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Gold Medal Winner for Best Leadership Book in the 2021 Axiom Business Book AwardsNamed
one of the "Top Ten Technology Books Of 2020" — ForbesNamed one of the "10 Best New
Business Books of 2020" by Inc. magazine"Johnson and Suskewicz have raised a battle cry for
the kind of leadership we need in these uncertain times." -- Sandi Peterson, Member, Board of
Directors, MicrosoftWe all know a visionary leader when we see one. They're bold and prophetic
and at the same time pragmatic. They don't just promote change--they drive it, while inspiring
and mobilizing others to do the same. Visionaries like Steve Jobs and Jeff Bezos possess a host
of innate qualities that make them extraordinary, but what truly sets them apart is their ability to
turn vision into action.In Lead from the Future, Innosight's Mark W. Johnson and Josh Suskewicz
introduce a new way of thinking and managing, called "future-back," that enables any manager
to become a practical visionary. Addressing the many barriers to change that exist in established
organizations, they present a systematic approach to overcoming them that includes:The
principles and mind-set that allow leadership teams to look beyond typical short-term planning
horizonsA method for turning emerging challenges into the growth opportunities that can define
an organization's futureA step-by-step approach for translating a vision into a strategic plan that
teams can align around and commit toWays to ensure that visionary thinking becomes a
repeatable organizational capabilityAs practical as it is inspiring, Lead from the Future is the
guide you and your team need to develop a vision and translate it into transformative growth.

Gold Medal Winner for Best Leadership Book of 2021 — Axiom Business Book AwardsNamed
one of the "Top Ten Technology Books Of 2020" — ForbesNamed one of the "10 Best New
Business Books of 2020" — Inc. magazine"6 Business Books You Need to Read to Level Up" —
Success magazine"The book is both a philosophical treatise on managing in a world filled with
ambiguity and a practical step-by-step guide for what strategic planning should be." — CHOICE,
the publication of the American Library AssociationAdvance Praise for Lead from the Future:"A
powerful manifesto for long-view thinking, Lead from the Future offers step-by-step guidance for
leadership teams that want to let go of the past and seize a new future. I recommend it
wholeheartedly to any manager who wants to become a visionary leader." -- Scott Cook,
cofounder and Chairman of the Executive Committee, Intuit; Member of the Board, Procter &
Gamble and eBay"Lead from the Future shares invaluable examples of 'future-back' thinkers and
companies that have exhibited long-term focus, sustained investments, and life-changing
innovations. The book provides actionable insights and operating models to challenge your
leadership teams to create a better tomorrow." -- Wendell P. Weeks, Chairman and CEO,
Corning"Not only does it make a powerful case for the need for long-term vision, Lead from the
Future gives leaders the tools they need to set a new course for their organizations and navigate



toward a better future." -- Admiral James Stavridis, U.S. Navy (Ret.), former Supreme Allied
Commander, NATO; Operating Executive, The Carlyle Group"Effective leadership today is about
building an environment in which people are willing and able to cocreate a better future. Lead
from the Future explains why that can be so difficult in large organizations--and it shows how
barriers to breakthrough innovation can be overcome." -- Linda Hill, Wallace Brett Donham
Professor of Business Administration, Harvard Business School; coauthor, Collective
Genius"The next decade will be far too noisy for conventional present-forward strategies.
Leaders must look back from the future but act now. Johnson and Suskewicz show us how to
discover the present value of future-back thinking." -- Bob Johansen, Distinguished Fellow,
Institute for the Future; author, Full-Spectrum Thinking"Lead from the Future's central premise is
deceptively straightforward but decidedly revolutionary. In short, before an organization can
master its future, its leaders must think about it systematically--with vision and creativity, but also
with discipline, rigor, and realism. The rest is sound management. Johnson and Suskewicz have
raised a battle cry for the kind of leadership we need in these uncertain times." -- Sandi
Peterson, Operating Partner, Clayton, Dubilier & Rice; Member, Board of Directors, Microsoft;
and former Group Worldwide Chairman, Johnson & Johnson--This text refers to the hardcover
edition.About the AuthorMark W. Johnson cofounded the strategy and innovation management
consultancy Innosight with Clayton M. Christensen in 2000. His books include Dual
Transformation and Reinvent Your Business Model, both published by Harvard Business Review
Press. He lives in Belmont, Massachusetts, with his wife, Jane Clayson Johnson, and their
younger children.Josh Suskewicz is a partner at Innosight, where he leads consulting
engagements in numerous industries, specializing in life sciences and medtech. He lives with
his wife, Rachel, and their two children in Brooklyn, New York.You know you're narrating a
character right when your children grab your arm and say, Daddy . . . read the bad guy normal,
you're scaring us with the voice. Aside from reading villains in storybooks really well, Derek
Shoales has worked on corporate, eLearning, and commercial voice-over projects, been a
graphic/web designer and an inventory market mentor, sung bass to baritone in choirs, and
played the guitar, electric violin, and Clare whistle. --This text refers to the audioCD edition.

