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Being The Best Person For The Job

John Clayton Caris, Ph.D., is just now beginning to reveal to a wider audience how he works and how he thinks. (Actually, his work is an organic part of his views of life.) His thinking is creative and "outside-the-box." It challenges our mind set, nudges us beyond our usual set-in-stone patterns, and forces us to look over our shoulder at our past (and world history) in a singular new way.

You will have questions. I do. On Monday, October 3, 1994, John will be our resident expert on the MasterMind Conference Call at 1:00 P.M. Pacific Coast Time. Call Bob or me at 215-836-5866 to reserve your place on the call.

The MasterMind call will be an opportunity for you to: 

         - Ask questions;
         - Expand John's ideas, models, and strategies with your own thoughts and    
            experiences; and
         - Begin to develop specific ways you can apply what you have gained from John's 
            work to your own business and life.

As I was preparing for this month's Insiders' Marketing Guide, I realized that my interview with John, with very little editing, made an extraordinary article. It was a profound gift to me and, I believe, for all of us. I sent the results to John, and he rounded out parts of our discussion to make it more valuable for you. And then John thought about it some more and sent me a second version that amplified and clarified his thoughts even more.

How has John's career as an Air Force fighter pilot, his Ph.D. in particle physics, his experience as a strategist and new venture developer for leading companies, and his work in the Institutional Investment Department of a Wall Street firm contributed to his new approach to business strategy?

Read on to find out.

J.C.:    My Identity Strategy is to be known as one who always tries to do things in a remarkably different way relative to the way others do them. It is best, of course, to do things that you know are correct and superior, and that others are not aware of, or don’t believe.

Also, if there is a conventional Directional Strategy that most businesses and/or consultants in a given area are following; then I know that pursuing that direction will not continue to yield the best results for clients or myself.

Finally, my Positional Strategy is to find what Ries and Trout (authors of Positioning: The Battle for Your Mind) name as an "Open Window" in the mind of clients. Then to deliver into that mental window a unique product and service that delivers superior results for their needs.

A fundamental strategic principle for me is 

that you have no possibility of sustaining 

superior results for clients or yourself if 

you have the same strategic Identity, 
Directions, and Positioning as others.

This is the foundation for how I wish to answer your questions about how I seek clients.

Over the years, I have invented a new approach to business strategy and a new process for creating and implementing business strategy.

Why?

Because the conventional linear systems approach had been constructed for a business environment that is transforming. It no longer exists as the dominant way to succeed in business. Therefore, it is no longer valid in my judgment. Its failure to produce results, as it did in the past, has begun to be evident. 

A New Process: Business Strategy and Implementation Methods

My process is not only about business strategy. It also delivers the essential tools for converting a client's business strategy into business results. It enables a client to integrate strategy formulation with the essential ongoing processes of accounting, measuring business results, and managing operations. It is my experience that conventional strategy and implementation methods have failed to give clients the capability to integrate them.

My process is named the Isis Strategy/Results Process( . The word Isis comes from the name of my companies, Isis Corporation and Isis Consulting Group, Inc. I chose the name of the Goddess Isis because she represents a profound power for the creation, growth, and development of all living things.

The Isis Business System Strategy/Operations Results Process( contains seven overlapping and interrelated steps whose actions form a closed loop for formulating strategy, implementing it, and measuring operations results relative to strategy and plan/budget expectations. It involves not only a new approach to strategy but also new concepts of accounting, planning and budgeting, cost and expense collection, and cost and expense analysis. It uses proprietary tools to accomplish the things clients need to do to assure that the process works for them.

It is what we discussed in our seminar together, Shirley, as a "fractal" process because it has extensive capacity for market driven business segmentation, yet all the pieces are integrated into one pattern of results. The seventh step of the Annual Strategy and Planning Conference closes with the first step, Identity Strategy, thus beginning a new cycle of strategy re-creating and its implementation.

It's NOT a Magic Bullet

To illustrate to you what it is not, I will refer to a recent book with the title The Only Thing That Matters by a marketing consultant. He writes that the only thing that matters is to make the whole company into a large customer service organization. He appears to be what I call a uni-polar fixated person. He seems to think that he has found a "magic bullet" in business: One thing that will solve all your problems if you will only fixate on its achievement.

