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This booklet brings together all the basic principles of business thinking. It is a starting point to develop a better business, by connecting
the different models, and then being able to explore the best new
ideas.
We explore some of the most popular models from the top
Thinkers50-ranked academics from Michael Porter to Clayton
Christensen, Alex Osterwalder to Chan Kim and Renee Mauborgne,
and many more.
Thinkers50 is the world’s leading ranking of business thinkers, based on how influential their ideas are to practical business
success. It is also a global community and inspiring forums.
More at www.thinkers50.com
Thinkers50 has the European headquarter in Odense, Denmark.
The purpose of Thinkers50 Europe is to support European business
leaders with new theories, knowledge and inspiration that can make
European companies grow faster and compete in a global world.
The European Business Forum is held annually in Odense, Denmark.
The European Business Forum is two days with the best professors
and thinkers from the leading business schools in the world. 2 days
that provides new world class inspiration and ideas. Two days
that will ensure that European business leaders are on top of new
trends and business thinking.
See more on www.thinkers50europe.com
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The primary areas to be covered are business thinking on:
1. Innovation.
It all starts with innovation, and the ideas that will create a better
future. A new business idea is the foundation for building a company,
and to drive and sustain profitable growth.

2. Strategy and business models.
Strategy is about making choices, where and how to compete. Innovation without customers is useless. Your chosen strategy and business
model will determine both the short term and long term success.
3. Leadership, management and culture.
Strategy implementation demands the right organisation. Even if you
have the right business model and strategy, without the right leader,
management system and culture, you are unlikely to succeed.
In this booklet we explore some of the enduring theories, briefly and
simply, together with a view on which work best, and where to get
started.
Bjarke Wolmar
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1.
INNOVATION
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1. INNOVATION
Innovation can be defined as an improved product or service, process
or experience, that customers are willing to pay for.
Michael Porter spoke at the European Business Forum 2017 in
Odense, Denmark. Ranked the world’s number one business thinker,
the strategy guru said:

”If you can meet a need
at a profit - you can scale!”
MICHAEL E. PORTER
Harvard Business School
World’s #1 Business Thinker

It is a very simple statement, but very true. When innovating you have
to think about the market. Is there a market, how big is it and are
customers willing to pay enough to create a profit? If the answer is
yes, then you can scale and create a sustainable company.
Innovating is often the fun part, where people are full of new ideas,
optimism and great ambitions for the future. When scaling you
must think about strategy, business model, leadership, management
and culture.
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Genesis of an innovation
A generic innovation process

Source: jmair@stanford.edu and cseelos@stanford.edu

The typical innovationproces starts with a great idea that works and
shows traction among customers. It is very rare that the new innovation becomes a success right away. Customers will normally be reluctant to buy the new product or service. You need people who dares
trying and buying the product or service. They will recommend it to
others and this way you will finally succeed after many iterations and
up and downs. Thus, do not give up first time you get challenged.

"If you don’t know how
to learn, don’t innovate!"
JOHANNA MAIR
Professor of Strategy, editor of
Stanford Social Innovation Review
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A business always starts with an idea, and one or more entrepreneurs
who feel passionate about that idea. The tools needed are the same
within an existing company. Adapting the passion and approach of an
entrepreneur inside a company is called intrapreneurship.
Finding out whether you have a sustainable product or service can
take time. Passion matter, but so does persistence. Normally, there
will be many times in an innovation process, where you feel like giving up. It is rare that you have success from day one, you will need
backup from the bank, your family and friends, who believe in you.
Even if they lose faith in your idea, the entrepreneur finds new energy
and ideas to move forwards.
There are many tools for innovation. They can help you develop a
product or a service that can “meet a need at a profit”. Here are the
ones I find most useful:
1.

Innovation Pipeline

2.

Design Thinking

3.

