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Business is vulnerable to hazardous, high impact, hard to predict 
and unpredictable events that are beyond the realm of normal ex-
pectation. What we call step change events.  
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Business may recognise its need to prevent these events by attempting change, innovation or 

transformation, often through silo based thinking or a lack of understanding of the ‘whole busi-

ness’. Managing change, innovation or true transformation is not necessarily a core competency 

for business. 

In change management, applying ‘’right medicine at the right time” can possibly achieve the de-

sired, sustainable results.  

In true transformation, understanding the ‘whole 

business’ and then applying ‘’right medicine at the 

right time” will deliver desired, sustainable results. 

However, if the organisation doesn’t identify where 

it is in the business cycle, it is very vulnerable to 

applying unsuitable and ineffective transformation 

techniques to its business. 

In many cases the businesses apply individual 

change programmes or attempt innovation which 

has an over 80% risk of failure or even worse, 

causes damage within the system. 

As a result, these attempts only create noise and distraction within the business and do little to 

enhance shareholder value. Individual silo based programmes kill business if applied at the wrong 

time in the business cycle perpetuating the problem by squeezing more and more to get less and 

less. 

Blackswan is a unique partner business…An outlier. 

 

We operate with domain experts across all silos. We understand the behaviour, art and science of 

transformation which allows us to predict and exploit positive Blackswan events and build robust-

ness against negative ones. We understand the 

psychological biases that make businesses indi-

vidually and collectively blind to uncertainty and 

completely unaware of the impact and devastation 

of the rare black swan event.  

We apply free, unconstrained thinking on a blank 

canvas away from the noise and distraction within 

the business.  

We deliver bespoke, measurable outcomes that 

enhance shareholder value. 

We are a transformation greenhouse for business. 
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Nassim Nicholas Taleb published 10 principles for the financial markets in April 2009. We have adapted 

these insightful principles after studying black swan events in organisations and the disruptive force they 

can bring. We, at Blackswan, using these studies and the robust analytics of our 3.2 million data points col-

lected over the past 16 years, as well as input from our 1145 blackbelts on people, process and innovation, 

feel these are 10 rules for a black swan proof organisational world. 

1. What is fragile should break early while it is still small. 

Nothing should ever become too big to fail. Evolution in economic life helps those with the maximum 

amount of hidden risks – and hence the most fragile – become the biggest. The sigmoid curve is a perfect 

example of sitting on our laurels when opportunity is all around, but complacency or greed dissuades us 

that now is the time to break, change, future proof or be aware of potential negative black swan events. The 

Voice of DNA Transformation links functions, people, systems and customers into more natural forms that 

add flexibility, innovation, rapid response, humanity and fun into getting work done more efficiently and ef-

fectively. We need to drive for more second tier thinking which is the power of the DNA paradigm to con-

stantly understand the whole whilst expertly transforming the parts and aligning customers, systems, proc-

esses, leaders and people. 

2. There is no real crystal ball that predicts the future. 

Be more aware of what you don't know, than what you know. Knowledge supports semantic alignment 

about resources. However, set a clear direction with fuzzy edges. Be very clear about what is allowable 

within the strategy and, just as importantly, what is not allowed. The strategy is always for growth but must 

also allow you to grow and adapt rapidly to both internal and external developments.  Do not cross-

subsidise underperformance. Apply true analytical data transformation and implement a recovery or exiting 

strategy with rigid structure and metrics. Do not admire underperformance too long. Human nature insists 

on a definition for everything. Strategy today can be tactics tomorrow. Most importantly, adapt a clear and 

fuzzy strategy, with an intended course, allowing for a stream of actions, building an ideology, individual 

thinking and a personality to be the aggressive pacemakers and creating the market by the simple, yet 

smart, deployment of resources. 

3. People who were driving a school bus blindfolded (and crashed it) should never be given a new bus.  

Too much energy is spent admiring the problem. Too much time is given to non-performance. Identify your 

top 25% and work really, really hard to free them, develop and engage them. Find the smart people whose 

hands are clean. Have leadership not leaders. This bias creates a cult-like culture which does not say there 

is no room for charismatic leaders, only that the work is done as a cohesive group. Look to continually im-

prove/align through self organising, self regulating, and optimisation of the value chain. 

4. Counter-balance complexity with simplicity.  

Complexity from globalisation and highly networked economic life needs to be countered by simplicity in 

leadership and organisations. It’s funny, but as people go up in an organisation they tend to want to prove 

how clever they are by making things more complex. Simplicity is the key to greatness. Balance everything 

by brutal facts where the truth is always ousted. Value creation does not flow from complexity. A pattern of 

matter, energy or information has economic value if the following three conditions are jointly met. 

 Irresistibility which states that all value creating transformation and transactions are thermody-

namically irreversible. 

 Entropy, where all value creating economic transformation and transaction reduce entropy locally 

within an economic system while increasing entropy globally. 

 Fitness, where all value creating economic transformation and transactions produce artefacts and/

or actions that are fit for human purpose. 

 

Ten principles for a black swan enlightened world 
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5. Do not give children sticks of dynamite, even if they come with a warning.  