Unfortunately, business fads have had a long history in our country. We should know better. Just because a thing like customer service is important and useful in its proper place, it does not mean that using it to excess will prove to be useful. I believe there are no magic bullets in business, or anywhere else in life either.

To me you need a non-fixated, dynamically

balanced and completely integrated approach to

have any hope for consistent success. I call this
a Unitary/Non-Linear Living System approach.

That is some of what I tell potential clients about results the Isis Strategy/Results Process( can give them, if used properly.

"The Heart of a Business Strategy Is a 'Who'"

Another thing I communicate to potential clients is how my approach differs from the conventional. I begin my strategy work by discovering the unique nature of the human beings who own, run and work in the company. I do not begin by trying to define long-term strategic objectives, as is the conventional approach.

I begin with the most important part of the 
Qualitative/Subjective validity and truth about a

company. That is, my first focus is the uniqueness 

of its human capacity relative to its markets, its

business environment and its competitors.

In my judgment, it is not possible to define strategic objectives until you know, and your client knows, if unique human patterns exist in the business that are relevant to their markets, their business environment and their competitors -- current and future -- for each of their business segments.

You see, the conventional approach from nearly all the books, courses, experts and professors I am aware of is to start strategic work by defining strategic objectives. This work is usually based on Quantitative/Objective analysis techniques to determine what is valid. Strategic objectives are vitally important, but to me they must be derived from the first three interrelated steps in my Isis Business System Strategy/Operations Results Process(.

1. Identity Strategy, 

2. Directional Strategy, and

3. Positioning Strategy.

These are primarily qualitative and subjective in their nature.

Some quantitative analysis is properly used to clarify and confirm their qualitative and subjective conclusions. It would take more time than we have, and it would not serve our purpose now, to fill out the details about how I accomplish these steps with a client. It is sufficient here to note that I believe there are two essential and complementary poles to what is valid and true. There is the Qualitative/Subjective pole and the Quantitative/Objective pole. What is valid and true for any particular situation I find to lie in a region somewhere between these two poles.

To many people in our society in general, and business in particular, the Quantitative/

Objective pole is superior. To some, only what is quantitative, and therefore supposedly objective, can be valid or true. I cannot accept that, especially for strategy work. Why? Because human psychology plays such a dominant role.

I start from the unique human nature of the

chief executive and his or her team within 

the company to discover what they can do 
and should be doing in business.

To me, the heart of a business strategy is not a "What" or series of "What's." No, the heart of business strategy is a “Who.”

I work with people to help them come to grips, first of all, with who they are, how that is or can be made unique relative to results their customers need and then how they can match that uniqueness to what they can do in the marketplace in specific superior ways relative to competitors. The heart of all effective strategy is Uniqueness that has superior value for specific customers. I mean Qualitative uniqueness that can be converted into superior quantitative results.

S.H.:    That makes a lot of sense to me.

J.C.:     It is sensible, but almost no one does it.

There are for me no quantitative and objective answers alone. The more I experience I gain, the more I become doubtful about the usefulness of fixating on quantitative analysis. I find myself becoming more and more interested in the qualitative and the subjective analysis.

Why?

Because the realities I have to deal with about business strategy and the relative performance of people and companies more naturally suit themselves to understanding qualitative patterns than they do to quantitative results. In my opinion, many professors in business schools and consultants are hung up on quantitative analysis methods. They try to say that these methods are "scientific" and alone are the objective path to knowing the truth about business and everything else that matters.

They don't seem to realize that they are pursuing an obsolete concept of what is "scientific." A new approach to science is being created that they apparently are not aware of.

More and more, the operation of a11 but

the most simplistic things in creation are seen 

to be what are inter-connected, fractal, unitary/
non-linear living systems that always organize

as what are called nodal networks.

The emerging science of understanding such complex, inter-connected, non-linear living systems depends heavily on understanding qualitative forms, as well as on quantitative types of analysis. Business and its strategy are just such a system problem.

