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				WHAT’S THE KIND OF IMPACT YOU WANT TO MAKE? | IF YOU APPLY THOSE QUESTIONS, YOU NATURALLY START TO ASK THE WHO, WHAT, WHERE, AND WHEN QUESTIONS FOR EACH OF THE FOUR CORNERS OF THE SQUARE OF C. AND THE KEY TO IT ALL IS THE CORNERSTONE OF OUR SQUARE OF C: CONTEXT | THAT’S NOT THE PROCESS, THAT’S THE SUBSTANCE
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				The Square of C

				In this chapter:

				Putting Context in innovation

				Navigating the Four Cs

				Putting Context in Innovation

				Companies always want to make a long-lasting impact and to do that they need to re-main in and around the Sweet Spot we talked about in Chapter One. What determines the Sweet Spot is the Square of C, which is basically a framework that allows you to evaluate how close to – or worst case, how far from – Peak Impact you are.

				And essentially, that’s Context. What’s the kind of Impact you want to make? What’s the Talent you have in your people pool? What’s the quality of the data and the mate-rials you work with?

				Then, how do you Connect them? How do you know it’s Complete? And how do you Control it?

				If you apply those questions to data, you naturally start to ask the Who, What, Where, and When questions for each of the four corners of the Square of C. And the key to it all is the cornerstone of our Square of C: Context.

				And to put that in context with the classical way of doing data – and this is something we’ll come back to in much more detail in Chapter Three – it doesn’t really help that you get stuck in the usual lexicon of data buzzwords: structured and unstructured; volume, variety, velocity, and veracity; ACID and BASE; not if you really want to do something really meaningful with the data.

				We do what knowledge workers do – we create stories with data, stories we call Ac-tions. They also have those Who, What, Where, When fundamentals. An Action is a story with data. It’s a story that creates context, is complete, can be controlled, and will be connected to other stories.

				It’s an approach that’s a million miles away from the classical, tech-driven, IT version we’ve all become used to and, done right, it’s a way of properly monetising data.

				I digress, where were we with the whole Context thing?

				Contextuality is defined as: Depending on, or relating to, the circumstances that form the setting for an event, statement, or idea.
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				You need to be engaged in finding something new on top of your connections and it needs to be a fun thing to say, ‘let’s change context’, or create a new context. If you want people to be innovative, you need to make sure that the basic conditions are there. If people can interact, do something that is fun, is relevant to them and helps others, you will stimulate innovation.

				And this is where Context and the Square of C meets that thing we talked about earlier, FRESH. 

				So, where does Innovation fit in?

				Innovation is often described as a process, but if it was just a process, anyone could do it by ticking a few boxes here and there. It isn’t. It is something that happens out of circumstances and it’s the circumstances that allow you to connect the dots in a mean-ingful way in order to create the innovation. 

				Innovation is creating a new context, seeing new connections, making incremental im-provements on what is already there. You steal from the past, connect it to something else, augment it a little bit and ‘voila!’. That’s what innovation is; That’s not the process, that’s the substance.

				Anybody with a bit of common sense can innovate, as long as the circumstances are right, connecting the dots, changing the context or creating a new context, and mak-ing small incremental changes.

				I’m going a little off-piste here for a moment, but something I’ve realised is that the whole idea for our ‘big idea’, our Data Harmonization Engine is stolen. You grab stuff and change the context. 

				And because you combine them in a new way, you have an incrementation. It’s noth-ing more than that. I thought it was original, but it isn’t. 

				To be fair, we as people all have the best data engine ever created. Our brain is an or-ganic data processor. It does more than that, because there’s a whole load of analytics going on and a whole load of storage in the brain and millions of processes running in the brain. Essentially, what the brain does is connect the Who, the What, the Where, and the When. 

				How could you exist on Earth if you weren’t aware of the time-space conditioning of everything and everybody around you? What else is that other than Who, What, Where, When/Subject-Object in time and space?

				I haven’t said anything new in the last five years. I’ve formulated it in slightly different ways to make it slightly more understandable, but basically, it’s simple
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				Context is probably the most important and yet most problematic semantic aspect of a modern data management approach but it’s importance cannot be overesti-mated because if two pieces of data or information are connected, that connection will always be tied to a certain context. 