The culture and climate need to be fed with positivity, freedom, simplicity, diversity and an appreciation of 

trust and authenticity. The best change programme you can 

implement is to sack all the leaders. Poor or dangerous lead-

ers kill, inhibit or just downright block success. Build a consis-

tent system with clear constraints, allowing freedom within a 

framework where you manage the system not the people. 

6. Leaders should never need to “restore confidence”.  

Leaders need to be able to put a helmet on and get down in 

the trenches when necessary. True individuals who are genu-

ine not generous and who want to be leaders; who are hungry 

for change, able to harness the power of culture, are innova-

tive beyond imagination, desperate to rewrite both the written 

and unwritten rule, are globally wired, are disruptive by nature, able to change at breakneck speed, with 

sustainability in thinking, able to apply the use of different situational thinking styles and have toughness 

and relentlessness as part of their inner core. 

 7. Be human - look at the system, examine your DNA.   

Analytical insights into how the system woks  forms. Historic or current flaws must be recognised, elimi-

nated, bypassed, neutralised or reframed. You must understand both current and future model performance 

and the energy necessary to shift from one state to the other.  Common and consistent language, commu-

nication and the relentless pursuit of excellence must be aligned with a discipline of execution and a bias 

for action. 

8. Embrace contradictions and use the power of solving contradictions wisely.  

Cleverness is knowing the right answers. Wisdom is knowing the right questions. Go to the balcony, ob-

serve patterns, listen to the signals not noise, and move constantly between the balcony and the dance 

floor. Constantly indentify an adaptive challenge with no ready made answers, mix contradictions where 

you regulate the distress, maintain disciplined attention, heat and pace and ensure all voices are re-

spected.  All this to achieve outcomes that are synthesised, not optimised, and which will allow break-

through performance and creativity. 

9. Do not give an addict more drugs if he has withdrawal 

pains.  

Too often we allow events to develop or watch with inertia 

whilst problems occur because its easy. Feeding non-

performance creates a discipline of non-performance. You 

cannot have enough of the right people; one wrong one is a 

drag and a drain on your team. Substitute them immediately. 

10. Make an omelette with the broken eggs.  

This crisis cannot be fixed with makeshift repairs, no more 

than a boat with a rotten hull can be fixed with ad-hoc 

patches. Change may not occur until the boat rocks. Turbu-

lence may be necessary to create an environment for change. We need to rebuild the hull with new 

(stronger) materials; we will have to remake the system before it does so itself. Then we will see an eco-

nomic life closer to our biological environment: smarter companies, richer ecology, no leverage. In other 

words, a place more resistant to black swans. 
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Step 1: Exploration.  

Systematically explore all permutations of change that bring opportunities to your organisation. 

Working together we will identify the most significant changes and proceed to convert these into 

concepts for performance improvement, business transformation, new products, new customers, 

new markets, new initiatives, new processes and new 

skills. 

Step 2: Examination.  

We will then examine these opportunities to determine 

their degree of attractiveness for the business. These 

will be judged on the basis of cost implications, benefit 

to the business, degree of strategic fit and level of diffi-

culty with their implementation.  

Step 3: Expansion.  

We will now take the opportunities that will have emerged as being the most attractive and ex-

pand them further by assessing the ratio of risk to anticipated reward. We will consider the best 

case outcome from each significant opportunity against the worst case outcome from each signifi-

cant opportunity. 

Step 4: Exploitation.  

Finally we will construct individual and detailed implementation plans to exploit each of the very 

best opportunities by ensuring that the factors that will promote the best case scenarios are ex-

ploited and the factors that will cause the worst case scenarios are avoided. 

Step 5: Evaluation.  

We will lastly evaluate the success factors of the implementation programme to ensure that the 

best case scenarios are delivering the agreed ROI and correct/innovate any variations that have 

emerged which will provide the jump change required. 

The Blackswan Strategic Transformation Process
®
 consists of five distinct steps 

that will take the transformation through to shareholder value. 
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Maurice Duffy 

CEO, Blackswan 

 

“Forthright, outspoken and a bit of a smart maverick” - all words that 

can be used to describe Maurice Duffy when he is performing against 

competition and certainly true of his very successful business career. 

Obsessive about his strong work ethic, commitment and, at times, 

brutal honesty, he has been voted most engaging speaker at a num-

ber of global events. Maurice is best known for his innovative, engag-

ing and humorous style over a range of topics that include leadership, 

talent management, culture change, the new business mindsets and 

the role trust and authenticity play in business engagements.  

 

Maurice draws on his vast repertoire of experience, rich in stories from a very successful corporate career, 

successful and unsuccessful businesses, including: 

 

•        CEO and founder of a major business consultancy organisation across 23 countries; 

•        Coach and mentor to some of the top global CEOs; 

•        Running a global sales team across 103 countries; 

•        Managing an outsourced business of 30,000 people across 80 countries; 

•        Managing a major manufacturing business in a very diverse and culturally sensitive environment; 

•        Being a HR Director in one of the fastest growing businesses that went from 3,000 to 40,000 in 7    

years; 

•        Running one of the largest outplacement companies across Europe. 