Disruption
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1. The “innovation pipeline” is a way of organising your innovation
process and portfolio (see below). In the idea phase, you are creative, exploring new insights and thinking “out of the box”. At the
point it is also useful to develop a draft business model and financial business case, so that you ensure that your idea is viable.
2. “Design thinking” enables to gain a deeper understanding of
customer needs and how to serve them. Often, a customer
cannot explain what he or she wants. The often-used example
is: “If you asked a person in the 18th century for a better means
of transportation, he would have wanted a faster horse.”
The approach uses anthropology and observations of customers to
understand what the customers really need. This way you will not
only be able to develop incrementally improved products but also
products that change the game.
3. “Disruption” is another tool in the ideas phase. How can
you develop a product or service that challenges the current
ways of competing? The best disruptive ideas can quickly
shake up a marketplace, engage customer quickly, and could even
make you a world leader in 3 years. In today’s it’s not about having
lots of money, its about having better ideas.
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1.1. INNOVATION PIPELINE

Innovation Pipeline
Idea

Concept

Validation

Commercialization

Launch

The innovation pipeline can be used both for project management and
portfolio management.
For project management the innovation pipeline is used as a stage/
gate model. At the end of each phase (idea, concept, validation,
commercialization and launch) the project team will present a
short report and a recommendation to the decision makers.
Should the project continue, be closed og put on hold.
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1.2. PORTFOLIO MANAGEMENT
In a company where you have many development projects but still limited resources, you can rank the different projects using criteria such as:
1.
2.
3.

Potential value of the projects (Net Present Value).
Risk of failure of the project.
Time to market.

In this way you can decide which projects to focus on and which
to stop. Visually, the pipeline is a strong tool as it shows where the
projects are in the pipeline, the NPV can be shown through the size
of the bullet point, and the colour shows the risk. High risk (red),
medium risk (yellow) and low risk (green).

Low value
Medium risk

High value
Low risk

High value
High risk
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1.3. PROJECT MANAGEMENT
The project management of individual projects can be done using the
innovation pipeline.
The progress of innovation projects can be reviewed at the end of each
stage, or “gate”, leading to its progress or elimination. The commitment of the whole team is important, as is the creativity to find ways
in projects can be adapted and improved, to ensure their progress.
The model explains the key activities in each phases:
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0. Innovation idea
generation
Activities:

Output:

3. Commercialization

• Document Innovation
(Business Case)

2. Validation

• Describe innovation idea >
draft Business Case

• Validate innovation idea
and identify 'hot spots' of
customers

1. Concept

• Describe innovation idea
(Innovation Brief)

• Prepare Innovation Idea
for Gate B approval
(external validation)

• Draft high level business
case

• Identified 'hot spots' / key
segements

• Confirmed marked need
(from innovation idea)

• Business Case updated

• Plan external assessment
of need

• Prepare Innovation Idea
for Innovation pipeline

• Initial assessment of
innovation (via ideation
tool)
• Prepare Innovation Idea
for Innovation pipeline

• Innovation idea
conceptual validated
internally
• Innovation Brief
established

4. Market launch

• Handover from R&D to
production/operation

• Targeting identified
'hot' leads to accelerate
markets introduction

• Establish go-to-market
plan

• Train & prepare staff

• Innovation idea
transformed to
solutions and handed
over to business
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1.4. DESIGN THINKING
Design Thinking was developed by David Kelley, founder of
the renowned design agency IDEO in Silicon Valley, and also of
Stanford’s d.school (which has a partner organisation called the Hasso
Platner Institute based in Europe). Canadian Roger Martin from the
Rotman School of Business developed the approach further in his book
“Design of Business”, and is currently the world’s Number 1 on the
Thinkers50 ranking.
Design thinking is about understanding you customer’s needs better
than the customers understand their own needs. This can be done
through observations, or by asking questions one to one with existing
users. It is then about rapidly turning insights into prototypes, models
or pictures, so that the idea is more tangible and could be developed
further.

Variable space

Design thinking process

Multidisciplinary teams
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Developing new products or concepts require new approaches.
Design Thinking uses 3 elements:
1.
Multidisciplinary teams with many types of people and
organizational backgrounds
2.
Flexible workspace, where rapid testing and prototyping
can be done collaboratively
3.
Facilitating the process to combine ideas and experimentation
with rapid progress

Understand

Observe

Point
of view

Ideate

Prototype

Copyright by HPI School of Design Thinking
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Test

1.5. DISRUPTION
Disruptive innovations create a new market, or “value network” which
eventually (or quickly) displaces an existing market structure. A new
solution, or business, can displace an existing business. The concept
was developed by Clay Christensen, at Harvard Business School.