Therefore, to do modern strategy work and to become a competent strategist I believe you must have a bi-polar approach that mixes the qualitative and subjective with the quantitative and objective. This is the direction that the emerging science of unitary/non-linear living systems is taking.

My consulting work in business is consistent with this direction. The qualitative and subjective is primary in my approach. The quantitative and objective is secondary, clarifying and supportive. This is still anathema to some. However, there is advancement in this regard. As time goes on, there will be more. For example, in September of 1994 I will begin teaching an MBA course in Business Strategy using my approach at the Guadalajara, Mexico campus of the Instituto Tecnologico y De Estudios Superiores De Monterrey.

The Interconnections in Life: Building a Personal Pattern of Uniqueness

S.H.:    How did you get started with this work?

J.C.:
It may seem, Shirley, to be a roundabout path. But not really, because each part of my education and experience I have used in building my personal pattern of uniqueness.

After my BS degree in physics and electrical engineering, I entered military service as an Aviation Cadet to learn to fly. While serving as an Air Force fighter pilot, I received experience in leadership, management, education and the law through a number of assignments in addition to flying duties.

I was able to establish, develop the curriculum for, and become the Officer In Charge of a pioneering Leadership Training Academy for Non-Commissioned Officers. This academy became the model throughout the 9th Tactical Air Force. I was trained to serve as a military attorney in a wide range of investigations and court martial cases. During military service I also became seriously interested in the technical analysis of investment markets. Those experiences were foundations for my work today.

I decided to leave the service to enter graduate school at the University of California at Berkeley where I received the Ph.D. degree for work in high-energy physics, or what is called particle physics. My graduate training in quantum physics gave me grounding in emerging patterns of scientific thinking that I now use in my strategy work. Possibly no other field of academic study combines the qualitative and the quantitative as well as does modern physics.

During graduate school my interest in investment markets broadened to include the study of psychological wave cycles that underlie market trends as well as the patterns of human history. This work started me on the path of directly relating investment strategy to business strategy, which is another unique feature of the Isis Strategy/Results Process(.
At Berkeley’s giant particle accelerating machines I was involved in the "big business" side of physics. Upon graduation I decided to leave academic life to go into "real" big business. I went to the DuPont Company, which was unconventional for a physicist. There was a reason. I wanted to become involved with the DuPont Development Department, which functioned as DuPont’s internal venture capital company. 

After a period of research in the new field of laser physics, I was trained to be a venture analyst, new business development specialist, and strategist. At that time DuPont was inventing what has come to be known as Intrapreneuring. DuPont was the leader in strategic thinking, venture analysis and new business development. I had a marvelous opportunity to participate in those innovations.

During my work at DuPont I decided that strategy and its implementation was to be my life's work, and that I had to develop a unique approach and methods that no one had.

My personal studies of the stock markets convinced me that investment strategy and business strategy must be formally integrated.

After ten years I left DuPont to broaden my experience in investments. I joined a New York Stock Exchange firm in the Institutional Investment Department. There I pioneered industrial and strategic approaches to security analysis. I learned that there was no formal relationship established between industrial business strategy and what passed for investment strategy on Wall Street. I vowed to find a unique way to fill that chasm, and I did.

While working in the investment business, I learned of the revolutionary strategy work being done by Bruce Henderson at the Boston Consulting Group. I became the first to use Experience Curves in security analysis. The result of that pioneering work was correct investment conclusions about which companies would dominate the first thrust of the integrated circuits business. It was clear to me, however, that the majority of Wall Street thought was probably decades away from accepting a radically new approach to its cherished conventional ways of doing what it still calls security analysis. Even if the new approach was superior!

Soon after that, I came to Dallas to work in strategy and development for University Computing Company, a rapidly growing computer service firm. In this work I hired the best strategic consultants that existed. I learned what they knew and, more importantly, what they did not know.

Then I went to Texas Instruments where I was able to be involved with further secret applications of modern business strategy using Experience Curves. I became more convinced as time went on that a number of fundamental improvements were needed for what I had learned at DuPont, on Wall Street, at Texas Instruments and from the leading strategic consultants. During this time I concluded that I had insights about how to make a new approach to business strategy. In early 1975 I decided to go into business for myself to develop those insights. That has been my path ever since in both the United States and Mexico.