 

 

Combining determination and a no-nonsense attitude with a great sense of humour, Maurice is a great ad-

vertisement for business entrepreneurs. His personal experience of business, the lessons he has learned, 

and the philosophies that have helped him, make him an enthralling public speaker. Growing up on the 

west coast of Ireland, Maurice started work aged only 14, working on the doors of dance halls learning how 

to deal with people in a very raucous and frightening environment at times. This gave him early insights into 

behaviour analysis of which he has written about many times. Maurice is now married with 4 children. 

 

After a very successful career that saw him running manufacturing sites, working his way through corporate 

politics and succeed to HR Director in Europe for Nortel, Maurice left to set up his own business. Within 2 

months he had offices in London, Madrid, Amsterdam, Rome, Dublin, and Glasgow and was enjoying a 

lavish lifestyle from an internationally successful business with an impressive home, great car and no finan-

cial worries. Two years later, after the company failed to recoup vast sums of money owed to it, Maurice 

found himself questioning his beliefs, getting divorced and, for the first time in his life, reappraising his lead-

ership skills and the core behaviours that make people successful. Maurice had to make some soul-

searching decisions in his life to identify new paths and find the motivation, determination and strength to 

maintain his entrepreneurial spirit. He learnt that success depends on setting goals, careful planning and 

constant learning. Maurice together with his new wife Karen restarted their business and built it to the formi-

dable operation it is today which consults with the very best businesses, and is recognised for its significant 

thought leadership in People, Process and Innovation. 

About the author 
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Maurice is a regular international conference speaker, writer and a passionate believer that we 

are not victims of what the future might hold if we prepare ourselves in advance. His experience 

has shown him the powerful impact that glimpses of the future afford business and government 

alike as they seek to achieve their strategic goals. 

 

 The Global Drivers of Change: 

 

o Winning Ways in the downturn - Visions of how to succeed today based on                  

successes in past recessions and clear views of what's driving our consumers and 

businesses. 

o   The New Dawn Leader and the Leader Mindset of the Future Leaders. 

o   Global, political and economic change. Thriving in the new world. 

o   The new Sales Equation and dealing with new customer trends. 

o   Culture and the role trust and authenticity play in business success. 

o   Changing consumers. Who they are and what makes them tick. 

o   Changing employees – What they want and how to keep them. 

o   Generational consumers and employees (Builders, Boomers, GEN-X and Y). 

o   Innovation – involving stakeholders and customers. 

o   Organisational change. 

o   Communicating with your stakeholders – new technologies and approaches. 

o   Social Networks – The new marketing paradigm. 

o   The Rise of the Networked Company – the new form of agile organisation. 

o   The Changing Corporation – Social responsibility, world stewardship & talent scout 

o   The future of Small and Medium Sized Business – Challenges and opportunities, 

o   The externalisation of companies – After outsourcing, 

o   Environmental change – Impact and opportunities. 

  

Maurice uses views of the future, developed within the global Blackswan coaching programme 

that covers over 300 global coaching assignments monthly, and by surveying their worldwide net-

work of future thinkers and business leaders with People, Process and Innovation. His purpose is 

to inspire his audience, to embrace change and, by doing so, better prepare for the future. 

 

Maurice’s most recently researched articles include: 

 

•        Leading into the future 

•        Agile innovation through difficult times 

•        Leading without looking 

•        The true leader 

 

 

Areas of Expertise 
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About Blackswan 

Blackswan is aptly named. We are a unique transformation partner, adapted to create out-

standing transformational strategic change that is aligned to our client’s objectives. We 

are outside-in thinkers, with an unbridled inquisitiveness and ability to deliver insights on 

trends, undertake deep diagnostics, apply innovative thinking, and enable our clients to 

achieve outstanding results. 

We provide a highly-tailored diagnostics package and a flexible ‘Experience’ that meets the needs 
of both the individual and the organisation. Our solutions are highly innovative and results-driven, 
and create solid, sustainable change. 
 
We work with a wide variety of organisations, including a 
number of NHS Trusts, HP, Rio Tinto, Google, The Coca 
Cola Company and Genpact, in diagnosing their business 
issues and drafting profitable and productive solutions.  
 
In addition, we support them with staff training on all levels, 
product and service transformation, and also assisting with 
both strategic organisational and departmental change. 
 
Our delivery team consist of international experts and leaders 
in their field, who operate globally across a comprehensive 
range of industries and sectors. With this highly experienced 
team, we develop innovative solutions that are  faster, easier and with better business results. 
We can provide programmes that energise, engage and deliver the outcomes that they need.  
 

 Business 
Transformation 

 Executive Coaching 
 Change Management 
 Leadership 

Development 
 Team Transformation 
 Innovation Culture 
 Diagnostic Assessment 

Contact us and order a copy of Maurice Duffy’s new Book: 
 

      
     
 
 
 
 
 
 
 
 

 
 

EMAIL: Maurice.duffy@globalblackswan.com 
 

WEBSITE: www.globalblackswan.com 
 

 TWITTER: @CEOBlackswan  
 

FACEBOOK: www.facebook/maurice.duffy  
 

  LINKEDIN: www.linkedin.com/company/blackswan 
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