CLAY CHRISTENSEN
Professor of Business Administration at
the Harvard Business School

His most famous book is “The Innovator’s Dilemma” where he
describes the forces behind disruptive innovation, where new
technology and business models can change the market completely.
The dilemma is that existing companies typically push existing
products, making them ever better, to stay in business and drive
growth.
However a “disruptor” might introduce a new idea which initially
might seem less good, as with low-cost airlines, for example. Over
time however, the disruptive idea becomes good enough. As more
people choose it rather than the traditional solution, the disruption
takes off rapidly and displaces the old market leader.
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Peter Fisk from IE Business School describes many of the successful
new technologies and business models in his book ”Gamechangers”
with many examples of disruptors:
• Airbnb. The largest hotel company in the world, but they do not own
any hotels.
• Uber. The largest taxi company in the world, but they do not own
any taxis.
• Amazon and Alibaba. The largest retailers in the world without any
outlets
• Netflix and Spotify. Apple Pay and M-Pesa. Zipcars and Car2Go.
Disruption also demands that you consider how to scale your
business. In today’s world, this typically means using digital
networks, be it through social media or new business models. In
many case it is about developing “platforms” which bring many
suppliers and many customers together, like Airbnb for example.
All these technologies can lead to exponential growth, harnessing
networks to multiply impact.

PETER FISK
Author of Gamechangers and
founded of GeniusWorks
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Other technologies such as artificial intelligence (AI) and blockchain
also become important. Number 2 on the Thinkers50 list is Don
Tapscott who wrote “The Blockchain Revolution”. In it he explains
how blockchain can be used to make transactions fast and local,
without the need for centralized processing. Examples of its
applications range from fast and secure money transfers to simplified
and shared record keeping.
Today’s world is an “ideas world”, where anyone can start a business,
and has the potential to grow to become a market leader in just a
few years. By making the right choices, and a little luck. Think of
Jeff Bezos, founder of Amazon. He started with a small internet
bookstore, and today dominates the retail world.

19

2.
STRATEGY AND
BUSINESS MODEL
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2. STRATEGY AND
BUSINESS MODEL
A strategic plan is an important tool for a successful implementation
of the innovation. However, the business environment changes rapidly, and a plan can become irrelevant in months. This still requires
a plan, giving an overall direction and setting priorities, but with the
flexibility to change it as needed.
A strategic plan typically consists of the following elements:
• Vision: The long-term ambition of the company. The “North Star” to
guide it.
• Strategies are the high-level initiatives that the company will take to
achieve the vision.
• Actions are the concrete initiatives that the company will implement
on a monthly or even daily basis.

Actions

Strategy 1

Actions

Strategy 2

Actions

Strategy 3

Values and beliefs
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Vision

Values define the desired culture of the organisation, or the ways in
which the business works. They set out what the organisation believes
in, and the behaviours that will drive its style and success.
The mission is the “why”, or the purpose and reason for the existence
of the company.
In the book “Start with Why” the Thinkers50 ranked Simon Sinek
explains why having a mission is so important, and why mission
driven company are more successful than other companies.

SIMON SINEK
Author of Start With Why,
Leaders Eat Last,
Together is Better,
and Find Your Why
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2.1. STRATEGIC PLAN:
In parallel with development of a strategic plan, you will develop
the right business model. This describes how the business will work,
starting from the value proposition for each target segment, and
then defining how that value will be created (suppliers, resources,
processes, costs) and delivered (products, channels, communications,
revenues).
The business model below is developed by winners of the
Thinkers50 Strategy Award, Alexander Osterwalder and Yves
Pigneur in their book “The Business Model Generation”. It is
perhaps the most important new thinking on strategy since
Michael Porter’s theories on “five forces” and “generic strategies” in
the book Competitive Strategy.

Strategy

Financial

Strategic plan

Financial objectives

Business model

Business case

Business plan

Budget
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ALEX OSTERWALDER
Co-founder of Strategyzer
Inventor of the Business Model Canvas

YVES PIGNEUR
Co-founder of Strategyzer
Inventor of the Business Model Canvas

The strategy and business model are the high level thinking that leads
to a business plan. This brings together the priorities directions and
initiatives with the financial implications. A business plan combines
ideas and numbers, ultimately generating a budget.

24

Key Resources

Key Activities

The Business Model Canvas
Key Partners

Cost Structure

Designed for:

Customer Relationships

Designed by:

Revenue Streams

Channels

Value Propositions

This work is licensed under the Creative Commons Attribution-Share Alike 3.0 Unported License. To view a copy of this license, visit:
http://creativecommons.org/licenses/by-sa/3.0/ or send a letter to Creative Commons, 171 Second Street, Suite 300, San Francisco, California, 94105, USA.

designed by: Strategyzer AG
The makers of Business Model Generation and Strategyzer

Date:

Version:

Customer Segments

strategyzer.com
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2.2. STRATEGY PROCESS AND
STRATEGY TOOLS
The strategy process can be developed into 4 phases:
1.
2.
3.
4.