http://www.neutronbyte.com/api/Wa18oYTP/e/Jpjo/OPMw/XXVxa/Lead-from-the-Future-How-to-Turn-Visionary-Thinking-Into-Breakthrough-Growth


LEAD FROM THE FUTUREHow to Turn Visionary Thinking into Breakthrough GrowthMARK W.
JOHNSONJOSH SUSKEWICZHARVARD BUSINESS REVIE W PRESSBOSTON, M AHBR
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
and ebook formats, contact booksales@harvardbusiness.org, tel. 800-988-0886, or .Copyright
2020 Mark W. Johnson and Josh SuskewiczAll rights reservedNo 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@harvardbusiness.org, 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: Johnson, Mark W., author. |
Suskewicz, Josh, author.Title: Lead from the future : how to turn visionary thinking into
breakthrough growth / Mark W. Johnson and Josh Suskewicz.Description: Boston, MA : Harvard
Business Review Press, [2020] | Includes index. |Subjects: LCSH: Transformational leadership. |
Forecasting. | Creative ability in business. | Success in business.Classification: LCC
HD57.7 .J64375 2020 (print) | LCC HD57.7 (ebook) | DDC 658.4/092–dc23LC record available
atLC ebook record available atContentsIntroduction: Lead from the FuturePart
OnePRINCIPLES1. The Perils of the Present-forward Fallacy2. Thinking from the Future
BackPart TwoAPPLICATION3. Creating an Inspiring and Actionable Vision4. Converting
Vision to Strategy5. Programming and Implementing Your StrategyPart ThreeMAKING
FUTURE-BACK REPEATABLE6. Infusing Future-back Thinking into Leadership Teams7.
Infusing Future-back Thinking into Your OrganizationPart FourBROADER IMPLICATIONS8.
Moving beyond the Business WorldEpilogue: A Vision for Twenty-First-Century
ManagementNotesIndexAcknowledgmentsAbout the AuthorsA Tribute to a True
VisionaryClayton M. Christensen (1952–2020)As a teacher, collaborator, partner, colleague, role
model, and, most important, friend for twenty-five years, Clayton Christensen did more to shape
my way of thinking than anyone else. This book would never have come to be without our close
and profound association.For me, Clay embodied what it means to lead from the future. His
seminal theory of disruption stems from a fundamental understanding: that when business
leaders develop and utilize good theory, their efforts in strategy and innovation (and, indeed, in
managing the dynamics of their whole industries) can become much more predictable. I think of
the theory that undergirds Lead from the Future in much the same way. Leaders can use it to put
themselves in an envisioned future, frame its circumstances as a “situation I’m in,” and then
develop clear-eyed views about the most effective ways to innovate within it.Clay also taught me



that the strength of his theories is not simply that they make businesses more predictable, and
hence profitable. The nonconsumers that disruptors serve and benefit are often the less
fortunate in society. At root, business disruption enables, as Clay put it, “a larger population of
less-wealthy or less-skilled people to do things for themselves in more convenient, less
centralized, less expensive settings.” Clay was onto something way ahead of his time—that good
business is not just about making more profits for shareholders but serving stakeholders of
every kind—that the best-run companies, in the words of the Business Roundtable’s recent
statement on the purpose of a corporation, deliver value to customers, invest in their employees,
and support the communities in which they work.1But disruption theory is even more profound
than that. Ultimately, it is not just about democratizing products and services but empowering
people to grow and flourish. Clay’s book How Will You Measure Your Life? provides the most
fascinating application of its transcendent power as it moves from helping companies to helping
individuals achieve better outcomes in their lives and relationships, one by one.Our present and
future are as challenging and indeed as frightening as they’ve ever been; we have a desperate
need for visionaries. Clay Christensen was such a one—a prophet ahead of his time, who
mastered the doctrine of management from the future.I honor his life’s work and dedicate this
book to him.Mark W. JohnsonBelmont, MassachusettsJanuary 2020IntroductionLEAD FROM
THE FUTUREWhere there is no vision, the people perish.—Proverbs 29:18Everyone
recognizes a great, visionary leader when they see one—at least in retrospect, after their
prescient ideas have been borne out by time. In history, Winston Churchill inspired the British in
their darkest hour, and Nelson Mandela led the resistance to apartheid from his prison cell on
Robben Island. Visionary industrial-age titans like Thomas Edison, Henry Ford, and Kiichiro
Toyoda, and, in our own day, Bill Gates, Steve Jobs, and Jeff Bezos recognized the
transformative power of new technologies and leveraged them to build vast enterprises that
changed whole economies and ways of life. Each of these leaders looked past the conventional
wisdom of their day, foresaw a different and better world, and mobilized others to join them in
their quests to create it.Where did their vision come from? By what alchemy, besides sheer force
of intellect, personality, and determination, did they bring them to life? Visionary business
leaders, we are told, are usually entrepreneurs who build their organizations from scratch; rarely,
if ever, are they found at established organizations. Most, we have been led to believe, are
creatures we can only admire and never hope to emulate, who are gifted with a mysterious
power of second sight that lets them see opportunities where others cannot.That is not what we
think. As business strategists who specialize in helping firms navigate disruptive change and
develop future-oriented growth strategies, we have learned that visionaries are simply flesh-and-
blood human beings who have figured out how to develop actionable views of their
organizations’ best possible futures—views that are clear-eyed, inspiring, and granular enough
that they can be operationalized, which is to say, directly linked to an explicit strategic path that
starts in the here and now. We believe that the ability to develop and then actualize such a vision
is a critical—perhaps the critical—executive skill, though it is sorely neglected in traditional