The classical Experience Curve applies only to volume-produced product businesses in which the price per unit is the dominant factor in their business dynamics. These are what I call Commodity businesses. But for many important businesses in the world, price per unit is not the dominant factor. These are non-commodity businesses. I prefer to call them "Glamour" businesses because they have a significant amount of psychological value built into them. Cartier jewelry, Lexus cars, and Joy perfume are examples. You probably buy the product/service offerings of some "Glamour" businesses because you want their design, quality, perceived performance, or psychological values that transcend the importance of price.

Therefore, I found the original Experience Curve to be greatly limited as a strategic tool. I invented a new and more powerful strategic method for Operating Strategy that derives from the Experience Curve. I named it the Goal Wedge Operating Strategy(. It meets the needs of both "Glamour" and Commodity businesses. It is the Operating Strategy heart, or Step 4, of the Isis Business System Strategy/Operations Results Process(.

The Goal Wedge Operating Strategy( enables you to solve important strategy problems that are becoming more common today as more and more businesses lose their former “Glamour" status. They are being converted into commodity businesses by competent strategists. One outstanding example is the former “Glamour” department stores whose former dominance is eroded by a widening group of discounters.

I have not revealed my proprietary approaches and methods in public until just recently when they began to appear in a book I published first in Spanish in Mexico entitled Estrategia Goal Wedge( (Goal Wedge(  Strategy). Previously this knowledge was shared only privately with clients. But I think now is the time to reveal this material to a broader audience.

Keeping Secrets

S.M.:    And you have your experience and your case studies to back it up.

J.C.:    Yes, I do. But this is where there is another unconventional facet to the way I deal with potential clients. I never reveal the name or any material about a client case unless that client does the revealing. When a potential client, or anyone else, asks who I have worked for and what I have accomplished with them, I respectfully decline to answer.

I am asked how I can market myself.

Most consultants write articles and books in which they prominently display the prestigious clients they work for. I personally think this is disgusting and I won't do it. Why?

Because I believe a competent consultant, especially a

business strategist, is like a superior intelligence agent.
            They are most effective when their work is totally secret.

I believe that if your ego needs the support of client testimony in the field of strategy, the most secret of the business services, you are not cut out for this line of work. I also believe that your clients have nothing but the utmost respect for your integrity and concern for their welfare if you operate this way.

I tell a potential client that if I use the names of people and companies I have worked for to try to convince them or to impress them, then I would do my clients a great disservice. I would also be demonstrating to the potential client that their confidential information would not be safe with me. I emphasize that how I treat past and current clients by never mentioning their name or revealing any of their private information for personal gain, or any other reason, will be extended to them also. The kind of work I do must remain confidential. Even the fact that such work is being done, or has been done, could have a significant competitive effect.

Three Successful Paths to Getting Clients

S.H.:    Well, then, do you get most of your clients through referral?

J.C.:    I have gotten all of my clients in three ways. When getting ready for this interview, I recalled many of my successes and failures. Every one of the successes came from one of three routes:

The first is Speaking,

Second is Personal Contact and

Third is Personal Referral.

Those are the only three that ever got me any business.

Now I am entering a fourth way. That is through publishing my own books. I have been very secret up to this point and have refused to put out anything in writing because the approaches and methods I use are so different from the conventional.

As my books are published, I will begin to do a limited amount of personal direct mail to CEO's of companies I would enjoy working with. I will make available to them copies of my books for their evaluation. A several contact follow-up process will determine whether I can be of service to them and how that can be accomplished.

The primary way I have failed to get business is to advertise. In my judgment, for my line of work, it's a total waste of time and effort. I have been in consultant directories. The only thing I have ever received from any of those listings is a pile of unsolicited resumes. I have not received one piece of business.

Being the Best Person To Do The Work

One of the persons I resonated deeply with during the seminar we shared, Shirley, is Michael Utvich. He expressed for me a powerful principle when he said that he never does professional work unless he knows that he is the best person to do that work. If he is not the best person, then he finds who is and gets that person to do it.