Strategy analysis
Strategy formulation
Strategy implementation
Strategy evaluation

Model of the Strategic Management Process

External
Environment
Analysis

Develop Vision
and Mission
Statements

Establish
Long-Term
Objectives

Generate,
Evaluate, and
Choose
Strategies

Implement
Strategies

Measure and
Evaluate
Performance

Internal
Environment
Analysis

Strategy Formulation

Strategy
Implementation
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Strategy
Evaluation

2.2.1. STRATEGIC ANALYSIS
The are many tools for the strategic analysis. Here are the most
used tools.
SWOT analysis
The most common and simple analytical tool for strategic analysis is
the SWOT analysis. The idea behind the model is to develop a strategy
that is built on internal strength of the company and opportunities
in the environment and market. The strategy must also take into
consideration the internal weaknesses of the companies and the
threats in the environment and market.

STRENGTHS
list your:
+ advantages
+ unique and low-cost resources
+ factors mean that you
“get the sale”

OPPORTUNITIES
list your:
+ chances to improve performance
+ good opportunities can you spot

SWOT
WEAKNESS
list your:
+ disadvantages, limitations
+ what could you improve
+ factors lose you sale

THREATS
list your:
+ external trouble for the business
+ obstacles do you face
+ what your competitors are doing

There are numerous other tools for strategy analysis, but the SWOT
analysis is also very good for summarizing the analysis from all the
other tools.
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The five forces framework
The “five forces” model was famously developed by Michael Porter as
a tool for analyzing an industry. It might be the airplane industry, car
industry or mobile phone industry, locally or globally.
The outcome of the analysis determines how attractive the industry might be to enter. An industry with high entry barriers and high
switching costs leads to a low threat from new entrants. If the suppliers and customers have low bargaining power and the threats from
substituting products are low or non-existing, then the industry is attractive and can have above normal profits.
In recent years the model has come under challenge, as digital
technologies enable companies to redefine industry boundaries, and
overcome obstacles in new ways.
THREAT OF
NEW ENTRANTS

BARGAINING
POWER OF
SUPPLIERS

RIVALRY
AMONG EXISTING
COMPETITORS

BARGAINING
POWER OF
BUYERS

THREAT OF
SUBSTITUTE PRODUCTS

Michael E. Porter’s 5 Forces model

A five force analysis is still a good foundation for understanding the opportunities and threats and identifying potential risks in the business
and hopefully also risk from disruption, or at least those you can see.
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STRATEGY FORMULATION
Generic Strategies
Porter identified 3 generic strategies that can be used to secure and
develop your company. A company can either use one of the 3 strategies:
1. Low cost strategy. If you have the lowest costs you will be protected
from the competition, for when competing on price.
2. Differentiation strategy. This strategy is based on uniqueness, creating more value for target customers by having products and services that are better.
3. Niche strategy. This strategy is about focus, where you serve a
smaller, but attractive part of the market, where your products and
services are specifically designed for that audience.
Strategy is about choices. It is important to choose a strategy, rather
than try to be everything for all customers. If you choose a differentiation strategy your costs will be higher, and you must have a strong
brand, and you should not try to compete against low costs producers.
If you try to do that you will be stuck in the middle, and not be able to
attract the high margin customers.
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RED OCEAN
STRATEGY

BLUE OCEAN
STRATEGY

Compete in existing market space

Build the next generation

Beat the competition

Build the next generation

Exploit existing demand

Build the next generation

Make the value-cost trade-off

Build the next generation

Align all the firm’s activities with its
strategic choice of differentiation or
low cost

Align all the firm’s activities in pursuit
of differentiation and low cost

Blue Ocean Strategy
Blue Ocean Strategy is developed by the INSEAD professors Rene
Maubourgne and Chan Kim.
It builds on the idea of differentiation or niche strategy. In particular it
is about finding new, uncontested markets with less competition (blue
oceans) rather than old, crowded markets with lots of competition
(red oceans).

RENE MAUBOURGNE AND CHAN KIM, INSEAD
Authors of Blue Ocean Strategy
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The value curves below are a practical tool in which you can develop
your blue ocean strategy, by identifying parameters in your products
and services which you can:
1.
2.
3.
4.