management doctrine.When he was a young man, Apple’s Steve Jobs experimented with LSD
and lived in an ashram in India. We’re not going to tell you that we have a formula that will allow
you to do all the things that he did—at the beginning, in that fabled garage in Los Altos, and
years later, when he transformed Apple into the giant enterprise that it is today. But we can tell
you that you don’t have to take mind-altering drugs to become more visionary.Developing and
deploying an inspiring and actionable vision is a skill that can be learned. Beyond that, it can be
driven into the cultures of even the most hidebound organizations, reigniting their
entrepreneurial fires and infusing them with a renewed sense of purpose and direction.Why
Vision?Schumpeter’s gales of creative destruction are blowing as hard as they ever have.1 In a
world that is shifting so rapidly that the next ten years could witness as much change as the last
century, the potential for disruption is high. Meanwhile, a troubling trend is emerging. In 2019,
Innosight conducted a survey of executives across a wide variety of industries around the world.
Fully 75 percent reported that their planning and forecasting horizons are never more than five
years out. Only 10 percent plan for eight to ten years or more.2If you are only thinking two or
three years ahead, years five to ten might bring you an unwelcome surprise that you haven’t
planned for. You could be blindsided by an aggressive challenge from an upstart competitor,
putting a ceiling on your growth; a new technology could render your flagship product irrelevant.
Worse yet, you might miss a breakthrough opportunity if you don’t seize it early on. Most leaders
understand this—but the pull of the present prevents them from really engaging with the
future.*Innosight, the strategy and innovation management consultancy that Mark cofounded
with Harvard Business School’s Clay Christensen, and where Josh is a partner, began with the
goal of helping clients harness the theory of disruption that Clay developed and popularized in
his seminal book The Innovator’s Dilemma.3 (Disruption theory, in a nutshell, proposes that the
more successful a company becomes, the more likely it is to fall victim to a new competitor that
operates in a new and different way.)In our early days, we worked with innovation and leadership
teams at consumer product giants like Procter & Gamble, leading medical device and
pharmaceutical firms such as Johnson & Johnson, great military contractors like Lockheed
Martin, and government agencies, such as Singapore’s Economic Development Board, to help
them gain a better understanding of the disruptions that were threatening them from below and
the disruptive innovations they could develop to save themselves. Threats, we showed them,
can be turned into opportunities.But while the teams we worked with had no shortage of good
ideas, too many of the initiatives they launched failed to achieve escape velocity and mature into
the transformative ventures that they might have become. In some cases, senior management
refused to supply them with adequate funding as they launched, or to protect them from their
internal rivals as they incubated and scaled; some looked like they were on a path to success
but then fizzled. At the root of the problem were the processes by which senior management
developed its strategic choices and priorities, which were overdetermined by their existing ways
of doing things. As Wendell Weeks, the CEO of Corning, puts it, “It’s way easier to hold onto a hill
when you’re at the top of it than it is to take a hill.”4Why is that? In part, it’s because of what we



call the present-forward fallacy, the seductive notion that an existing business can be extended
out in time indefinitely by continuously making improvements to it. Those core improvements,
whether incremental or radical, are “sustaining innovations,” and they are entirely necessary to
keep an organization on track.5 Every business leader needs to excel in this area and many do.
But such improvements are not sufficient to ensure topline growth and sustainability over time.
The systematic pursuit of long-term, breakthrough growth is needed as well.Leaders who think
about the future but then focus exclusively on sustaining or efficiency improvements may believe
they have a long-term vision and strategy, but often what they have is a glorified operating plan
that perpetuates their assumptions about how their markets work today. Even when leaders do
understand the evolving dynamics of the future and want to change course to embrace them,
they often mismanage their responses because they overestimate the riskiness of investments
beyond the core. As we’ll show, those risks can be managed—and the risk of not doing
something may be much higher.The Four Most Common Failure Modes for Transformative
Innovations in Large OrganizationsToo late. Leaders recognize the need for new growth but
don’t commit to it until their competitors have already seized the opportunity.Too few
resources. Leaders appropriately organize and adopt long-term growth initiatives but fail to
allocate sufficient dollars, the right people, and enough of their own mindshare to sustain
them.Impatience for growth. Many transformative ventures are slow to bloom. Perhaps an early
business experiment fails or has slower than expected results. Instead of redesigning the
experiment to learn more, senior leadership pulls the plug. Or maybe it experiences some early-
stage success and senior leadership demands that it be scaled up before all of its premises
have been thoroughly tested, causing the venture to make a fatal stumble.Competition from the
core. A challenge with growth in the core may cause resources to be diverted away from a
promising new venture. Or, in a misguided attempt to restore organizational efficiencies,
leadership might “cram” a successful new venture back into the core prematurely, causing it to
lose the unique attributes that were responsible for its success.Senior leaders’ calendars are
filled with profit and loss reviews, business plan reviews, marketing reviews, human resources
reviews, and so on. Each follows a template, and each is usually concerned with short-term
horizons. When they convene as a team, their agendas mostly turn on routine oversight and
governance. That is as it should be, when the job at hand is routine management. But when
markets shift, consumer preferences change, or new technologies emerge, leaders who solely
think in a present-forward way are often caught unawares, busily working to solve today’s
problems but utterly unprepared for the even bigger ones that are on their way.This
shortsightedness doesn’t just afflict businesses. Governments are big organizations too, and
they are just as vulnerable to unanticipated change as businesses are. So are universities, great
philanthropies, advocacy groups, the military, and even faith institutions. Whether it is the US
government’s failure to confront the dangers of global climate change or to fix the nation’s
crumbling infrastructure, universities’ inability to gain control of their rising tuitions, religious
institutions’ struggles to stay connected to their members, or the military’s tendency to fight the