				Some connections will be true in one context but false in another, which makes the ap-proach taken by traditional relational data models or classical ontologies problematic. 

				In those approaches the context is the complete model, so links between entities are generically valid within the model. That makes modelling contradictory or logically oppositional information within one model or within one ontology tricky, even if the information is still valid.

				Context is always associated with the way data is used, so for some uses data will be connected and for others it won’t. Data being used in the same context will of course be linked and the strength of a link between a set of data elements can rather easily be derived by the number of uses they share. Any good strategy and system for infor-mation management needs to be fully context-aware and will have to adapt each time multiple data elements are used within a new context. 

				Also traversing the links connecting data elements will be governed by context be-cause jumping from one element to another will always have to happen based on the fact the data elements will have to be used in the same specific context. This is very different from limiting it arbitrarily as you would have to do in a graph database, for instance.

				Navigating the Four Cs

				Having said all that, what’s key is that you have data available in a meaningful way. That means data has to be connected and your people need to be connected to the data, so do your customers. You need to know what’s valid in what context and once you’ve figured that out, you need to know that it’s controllable. Which in essence is the Square of C.

				You make the link between what it means to be Contextual, Connected, Complete, and Controllable. Everything that has to do with FRESH has to do with those, too. Moreover, if you combine them, you help people to innovate and Innovation can be the ultimate FRESH experience. 

				The system of the 4cs helps you to evaluate what you’re doing, to formulate your needs and it gives you a framework for improvement, by first creating quick wins in short business-driven cycles, but it doesn’t make sense if you don’t have the broader context of long-term impact and the way you use the FRESH principles to realise that. 
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				Figure 4: Now you C it

			

		

		
			
				You have to be aware that the global market has changed fundamentally, so you have to be able to deal with a cycle that moves from certainty to uncertainty and from well-defined to ill-defined. 

				I created the Square of C as a framework to describe and evaluate how well the da-ta-representation and management strategy and infrastructure of an organization corresponds with the information needs of the organization, its collaborators and cus-tomers.

				In general, an information management strategy and infrastructure is required to de-liver to its specific users information that fulfils four specific requirements. The infor-mation needs to be Connected, Contextualised, Complete and Controllable.

				The method starts from a clear definition of these requirements and offers a set of standardised questions and answers that cover all aspects of each C. 

				Every answer chosen is given a score and once all questions are answered the scores are combined by a formula that expresses the interconnection between the Cs and the weight of every sub-aspect of each C. In this way it can generate a percentage score for each C and an integrated overall score.
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				The idea is to give also to non-IT people a quantified, comparable and controllable insight into the performance of their organization with respect to information and data management. 

				This kind of forensic examination of your business has become so important because companies want to become data-driven need to be able to measure and objectify how they are performing with respect to using data profitably and to get an insight into where improvements can or need to be made.

				If you want to make a lasting impact in business, you need to make sure that your people love to work for you and believe in your product or service, to help you to keep building. 

				You also want your customers to love your product, your service, or your brand. That’s not easy. A Gallup poll in 2015 (https://www.gallup.com/workplace/236597/compa-nies-deliver-brand-promises-half-time.aspx) suggested that half of a sample of 18 mil-lion customers believed companies were failing to make good on their brand prom-ises.

				Gallup’s report on the outcomes of their poll said: “A brand promise represents everything a company stands for - or does not stand for. It is the unique statement of what the company offers, what separates it from its rivals and what makes it worthy of customers’ consideration.

				“Brand promises matter to customers - and Gallup research shows that they have a profound impact on business outcomes. The highest-performing companies in Gal-lup’s database deliver on their brand promise 75% of the time, according to their cus-tomers. These companies have greater levels of customer engagement, which enables them to surpass their competitors in terms of share of wallet, profitability, revenue and relationship growth.

				“Gallup’s analysis also shows that only 38% of customers are fully engaged. Fully en-gaged customers have a strong emotional attachment to a company. They’ll go out of their way to locate a favoured product or service, and they won’t accept substitutes. As true brand ambassadors, they are a company’s most valuable and profitable custom-ers.