Eliminate
Reduce
Raise
Create

An example is Cirque du Soleil. The circus industry is typically not
a profitable industry, with lots of competition, all the same.
However, Cirque du Soleil eliminated many of the very costly parts
like animal shows and star performers, and added new attractive
features, like music and dance. They raised the price, and became
a global success.

ELIMINATE

REDUCE

RAISE

CREATE

High

Low

Star performers

Cirque du Soleil

Animal shows

Fun and humor

Traditional circuses
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Unique venue

Artistic music
and dance

Exclusivity and
luxury feeling

3.
LEADERSHIP,
MANAGEMENT
AND CULTURE
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3. LEADERSHIP,
MANAGEMENT AND
CULTURE
3.1. CULTURE AND STRATEGY
Strategy implementation is only achieved through effective leadership,
management and culture.
“Culture eats strategy for breakfast” said Peter Drucker.

PETER DRUCKER
Management consultant,
educator, and author.

Culture is probably even more important than strategy. If you have the right
culture, you could be successful even with a wrong strategy because people
will adapt the strategy to the market situation and find ways to make it work.
Culture can be defined as “shared values, norms and expectations that govern the way people approach their work and interact with each other.”
Thus, a culture can be innovative. This means that there are shared norms
and expectations that allow people to think out of the box, to experiment,
and also fail. Innovative organizations will create many new ideas and products but must eventually be combined with a more structured culture to secure scaling.
33

Figure 1: The Cultural Web

Stories
Rituals &
Routines

Symbols

The
Paradigm
Control
Systems

Power
Structures
Organizational
Structures

Conversely, a culture can also be bureaucratic and slow, focusing on internal
processes and not allowing people to try new ideas or listen to the customers. This type of bureaucratic cultures can be found in public organizations.
Every organisation has a culture, the challenge is to make it better.
The culture, or “how we do things around here” evolves over time, but is
particularly shaped by leaders. Tools to change a culture include stories
and rituals, structures and systems, performance metrics and rewards. The
“Culture Web” by Johnson and Scholes is a useful tool the often intangible
factors which shape an organisation culture.

34

3.2 LEADERSHIP AND MANAGEMENT
Leadership is the personal part of leading a company. This is about
behavior, guidance, personal attitude and the way the leader is acting in interpersonal relations. When though things are happening to
the organization, it is important that the leaders show courage, action
and provides leadership. At other times the leader must provides other types of leadership, that is required be the situation.
Thinkers50 ranked Dave Ulrich from the University of Michigan defines 5 challenges for leaders in his book “The Leadership Code”. It
starts with a leaders role in defining the future direction of the business, and then in leading the implication of that vision. However leadership is also about people, developing and helping them to achieve
their full potential. And leadership is also about yourself, developing
and even transforming yourself, to take the business forwards:
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(TIME)

HUMAN CAPITAL
DEVELOPER
Rule 4:
Build the next generation

(FOCUS)

Individual

Long-term
Strategic

PERSONAL
PROFICIENCY
Rule 5:
Invest in yourself

TALENT MANAGER
Rule 3:
Engage today’s talent

STRATEGIST
Rule 1:
Shape the future

Organization

EXECUTOR
Rule 2:
Make things happen

Near-term
Operational

There are numerous other books on leadership and personal behavior.
Stephen Coveys book “Seven Habits of Highly Effective Leaders” is
probably one of the best, whilst there is also “Drive” by Dan Pink.
Finally there is “Triggers” by Marshall Goldsmith, another of the top
Thinkers50 gurus who have inspired business leaders in Odense.
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Management is the non-personal part of leading a company.
Management is about using all the non-personal tools for strategy
implementation.
There are various levels of management. The most broad way is value
based management. Value based management is closely connected to
the culture and the values in the company. The shared values in a
company can be related to things like “risk taking” – do you have an
innovative culture that allows mistake, that you can learn from or do
you have culture where mistakes are not allowed. Do you have open
communication, that allows people to be involved in decision making
or do you have a top down culture, where management decides and
communicates top down. There can be many other aspects. Normally,
a company has 3-5 values.
Next level of management is policy management. Here you give some
room for behavior and decision making based on the policies that are
established.
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Finally, you have procedure based management. Here you have
instructions that are very detailed, and you are not allowed to
decide much. This is normally the case in accounting, travel
reporting, health, safety and environment. Areas, where it can be
very problematic and costly if you make mistakes.
Thus, most companies uses all 3 types of management to a varying
degree depending on its culture.

Value based management

Policy based management

Procedure based
management
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