current war as though it’s the last, they all desperately need better ways to plan for and build a
more prosperous, equitable, and sustainable future.In response to these challenges, we’ve
formalized a way of thinking and a set of allied processes that can help leaders think further out
than the three to five years that most set as their planning horizon—and find the courage and the
wherewithal to create and lead change when it’s called for, starting today. Future-back, as we
call it, is iterative and nonlinear. It’s the way of thinking that is needed when the objective is to go
beyond your organization’s established ways of doing things—to help you identify and fill a
projected shortfall in a market; reinvent a core business or a flailing function; or develop a
disruptive, beyond-the-core product, a breakthrough marketing strategy, or a bold new vision for
the enterprise as a whole.The Power of a Long-Term Planning HorizonIt silences the distracting
noise of the here and now, with all its competing demands for attention.It allows you to see how
faint signals and emerging trends could become fault lines that fracture over time.It expands
your scope of vision to include beyond-the-core opportunities that will likely take five years or
more to incubate and scale.It’s hard to discuss which of your current efforts may need to be
slowed down or stopped. Having a well-developed view of the future takes some of the emotion
out of the issue and clarifies what needs to be done today.It drives strategic continuity, even as
the membership of a leadership team changes over time.It may sound like a tautology, but the
surest way to break free of the barriers to visionary innovation and change is to actually do the
hard work of envisioning your future. The fact is, you don’t know what you don’t know. If you don’t
think about the future in a systematic way, you won’t think about or fully realize the threats and
opportunities that await you. Once you begin to see them for yourself, you won’t be able to
imagine how you could have functioned with such an incomplete perspective.Lead from the
FutureAt the highest level, our future-back approach is relatively simple: setting aside your
assumptions about the way things work today, think carefully about your destination—your
organization’s target end state in the future—and then develop and implement a step-by-step
plan to get there.That said, developing and implementing the transformative plans that come out
of future-back thinking is anything but easy. The organizational systems and cognitive biases
that get in their way don’t just go away; they exert a constant, inexorable pressure, and they need
to be met with an equal and opposite reaction. Developing successful future-back visions and
strategies requires new organizational systems and, indeed, new biases, the most important of
which is an abiding belief in your ability to shape the future for the better.Future-back thinking
and planning begins with exploring and envisioning—that is, actively, intensively, and
imaginatively immersing yourself in your organization’s likely future environment and then
determining what you must do to not only fit into that environment but to actively shape it to your
needs so you can thrive in it. But it doesn’t stop there. We’ll show you how to translate your vision
into a long-term strategy and then walk it back to the present in the form of concrete initiatives
that are programmed and implemented in the right way moving forward, as shown in the figure.
While our methods won’t allow you to predict the future with absolute certainty (no one can),
they will give you the clarity that you need to meet its challenges and opportunities proactively,



