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Flipping orthodoxies
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Unchallenged, they shape strategy, create blind 
spots, and can inhibit progress.

Industries and organizations tend 
to develop a set of habits and rules 
that shape conventional wisdom 
over time; we call these rules 
orthodoxies. 
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All companies and industries have 
particular beliefs and practices 
about “how we do things around 
here”

They can get in the way of 
breakthrough opportunities as 
they prevent unconventional 
solutions from being considered
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You buy 
a ticket 
for the 
whole 
game
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Every industry and firm has deeply held beliefs about 
“how we do things around here”— a few examples…

Grocery stores
Customers with smallest purchases get the fastest 
line

Banks
Provide all critical consumer services through ATMs

Rental cars
Only by serving business people will we make 
money 

Music
People will go to record stores to buy CDs

Xerox 
Copiers must only be serviced by professionals

Governments
It is okay if procedures are mystifying

Emerging markets
Poor people don’t know what to do with money

Every time you imagine
an orthodoxy…

Imagine life without it;
Consider a user group that wouldn’t, 

couldn’t, or doesn’t behave this 
way or expect this norm;

Imagine a business or service that 
specifically does the opposite;

Think about a place in the world—
or a time in history—where this 

is or was very different.
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CUSTOMERS
What orthodoxies shape how customers interact with 
our products and services?

INDUSTRY
What orthodoxies are evident in the actions 
of our competitors? What orthodoxies reflect how 
business gets done in this industry?

ORGANIZATION
What internal orthodoxies do we have about the 
types of offerings we provide, how we capture value, 
and how we’re configured 
to develop and deliver them?

Time for a quick exercise
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Defining your innovation ambition

9
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What’s your innovation intent?
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Successful innovators manage a portfolio of initiatives across ambitions

TRANSFORMATIONAL
Developing breakthroughs 
and inventing things for 
markets that don’t yet exist
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EXISTING INCREMENTAL NEW 

HOW TO WIN (PRODUCTS & ASSETS)

ADJACENT
Expanding from existing business 
into “new to the company” business

CORE
Optimizing existing products 
for existing customers
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Getting serious about understanding 
your customers
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We start with our users and their needs
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We shifted from 
innovation around 

horsepower to 
innovation around 

context of use

CASE EXAMPLE: IMPROVING THE F150 EXPERIENCE
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Instead of worrying about how to make the truck more productive, we focused on how 
to make contractors more productive.

We let the needs of the user take the concept design
in different directions that we anticipated.
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To understand user needs, we conduct design research

⇢ Understanding what users (e.g. employees, 
citizens, customers, etc.) want requires looking at 
both surface and deeper level needs.

⇢ Explicit needs are easy for people to talk about in 
a traditional Q+A style interview, but deeper 
needs are not.

⇢ We observe customers in action, since what 
someone says can differ from what they do.

⇢ Deep-seated needs are challenging to uncover 
since feelings are hard to articulate. We pull them 
out with design exercises and stimuli that get 
users to map out their complex thoughts on 
paper.
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Putting it into action

Go to “Insert Tab” to insert footer 17



© Deloitte LLP and affiliated entities.



© Deloitte LLP and affiliated entities.

BUSINESS FRAMING
How might we [fulfill business objective]

USER FRAMING
How might we help [user] to [fulfill their want or need]
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By understanding the overall journey inside and outside of the process, we can then 
start to gain deeper insights into the needs of our customers

Fred Wells, Age 84
SETTING: Rehab Hospital
EP TYPE: Service Day (EP not met)
CLAIM TYPE: Second
NEEDS: Personal, Honest service
EMOTIONAL STATE: Suspicious,
confused, angry, feels cheated

PRIMARY CONTACT: Son, Ken Wells, Age 50
Ken was frustrated with LTC when he lost his mom a few years 
ago. She died quickly from cancer, and did not live long enough 
to be paid any benefits from her policy. Ken thought that was 
disgraceful, and does not have much respect for the company.