If I ever deviate from the work that I have personally invented, which is the work I know more about than anyone else in the world, I usually end up with substandard performance and problems. Michael's principle has helped me to never again be tempted to try to go beyond my own special personal Identity, Directions and Positioning.

My problem is that I see so many opportunities everywhere I go. Where most people find garbage, I find opportunities. I can intuitively sense and feel them. That's the reason I'm a strategist.

My professional mistakes have been seeing so many glistening nodules of possible gold that sometimes I have gotten myself diffused and away from my uniqueness. I am so aware of this problem for a strategist that I seldom deviate from my uniqueness anymore. 

Whenever I get away from my Uniqueness, I run into performance troubles. When I focus on only those things for which I have prepared to be the best person to do the work, I expect good performance. And it occurs. Michael's principle continues to help me stay focused.

Selecting Clients Through The Values You Speak About

S.H.:    How does speaking work for you to bring in clients?

J.C.:    I have found that speaking is an effective way to select potential clients from a group by what I say and especially how I say it. How I do this is another subject upon which I am preparing a book. This knowledge comes from another area of proprietary work I have pursued since 1972. It began with a lecture I heard about a psychology professor who was then doing research on a sequence of value systems through which we as humans can progress throughout our lives. This work resonated deeply within me. I sensed that he was on to something, but there was much more to it than he perceived. My research soon confirmed that.

What has resulted is a unique theory and practice my clients have found useful to select people, to help people develop their unique capacities, to properly place people in assignments for which they are best suited and to better evaluate people. I also use this knowledge to select potential clients.

S.H.:    Is it like Abraham Maslow's theory?

J.C.:    Not really, but it is consistent with Maslow's work. It is a highly specific psychological model of the evolution of our individual psyche system through several stages in our life. It also explains in detail how mankind as a collective has evolved historically through the same sequence of stages. 

Organizations also display clear psyche stage patterns if you know what to look for and how to discern it. The dominant psyche stage patterns of an organization and its leaders determine the strategic realities of the organization’s life, and the trends of its operating results. Understanding these things is the highest priority.

The central idea of this work is that we are living during one of the great transformation times of history. At these times the great Creator, whomever you want to think the great Creator is, brings forth on the Earth new psyche stage patterns in leading edge human beings. This has happened six previous times in world history.

Now for the seventh time in human history, a new stage of human psyche is emerging on the Earth. These emerging people demonstrate new patterns of emotion, thinking, motivation and behavior. I call them emerging Stage A’ - Unitary/Non-Linear Living System patterns. I call the emerging era of human history, the Second Renaissance and the services I am developing to meet their unique needs I call 2nd RenaissanceSM services. All of my work is psychologically constructed to resonate with such people. My speaking is naturally constructed to be selectively perceived by persons with developing Stage A’ patterns in their psyches. These patterns are not understood or are rejected in one way or another by persons whose lives and companies are functioning at different stages. This is an insight into how I market.

Until recently there were so few developing persons with Stage A’ patterns that a public marketing program was not really feasible. Now it is just becoming so.

I choose to work only with those people who are, or wish to become, emerging Stage A’ leader/managers. I do not enjoy working with others who are not evolving to that stage. I believe their effectiveness will continue to decrease as the current world transformation proceeds.

For example, I wouldn't want to work with (Company name removed) or (Company name removed) no matter how much they paid me. They would probably not want me either, so it works well for all. I decided years ago that I do not wish to work on curing "psychological cancer." These corporations are loaded with collective cancer at psyche stages that my model shows are not consistent with the new patterns of effective leadership emerging in the world. Of course, there are many smaller companies that are just as screwed up relative to the psychological and strategic requirements for success today. It is not just a giant company problem.

We are at the end of a great phase of human history. My human psyche evolution model, the Human Psyche System Model(, shows specifically how all the six previous psyche stage patterns of human history are contained in one grand phase of human life. We can retrace those stages in our individual life also.

Now, we as humans and leader/managers are fitfully entering not only a new psyche stage pattern, but also a whole new phase of human existence.