which, combined with proper planning and disciplined execution, will allow you to better sustain
your organization over the long term.Since senior leaders make the resource allocation
decisions that spell the success or failure of breakthrough innovation efforts, they must own
them at every phase of their development, working closely with the innovation teams who carry
them out on a day-to-day basis. Of course, this doesn’t mean you should devote all of your time
to the future. Maintaining a healthy and thriving core requires significant leadership attention. In
most cases, spending 10 to 20 percent of your time on new, beyond-the-core growth efforts is
enough. Spend less, and very likely you will be pushing your organization ahead with blinders
on. When management is combined with vision you can lead not to but from the future, steering
your organization into a world that you have at once discovered and helped to create.What’s
NextLead from the Future is the capstone of Innosight’s thinking about enterprise sustainability
and growth as it has developed over the last twenty years. Integrating the disciplines of strategy,
innovation, leadership, and culture, it defines and prescribes the principles and practices that
allow organizations to truly own their future. In writing it, we have applied both our own ideas and
those we have absorbed from other management thinkers, the best practices we have observed
in the field, and the attributes of practical visionaries that we have gleaned from our ongoing
work with leaders of incumbent businesses. The most successful innovators among them have
an innate understanding of the different kinds of thinking that are required under different
circumstances and know how to toggle back and forth between them. No management system
or tool or leadership development program can replace this critical mindset if it is missing. But
the principles that underlie it can be better understood and applied and even institutionalized up
to a point.In part 1, “Principles” (chapters 1 and 2), we define our terms while comparing and
contrasting present-forward and future-back thinking, specifying the circumstances that call for
each, and describing their applications. We explain what we mean by vision—what it is, what it’s
not (it is emphatically not what is captured in the typical corporate vision statement)—and show
you how it’s different from strategy but nonetheless links to it. Future-back thinking is a mode of
learning that is best carried out as teams through what we call strategic dialogues; in using it,
you develop a common language and a deep understanding of what your organization can
become.In part 2, “Application” (chapters 3, 4, and 5), we demonstrate how this understanding
can be developed and practically applied through our future-back process to develop and
implement an organization’s long-term vision and strategy.Part 3, “Making Future-back
Repeatable” (chapters 6 and 7), shows you how future-back principles and processes can be
permanently embedded in your organization. Chapter 6 presents a new leadership framework
that makes the need for future-back thinking among senior teams explicit, and chapter 7 shows
how it can be infused into your organization’s culture at large via executive development
programs, a focus on an organization-wide growth-mindset, and fruitful collaborations with
boards of directors.Finally, in part 4, “Broader Implications” (chapter 8), we consider what other
kinds of organizations—governments, the military, universities, even faith institutions—might
learn from our future-back principles. In the epilogue, we offer our view of what this all means for



twenty-first-century management.We are not business revolutionaries, and we are not asking
you to be one either. But too many of our great organizations are stuck in the present, even as
their markets are inexorably shifting away. This book proposes a set of principles to help leaders
like you better understand and manage the unique challenges of creating and sustaining
beyond-the-core growth, demonstrates them via their successful applications in the real world,
and then shows you how you can use them yourself to own the future.That is what great
visionary leaders do. It is what you can do, too.* Of course some industries (biopharma, military
contractors, utilities) do have longer horizons, and some (for example, software) have shorter
ones. But most organizations need to focus on a longer-term planning horizon than they
currently have.PART ONEPRINCIPLESWhile virtually every organization began as the brain
child of one or more innovative entrepreneurs, even the most groundbreaking tend to become
more conservative and set in their ways as they mature, just like people do. Some of that is
structural; big organizations can fall captive to their own processes, rules, norms, and metrics,
and those of the larger ecosystems that they function in, financial and otherwise.Much of it has
to do with their leaders’ mindsets. If you want to change what you’re doing, you have to change
the way you think. Though present-forward thinking is the necessary and predominant mode for
routine, day-to-day business management, visionary leadership demands future-back thinking
as well—a different, more generative kind of thinking that is less structured but no less
rigorous.In chapters 1 and 2 we will take a much closer look at both, establishing a set of
principles and a common language that we will then demonstrate in the second part of this
book.Chapter 1THE PERILS OF THE PRESENT-FORWARD FALLACYLife can only be
understood backwards, but it must be lived forwards.—Søren KierkegaardA string of stage
coaches, a horseless carriage, and the Goodyear space tire • When present-forward and
when future-back? • The first law of incumbent organizations • The vicious cycle of
cognitive biases and organizational incentives • Heating houses by burning the furniture
• The tyranny of the urgent • The most reliable predictor of high shareholder returns •
The cavalry is not comingVirtually every mature company tries to produce breakthrough
innovations, but often what they tout as the wave of the future is just an incremental
improvement on what they are already doing—the same old thing, but with a few added bells
and whistles, like a coffee-maker that you can operate with your smartphone. Sometimes they
do invent something that has the potential to be transformative, but they develop it within a
system that is defined and constrained by the facts of the present—like a spaceship in a Jules
Verne story with lace curtains hanging over its portholes and a cockpit fitted out with gas lamps,
Persian rugs, and over-stuffed armchairs.Have you ever seen a picture of a very early railroad
train? The passenger cars looked exactly like stagecoaches, with the good seats inside and the
cheap seats on their roofs.It wasn’t much different when the earliest automobiles hit the roads.
They looked very much like the horseless carriages that they were, and they were almost as
noxious and noisy and uncomfortable to ride in as those early trains. Their passengers knew
they were traveling in something novel, but few of them could have realized the extent to which