Fred now needs assistance with bathing and dressing due to a 
recent small stroke. Son Ken expects to have to fight for his 
policy benefits when his father gets out of the rehab facility.
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By understanding the overall journey inside and outside of the process, we can then 
start to gain deeper insights into the needs of our customers

Anne O’Neill, Age 92
SETTING: Home
EP TYPE: Service Day
CLAIM TYPE: First
NEEDS: Speed
EMOTIONAL STATE: Anne is nervous,
Ms. Campbell is irritated and frustrated

PRIMARY CONTACT: Attorney, Rebecca Campbell, Age 35
Anne lives with multiple medical diagnoses, including COPD, 
Coronary Artery Disease, vertigo, and general failure to thrive. 
Her Attorney is her advocate and POA. Anne’s invoices were 
recently denied, and Anne says she was told that they would 
be covered. She was very upset, and reached out to her 
attorney.
Ms. Campbell is skeptical of the claims process, impatient, and 
pays good attention to detail. Anne is one of many clients, and 
time is of the essence.  She wants a quick resolution to the 
problem.
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By understanding the overall journey inside and outside of the process, we can then 
start to gain deeper insights into the needs of our customers

Bill Mistrewski, Age 81
SETTING: Hospital
EP TYPE: Service Day (EP not met)
CLAIM TYPE: Second
NEEDS: Information, Speed
EMOTIONAL STATE: Worried, out of
control, exhausted, limited resources

PRIMARY CONTACT: Self
Bill has been caregiver to his wife Lorraine for 6 years. She has 
advanced dementia and requires 24/7 care. He cares for her 
almost around the clock, unless one of their adult children is 
visiting from out of state. He has always refused any offers of 
help and didn’t utilize formal care because he felt it
was his place to give the care.
Bill recently had a hip replacement. His son cared for Lorraine, 
but an infection delayed his recovery. A second surgery was 
needed. Bill needs to set up care for his wife and for himself.
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BUSINESS FRAMING
How might we [fulfill business objective] It’s time to pick 

sides

USER FRAMING
How might we help [user] to [fulfill their want or need]
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Tying it all together
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Successful innovators manage a portfolio of initiatives across ambitions

TRANSFORMATIONAL
Developing breakthroughs 
and inventing things for 
markets that don’t yet exist
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EXISTING INCREMENTAL NEW 

HOW TO WIN (PRODUCTS & ASSETS)

ADJACENT
Expanding from existing business 
into “new to the company” business

CORE
Optimizing existing products 
for existing customers
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Depending on the type of initiative, very different management systems and 
measurements should be used

FOR FURTHER OUT INNOVATION
• Distinct teams focused on the challenge
• Typically managed by senior / top leadership
• Often supported by discrete, protected funds 

(e.g., separate fund, project grants)
• Measured individually, with an emphasis on 

learning and user feedback—not 30-day sales

FOR CLOSER IN INNOVATION
• Connected teams driving today’s products
• Typically managed by BU leadership
• Funded by BU P&Ls
• Measured using stage gates and traditional 

market metrics

W
H

ER
E 

TO
 P

LA
Y 

(C
U

ST
O

M
ER

S 
& 

M
AK

R
KE

TS
)

HOW TO WIN (PRODUCTS & ASSETS)
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Organizational design for an uncertain future
Unlocking the flexible organization

Select an area where immediate success is needed (e.g. start with product
areas that are being disrupted by competitors). It’s about getting a big win or
preventing a big loss.

The incubated group cannot be “too far” from the
core. The rest of the organization needs to understand the value and mandate of
the team in the context of broader business objectives.

Focus the incubated team on pace, use the minimal viable mindset for all
decisions (e.g. on products and structures). In this sense it’s important to not
worry about building the perfect structure for this team.

Ensure the surrounding conditions for success are in place (the
appropriate budgets/leadership attention, etc.). Side of the desk innovation
rarely produces results.

1
2
3
4
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Let’s continue the conversation

Chris Forrest
cforrest@deloitte.ca
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Mukul Ahuja
mukulahuja@deloitte.ca
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