. Many move through general, specialized, hierarchy, decentralized, and matrix
organizations to portfolio management systems. A more sophisticated approach is to align your
organization with your strategy as appropriate.

Similarly, some leaders fail to overcome stalls of poor story/narrative, alignment, influence, explaining
and leading change, authority, focus, and leadership development. Hillen and Nevins suggest failing
leaders add more complexity while more successful leaders add sophistication.

One aspect of that sophistication involves applying different mindsets at different times. Different
situations require a leader who is chief enabler, enforcer, enroller, or the champion of customer
experience.

Putting this all together gets you to one of the four core focus frames. Note all organizations do all
four, requiring the appropriate situational leadership. Your frame choice yields a focus, not
single-mindedness.

Design-focused organizations need cultures marked by innovation, learning and empowerment.
They should be specialized and led by chief enablers, leveraging principles and providing freeing
support.

Production-focused organizations need cultures marked by accountability, results & authority. They
should be hierarchical and led by chief enforcers, driving policies with a command-and-control

approach.

Delivery/Distribution-focused organizations need cultures of collaboration, order and safety. They
should be matrices and led by chief enrollers, leveraging team charters with shared responsibility.

Service organizations need customer-centric cultures of marked by purpose and caring. They should
be decentralized and led by chief experience officers, leveraging guidelines/bounded authority.

BRAVE Imperative

When people talk about getting everyone on the same page, this is that page. Everyone should be
able to look at the BRAVE Imperative per Tool #1 below and understand the organization’'s direction
under both normal circumstances and if you're leading through a point of inflection.

Start by thinking through a situation assessment, mission, vision, guiding principles, and strategic
and business plan elements. Then flesh them out to clarify:

e Environmental insights and where play/problem to solve choices.
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e Values including mission, vision, objectives, goals and guiding principles — what matters and
why.

e Attitudes including the core focus, posture, strategic priorities, enablers, capabilities, and
plans.

e Relationships including how your core team members will interact with each other and
roll-out and ongoing communication plans.

e Behavioral tracking systems and management cadence: tasks — daily; projects — weekly;
programs — monthly; priorities — quarterly; business and people strategy and operating plans —
annually.

Tool 1 BRAVE IMPERATIVE
Environment — Where to play/context

e Situation assessment combining insights around customers, collaborators, culture,
capabilities, competitors, and conditions, distilled into strengths, weaknesses, opportunities,
and threats and

o Key Leverage Points/Sustainable Competitive Advantage
o Business Issues
e Where to play choices

Values — What matters and why/purpose

Mission: What called to do and why it matters

Vision: What — Picture of success in which all can envision themselves

Value Proposition: What's in it for them

Objectives: Broadly defined, qualitative performance requirements

Goals: The quantitative measures of the objectives that define success

Values/Guiding Principles: That you will not compromise on the way - including core focus of
the business (design, produce, deliver, serve)

Attitude — How win/choices

e Strategic choices
o Priorities/enablers/capabilities (how win, not lose, not do)
e Cultural choices: innovation, accountability, collaboration, customer or client-centricity
e Plans: Direction/actions, resources, bounded authority, accountability: measures, milestones,
who/how called to account

Relationships — How connect/communication

e Org. structure: Specialized, Hierarchy, Matrix, Decentralized
e Roll out/on-going communication (to those emotionally, directly & indirectly impacted —
comply, contribute, commit - others)

PrimeGenesis | PrimeCenesis.com

Point of Inflection — George Bradt & Jeff Scott — GHP Press


https://www.primegenesis.com/?utm_source=Executive+Summary+New+Leaders+100+day&utm_id=PrimeGenesis+Tools
http://www.primegenesis.com

= PrimeGenesis

BETTER RESULTS FASTER

Behaviors — What impact/implementation

Ways of working: Freeing Support, Command & Control, Shared Responsibilities, Bounded
Authority

System to track, assess, adjust: task daily, projects weekly, programs monthly,
priorities/processes quarterly/annually.

Scorecard: Financial, Customer, Internal Business Processes, Learning & Growth

The BRAVE Imperative tool is the big cheat to this approach and this book. It's our core framework,
laying out all the ingredients for success. The download of that tool and its instructions can get you
80% of the way to understanding our program. If that’s all you need, download the tool, read the
instructions, follow the steps below, and deliver better results faster. (Though you'll miss the valuable
insights in the rest of the book.)