those contraptions would redefine the geography of the future, even as they democratized the
privilege of mobility.c. 1831. Rooftop passengers in the “cheap seats” were usually treated to a
face full of smoke and cindersSource: Science History Images / Alamy Stock Photo.The
inventors of those early trains and cars weren’t thinking about what was to come so much as
what already was. They took the transportation concepts of their day, coupled them with new
technologies, and projected them out into the world without imagining the array of other
developments that were needed for them to achieve their full potential. They exploited those new
technologies, but they didn’t use them as propellants to new possibilities.An even more eye-
popping example of this is what the Research and Development people at Goodyear’s aviation
division dreamed up in 1961 for a manned space station. Torus-shaped, with fabric walls that
could be folded up flat for the launch and inflated upon deployment, its prototype looked exactly
like a giant rubber tire. Needless to say, it didn’t get the green light from NASA.c. 1894. The
“horseless carriage”: one of the first designs for the automobileSource: Mercedes-Benz
Classic.The designers of Salyut, Skylab, and the International Space Station understood that
space is an altogether different environment than earth’s, so they allowed their functions to
determine their forms. Goodyear’s R&D people, in contrast, were like the proverbial hammer that
sees only nails. When tasked with the creation of something unprecedented, they made a great
big tire instead.Of course, there is nothing wrong with thinking and acting from the present
forward when circumstances call for it. It’s appropriate when managing an ongoing business,
striving for efficiency, improving quality, adding new features to, or otherwise enhancing an
existing offering—which describes the majority of managerial challenges. The problem arises
when present-forward thinking and processes are employed to address something truly new,
unformed, or discontinuous—a breakthrough invention like a passenger train, an automobile, a
space station, or a personal computer. To fully leverage the potential of inventions like these, you
need to think in a different direction, from the future back.c. 1961. Goodyear’s grand idea for a
space stationSource: NASA.There are countless business cases about long-established
companies that failed because they could not imagine a future in which their core product didn’t
play a dominant role. Their leaders extrapolated the present forward instead of envisioning a
truly different competitive environment. Given the speed of developments with the internet and
information technology in general, the computer business is replete with such stories. When the
newspaper industry first began to feel the effects of the internet, its present-forward thinkers
responded by making a literal PDF replica of the print newspaper and putting it on line. A handful
of future-back thinkers, in contrast, recognized how different the digital environment was than
print, so they created websites that changed dynamically in real time, and that were hyperlinked,
allowing for nonlinear navigation, searching, and the serendipitous discoveries that the web
made possible.To see what can happen when the government applies present-forward thinking
to a future-back problem, consider the case of Robert McNamara, the whiz-kid statistician
Henry Ford II hired in 1946 to lift his company’s bottom line. John F. Kennedy appointed
McNamara as his defense secretary in 1961. When the Vietnam War began to heat up during



the Johnson administration, McNamara attempted to use the same quantitative methods that
had rejuvenated Ford to achieve a military victory. But victory or defeat in war (especially another
country’s civil war, one that is being fought by unconventional guerilla tactics) is not as easily
measurable as success or failure in business.Instead of evaluating why the Vietcong were
fighting and how much each side was willing to sacrifice to achieve their goals; instead of
conjuring up a plausible vision of the future and figuring out all the things that would have to be
true for the United States to be able to claim victory for itself or for South Vietnam (or what such
a victory would even look like), McNamara relied on enemy body counts as his most significant
metric of success. But while the United States and South Vietnam consistently stacked up more
Vietcong bodies than vice versa, they didn’t win the war. A master of execution and operation,
McNamara aspired to play the game of war as he knew it more effectively. But his adversary was
playing a different game.At the same time, a future-back thinker who is weak in present-forward
execution is no better off than his or her less-visionary peers. Elon Musk, for example, has
become a multibillionaire by capturing the imaginations of investors with his futuristic visions of
hyperloop transportation systems, high-speed tunnel borers, vertical take-off electric jets, and
more. If the United States resumes the exploration of outer space, it will have much to do with
SpaceX, the company Musk began in 2002 with a goal of sending people to Mars, and that has
pioneered the development of reusable, orbital-grade rockets. As the CEO and guiding spirit of
Tesla, Musk has done more to advance battery technology and the commercial viability of
electric cars than anyone. But if Tesla is to become more than a high-tech novelty for the well-
heeled, it must continue to rise to its present operational challenge of delivering a $35,000
vehicle in high quantities, on schedule, and of a consistent quality. Real progress is being made
as we send this book to press, but only time will tell if Tesla fully pulls it off.The point is, even
great visionaries must master the present. Just ask John DeLorean, whose eponymous car
company failed to scale, or Dean Kamen, whose Segway, initially touted as an innovation on the
scale of the PC and the internet, turned out to be something less.Why We Get Stuck in the
PresentIf Newton’s first law is the law of inertia, it is also, alas, the first law of incumbent
organizations. When they are at rest, they tend to stay at rest. And when they are moving in a
certain direction, it requires a great deal of energy and effort to alter their courses. Most
incumbent organizations are led by people who are much less future-facing than their founders.
As the economist Herbert Simon postulated in a different context, “Whereas economic man
maximizes, selects the best alternative from among all those available to him, his cousin,
administrative man, satisfices” (an apt portmanteau of satisfies and suffices).1 The managers of
big organizations tend to be administrative men and women by definition.It’s not their fault. The
business schools they attended inculcated their present-forward approaches; the organizational
and financial ecosystems that surround them reinforce them; and the incentive structures that
they work within reward them. Bonuses are generally based on the annual results they deliver;
even their so-called long-term incentives seldom run any longer than three to five years.
Overcoming these barriers to vision requires you to unlearn a lifetime’s worth of lessons that