It is no wonder why the world and individual

lives today appear to be so stressful and in 
          
transition. They are!

The Human Psyche Stage Model

The Human Psyche System Model( that has been revealed to me both piece-by-piece and by some gratifying leaps of insight through my research over the last 22 years. It explains in detail what is happening to us and to our organizations, how it is happening and why. The symbol of the Phoenix, the mythical bird of ancient Egypt that dies in flames and then is re-created out of those flames, is a powerful insignia for the events of our times.

I will give you a glimpse into the specifics about the psyche stage foundations for what is now happening. In world history we are now reaching the peak of the sixth stage, or Stage F, of human psyche patterns. They emerged into world leadership in the West around the time of the French Revolution in the late 1700’s. This was the beginning of the great collectivist, socialistic movement in the world. That movement is now in the process of a gradual, agonizing death. At the same time we are seeing the final decline in influence of the previous stage pattern, Stage E, the 1st Renaissance linear system era.

It is notable that the death of every one of the human psyche stage patterns through history resulted in a powerful swan song. We are now living through two simultaneous swan songs for the first time in history. They are the final part of the swan song of the Stage E pattern of earlier capitalism and first part of the swan song of the Stage F pattern of socialism. The socialistic decline includes both the communist and socialistic democracy types. Now dying are the beliefs that human collectives in the form of governments can be effective and affordable saviors for the people's welfare, and that the earlier type of aggressive, independent, combative capitalism is the way to make the world productive.

In addition, these swan songs are happening together with the swan song of the whole grand pattern of all of human history up to this time. No wonder there is so much turmoil today. It could be no other way considering what is in process. 

The Stage F swan song began in the United States with the Great Society of Lyndon Johnson and continued with the “I can feel your pain” society of Bill Clinton. That doesn't mean that Ronald Reagan and George Bush were not part of the swan song of Stage F patterns, they were. The collapse of the Soviet Union, into what has been properly called "Chaostan", is another portion of the same swan song.

It is interesting that most people in the U.S. don't recognize that we're going through the same socialistic collapse. Giving clients realization of this and what to do about it is of profound strategic importance to their lives and their businesses. Another part of the uniqueness I bring to leaders and their companies is how to ensure that they have a future in business during these turbulent times by taking their destiny more into their own hands.

Becoming The Right Person For Our Time

A basic principle that guides all my work, including my marketing, comes from the words of an ancient Chinese wise man who wrote:

If the wrong man uses the right means, 

The right means will work in the wrong way.

I like to offer my paraphrasing of the wise man’s comment. My professional experience has shown me that:




The wrong person will almost always




Choose and try to use the wrong means,




That will then work in Disastrous Ways.

Therefore, all my work and my teaching focuses first upon Becoming the Right Person for our time while others, who hopefully are competitors, continue to demonstrate the obsolete patterns of a wrong person for our time. Secondly, I focus on the Right Means for the Right Person. Being this type of person with the emerging psyche stage patterns and using new means consistent with the emerging patterns are not for everyone yet. But, so be it. That is always the way with anything that is new, unique and strategically powerful.

So in summary, Shirley, all of my work starts from a new psychological foundation that I have been blessed to discover. Its time has finally come for more public exposure. I will market directly to people who resonate with this specific type of information because I am convinced they are the ones who will build the replacement for world socialism. We should note that this replacement will not involve a return of earlier forms of capitalism. A new Stage A’ concept and practice of capitalism will emerge to eventually become dominant. Its outline is just beginning to exist. Therefore, it is barely visible now. That will change.

What I am describing is not yet the main stream of business strategy work. But if it were, I would not be pursuing it. The well-recognized mainstream of anything is not the place you will find the best strategists. They are always focused upon what will become the main stream next. They are anticipating. They are "discounting the future" as the investment markets operate.

Gertrude Stein expressed this principle when she said about her friend Pablo Picasso that he could see what was contemporary before his contemporaries could see it.

S.H.:    Is there anything else we should cover, John?

J.C.:    Finally, Shirley, I wish to emphasize that I want to do and to market only what I believe I'm the best person for doing.
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