With all that in mind you can accelerate through a point of inflection by deploying five overlapping
steps or building blocks differently in the different situations described in Part Il of this book:

Assess & Plan Strategy Organization Operations

Change catalysts: \ Core focus Future capability plan '\ Leadership approach
Situation/ ambitions | Strategic priorities ) Immediate role sort ) Management cadence

Current Best Thinking / Cultural changes Shift leaders’ mindset / Incentives

Ongoing purpose-driven learning & communication

Assess the changes in your situation or ambition. What has changed? So what are the
implications of that? Now what must you do? If the answer is nothing new, fine. But if the
answer is to accelerate through an inflection point, put your current best thinking into a plan.
Strategy. Jump-shift your strategy, culture, and strategic process ahead of the point of
inflection. Agree on a new core focus, posture, strategic priorities, enablers, capabilities, and
culture. These are closely linked to your purpose, cementing the why of what you do.
Organization. Jump-shift your organization and organizational process. Create a new
organizational structure and future capability plan in line with your new strategy. Do an
immediate role sort. Accelerate individual transitions as appropriate. Deploy appropriate
frameworks to help guide everyone's thinking.

Operations. Jump-shift your operations and operational process, implementing a new
approach, flow, and management cadence to track and manage your priorities annually,
programs monthly, and projects weekly as appropriate. Ensure your incentives reward desired
actions and punish undesired actions.

Learning and Communication. Deploy a purpose-driven learning and communication effort
in line with your new operating flow and management cadence. This is an ongoing effort, not
a one-off event.

At every stage of working through an inflection, every single person in your organization and
ecosystem will have one question that has to be answered before they can pay attention to anything

7
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else: “What does this mean for me?” Leverage your purpose, frameworks and incentives to reinforce
all of that with a broader group over time systematically.

Call them what you want: moments of opportunity, moments of truth, moments of destiny.
Whatever you call them, leadership and life is a series of them. Whether planned, unplanned, seen,
unseen, known, or unknown, they come and go in a flash. This is especially true for points of
inflection.

Leaders are defined by their followers. The only way to achieve your vision, in line with your values, in
the context you choose, is through the attitude, relationships, and behaviors you model and
engender in your followers. It's not about you. It's about your cause. It's not enough to have
compliant followers, doing what they must. It's not even enough to have contributing followers. You
need followers committed to a deserving cause. Be BRAVE yourself and inspire, enable and empower
them to be BRAVE individually and together in a winning BRAVE culture.

One sign that you're scaling yourself is when you make the Time Management Flip and start
thinking in terms of leverage, not efficiency. Flip the order. Do things to inspire, enable, and empower
others to do “their” work before you do “your” work. Make the strategic choices, creating and
allocating resources. Bring out others' self-confidence by giving trusted lieutenants inspiring
direction, enabling resources, empowering authority, and credible accountability for results. Then, get
out of the way. “Your” work will contract over time as you focus more on inspiring, enabling and
empowering others.

Throughout, our emphasis is on the application of frameworks and principles. This is a book and set
of tools to be used and referenced, not something to be read through, considered, and put aside.

Note: The tools printed in this book are also available in a customizable format at
WWww.primegenesis.com/tools along with extra tools for some of the chapters that we've moved to
the web. (See BRAVE Leadership page.)

We will be updating these tools regularly and adding additional material on that page to give you the
benefit of our current best thinking — which is better than yesterday's and not as good as tomorrow'’s,
especially if you share your questions, insights, and suggestions with us at either
gbradt@primegenesis.com, or jscott@primegenesis.com.

l—
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Follow this link to order a paperback version of the book ($19.99):

https://Mww.amazon.com/Point-Inflection-Frameworks-Accelerate-Results/dp/1096119552/ref=sr_1_12?
keywords=George+Bradt&qid=1558377129&s=books&sr=1-12

or this link for a Kindle version ($9.99):

https:/www.amazon.com/Point-Inflection-Frameworks-Accelerate-Results-ebook/dp/BO7R4H37KK/re
sr 1 6?keywords=Ceorge+Bradt&qid=1558377177&s=digital-text&sr=1-6

George Bradt has led the revolution in how people start new jobs. After Harvard and
Wharton (MBA), he progressed through sales, marketing, and general management
roles around the world at companies including Unilever, Procter & Gamble, Coca-Cola,
and J.D. Power's Power Information Network spin off as chief executive. Now he is
Founder and Chair of PrimeGenesis, author of 11 books on leadership and onboarding,
900+ columns for Forbes, and 23 plays & musicals (book, lyrics & music).

gbradt@primegenesis.com +1.203.253.1569

Jeff Scott has been a proven transformational leader in the information and media industry for 20
years as a CTO, COO, President, and CEO. With roots in digital product development, Jeff has led
businesses ranging from small, private-equity-backed enterprises to large information companies
and found himself at the forefront of many technology and business evolutions. A common thread in
all of those businesses were the strategic inflection points and complex transitions that honed his
appreciation for the value of leadership in times of transformational change.

jscott@primegenesis.com +1.908.809.5970
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