taught you to focus on the short term.Our Ingrained Cognitive BiasesPsychologists and
behavioral economists like Daniel Kahneman and Amos Tversky have identified a host of innate
cognitive biases that bind us to the present while blinding us to long-term threats and
opportunities. Among them are bounded rationality, which is our instinct to solve problems
based solely on the information that we have immediately at hand. Other cognitive biases are
automaticity, the ingrained habits borne of doing the same things over and over again; the
availability bias, which is our tendency to overweigh the data that is the freshest in our minds; the
confirmation bias, which leads us to interpret data in a way that supports our pre-existing
expectations; loss aversion, which makes us hate losing money even more than we like to make
it; the sunk cost fallacy, which compels us to keep wasting money on losing propositions
because we’ve wasted so much on them already; and the normalcy bias, which inclines us to
overrate the likelihood of things continuing to go as they always have and to discount the
possibility of them going horribly wrong. Hyperbolic discounting is our tendency to choose a
smaller reward that we will receive sooner over a larger reward that we will receive later. There
are dozens more of these tendencies and they tend to reinforce each other, working together in
vicious cycles that compel us to keep doing what we’ve always done in the same ways that
we’ve always done them.Evolutionary psychologists argue that our brains were hard-wired for
survival in the Pleistocene epoch, when life was nastier, more brutish, and much shorter than it
is today, to paraphrase the philosopher Thomas Hobbes. “Like all animals,” Harvard’s Dan
Gilbert wrote in an LA Times op ed some years ago, “people are quick to respond to clear and
present danger, which is why it takes us just a few milliseconds to duck when a wayward
baseball comes speeding toward our eyes.” Despite our evolutionary proclivity for imminent
action, humanity has also evolved to anticipate and plan for things that haven’t yet happened,
which gives us incredible power. But we have to summon up that capability deliberately, making
a conscious effort to think both critically and creatively while putting our short-term biases on
hold. “The application that allows us to respond to visible baseballs is ancient and reliable,” as
Gilbert put it, “but the add-on utility that allows us to respond to … an unseen future is still in beta
testing.”2Financial and System Rewards and IncentivesThen there is the dynamic that Clay
Christensen defined as “the innovators dilemma.”3 In order to improve their margins and please
their best customers, corporations tend to allocate the bulk of their investments toward
improvements that sustain, enhance, and make their existing businesses more efficient. New,
exciting, and potentially disruptive growth initiatives may get a lot of buzz, but they rarely receive
the funding they need. When times are tough and money is tight, they are usually the first to be
cut.In brief, if you want to understand a company’s strategy, don’t listen to what it says; look at
where it spends its money. Disruption tends to start at the low end of the market and only
gradually work itself upward; compared to what the core regularly delivers, disruptive products
can seem less relevant at first, and hence more dispensable. That said, prioritizing the tried-and-
true over the not-yet-known is not foolish or irrational; it’s sound management—until it’s not,
when disruptive developments are reaching full boil. Even then, it is very hard to prioritize the



new-and-untried when the old-and-familiar still has some life left in it. Everyone knows that the
days of the internal combustion engine are numbered, but if you’re running a big car
manufacturer, you must sell more of the gas-guzzling SUVs that your customers are still
clamoring for. That’s why Christensen called it a dilemma. Privileging future-oriented ventures
like electric cars over relatively safe ones like SUVs is something of an unnatural act.So how do
you resolve the dilemma? By looking out at a longer-term horizon and judging your present state
from the future back. If you define the long-term as three to five years, as most enterprise
leaders do, then by definition you are only looking at the present, as both disruption and new
ventures take time to develop. Looking out five to ten years (or even more), when the negative
effects of disruption are impossible to deny and your new investments will have begun to deliver
substantial returns, enhances your ability to balance your short- and long-term priorities and
better leverage the art of the possible.Breakthrough efforts are further disadvantaged relative to
mature businesses in defined markets when they are assessed by the kinds of financial metrics
that typically guide corporate decision making. Risk-adjusted estimates of profitability for new
and untried products can almost never stack up against those for established products because
there is so much yet to be learned and discovered. Financial data comes from the past; relying
too much on it to make decisions about the future is like looking in the rearview mirror to see
where you’re going. The only way to override comparative profitability forecasts is with a well-
founded judgment that the forecasts are likely wrong because markets will change in
fundamental ways.Leaders naturally worry that investments in altogether new initiatives may
starve or even cannibalize their organization’s core businesses. Two-time Procter & Gamble
CEO A. G. Lafley had some choice words to say about this risk: “Whenever you bring a new
product or product improvement to the table in an established business,” he told us, “a bright
young finance person will raise their hand and say, ‘Well, that’s going to cannibalize X percent of
our business.’ But the obvious question that never gets asked is, ‘What happens if we don’t do it,
and competitor A, B, or C does?’ ” The next question, he said, should always be, “Given the real
risks of cannibalization, what are all the things we can do to minimize its effects?”4
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Vijay Raju, “A timely book to help us confront our present reality and shape our future. The book
aims to give DIRECTION to leaders who are confronted by an unprecedented situation. It
emphasises the importance of setting aside time to think instead of always glorifying execution
which has brought us to the state where we are today. Two things that stood out for me1. The
focus on belief in one's vision and orchestrating everyone around by enrolling them in that
belief2. Everyone has to die. Accepting that death is anyhow there and so, fight till you to die.
The fight here is the process of evolution of leaders and organisations.3. The authors' courage to
stick out and call for long term thinking, when the world is crying for answers, deserves a special
round of applause.A worthy read at a time when everyone is looking for HOW TO THINK.”

Leo S Tonkin,Esq., “A book for our time. Lead From the Future is a succinct, thoroughly cogent
command to rethink, reimagine , reinvent our entire approach to Boardroom and C-suite
decision making. The writing is crisp and engaging, and the authors have an obvious and
incisive understanding of the issues they discuss. This book could not come at a better time for
the consideration of entirely new economic strategies that must and will emerge from current
headlines.It is not only ironic but prescient that Lead From the Future enunciates new policy
directions focused on corporate governance, but the authors' reasoning could well be applied to
our national political structures as well. As current events tragically demonstrate clearly
envisioning and preparing for future events in a multifaceted scientific, financial and policy
approach to a host of issues will make of us a much more aware nation capable and fully
prepared to meet the accumulating challenges resting over just the horizon. We are simply
falling flat in this grand endeavor at too many levels of policy planning and preparation.Lead
From the Future is a clarion call for change to corporate America and indeed to all America, to
abandon senescent short term thinking and ego-driven policy enunciation. The nation ignores
this message at its peril!”

Ash D., “Not your typical "business book.". You know how some books take a good idea and
bury it in pages of repetitive filler? This book doesn't. It's refreshingly earnest, lending honest
perspective, experience, and data. You should know before reading that the book asks brave
things of its readers and therefore is not really skimmable -- the chapters build on each other to
create a process of actionable insights that are immediately actionable. A confident and
inspiring read.”

K. J. P., “Important and relevant. Finally, a book that shows HOW to get past the short-
sightedness of organizations and properly plan for the future. I found the book powerful in its
combination of great stories, lots of great pictures and visuals, and powerful frameworks that
make it crystal clear on how to be a visionary-organization. I have purchased several for my
team.  C. Reno”



Mode, “Innosight Does it Again!!!!!!. Easy to read, insightful, and full of examples. Johnson &
Suskewicz give ANY leader, in ANY field, a blueprint on how to make your organizations future a
priority!I enjoyed this book! And will be referring to it often!”

Gabriel Garcia, “Practical and Innovative Strategic Planning Framework. Excellent framework for
defining an innovative strategic planning based on future scenarios. This book perfect
complement the other books from Innosight consulting and Christensen institute.”

mateo buritica, “Good strategic view. Good book to improve your strategic thinking. You need to
be able to work on the short term needs, but also spent the necessary time to envision the future
of your company.”

Cameron, “Solid ideas in need of an editor. There are strong ideas in this book. What it needs is
an editor. It’s a typical Harvard Business Review book that would have been better left as a
focused article. Still, the writing is good and the cases are useful. Organizations would do well to
learn what this book has to teach.”

Ebook Tops Reader, “Long view thinking!. Great book really enjoyed it. Easy to follow, strong
academic theory but with practical advice on strategy. Incorporating future-back thinking
requires you to ask hard questions about your company future and the present ( “ long view
thinking”). Forces you to think about setting the right objectives.”

Ramakrishna P., “Must Read for anyone in Strategic Planning & Corporate functions. Wonderful
read. Present-forward vs Future-back.. Do we need both..the answer is yes! But traditional
leaders are much more focused on Present-forward and Urgency Fallacy.. Time for them to wake
up & envision the future. Thanks for yet another gem of a book Mark”

Onyeka Uche Ofili, “Amazing book!. This is a fascinating book. Every chapter is well crafted to
provoke and inspire long-term thinking. It provides stepwise approach to being an effective and
visionary leader. This book is very relevant in building the sort of leadership that the world
requires especially in these very uncertain times. I highly recommend this book to individuals
who wants to become more visionary in their leadership style.”

Rahul Sanap, “Good to read. A good and informative read. It’s more of a Tribute to Prof Clayton
Christensen who’s revolutionary ideas of disruptive strategy and a follow up on his concepts”

The book by Josh Suskewicz has a rating of  5 out of 4.6. 155 people have provided feedback.

Title Page Copyright Contents A Tribute to a True Visionary Introduction: Lead from the Future
Part One: Principles Part Two: Application Part Three: Making Future-Back Repeatable Part



Four: Broader Implications Epilogue: A Vision for Twenty-First-Century Management Notes
Index Acknowledgments About the Authors



Language: English
File size: 37312 KB
Text-to-Speech: Enabled
Screen Reader: Supported
Enhanced typesetting: Enabled
X-Ray: Enabled
Word Wise: Enabled
Print length: 235 pages
Lending: Not Enabled
Simultaneous device usage: Unlimited

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