				“But the majority of customers (62%) don’t feel or behave this way. They’re indifferent or actively disengaged, which also means they’re open to switching brands. Compa-nies that can create strong brand promises and consistently deliver on them have a le-gitimate opportunity to sway these customers and gain a greater share of the market.”
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				It actually gets worse from there, because when asked, only 27% of employees told Gallup that they strongly agreed that they always deliver on the promises they make to customers.

				That’s a clear indication that most companies are missing the Sweet Spot, and that as far as trust goes, their customers don’t love them – and neither do their employees. Ouch!

				If we are to overcome these doubts, we need an entirely new approach. This recipe is based on the Square of C, but it needs an added not-so-secret ingredient to lift your experience to the dizzy heights of true Data Harmony and set you on the road to some-thing very special indeed – the magic that is Innovation. 

				We have already looked in detail at Context, so let’s define the rest of the Square of C… 

				Connectedness: The state of being joined or linked. For instance: Who needs to be able to travel to what information in what point in time and from what device or computer? Or from another perspective: What needs to be brought to whom on what device at what point in time?

				Connectedness indicates how well the individual pieces of information are connected to each other, how easy it is to travel automatically from one piece of information to any other piece of information that can be linked to it in various contexts. 

				Is it possible to see the network of linked information across applications and across data models? Can we travel the network based on contextual information or do we need to set arbitrary boundaries to the walkthrough? 

				Another aspect of connectedness is the fact that a good data infrastructure should automatically link and correlate pieces of data with others without a need for human predefinition, because if human predefinition is needed the model will only be able to represent things we already know, rendering it suboptimal for discovery-based tasks. 

				Clearly, it would help if you had a wealth, rather than a paucity, of data. But it’s not helpful if that data is spread across 37 databases that don’t talk to each other.

				Big data is about connecting different data sources to see the wider picture and that, inherently, is its biggest problem. Only by achieving true seamless connectivity can we make real progress. And that’s not just with what we create today, but the data we already hold, because too often new applications render previous data inaccessible and legacy is lost.
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				It follows, therefore, that we don’t want to create systems today that place a barrier to us using data tomorrow, whatever it looks like and from wherever it is garnered.

				There is also a fundamental truth about data. If it’s not connected, it’s worthless. The sum of big data is always bigger than its individual parts.

				So much of what has guided my approach to big data is based on connectivity, on joining the dots between data and finding links that were otherwise hidden or un-recognised. And, what’s more, I believe you shouldn’t have to specifically ask a data processing tool to show you the links, it should do it automatically.

				Completeness: The state or condition of having all the necessary or appropriate parts. For instance: Who needs to see what information at what point in time, on what device and for what task? Or: How much information do I need to send to what person on what device, at what point in time?

				When applied to data and information Completeness doesn’t mean all available infor-mation has to be thrown at a user whenever he needs it. 

				On the contrary completeness is quite closely linked to context, because often the con-text in which a statement or a request is made, or an operation (or action) is executed will determine exactly what data the user needs. 

				Therefore, in the 4C system there’s a significant link and a mutual influence between completeness and contextuality. The information returned on a user request will de-pend on the specifics of the user, the kind of activity, the timeframe available, the place of activity, the device, and on the other participants in the activity. 

				Completeness here dictates that all information relevant in the context of use of the data and its relevance to the specific needs of the user will be passed on to that user. 

				In the ideal case completeness also includes information that only partially fulfils the contextual criteria but still forms a valid alternative or addition to the data that does fulfil all the contextual criteria. 

				Clearly, the more data you have about a particular subject, the higher the quality of the data should be. That doesn’t mean, however, that if you ask a question of your data, you can’t make a useful response if you only have a partial answer, because half an answer is better than no answer at all: This data is definitely relevant, even if it might not be everything you were looking for. 

				Granted, it can be really annoying if you are presented with limited or ill-judged op-tions based on incomplete data, but that can be as much to do with quality as quan-tity. If I only know two things about a person or a subject, it’s less likely that I have a 
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				fully-formed picture and I run the risk of making poor decisions based on the holes in my knowledge.

				Completeness-Contextuality is in no way a synonym for the well-known duo Preci-sion-Recall, a couple of measures used to quantify the power of classical information retrieval techniques. 

				Recall and Precision start from the data and from the assumption that no matter what the context is the same data forms the complete set of answers to the same question. They start from a universal, context-free validity of data in a model. 

				Completeness and Contextuality, on the other hand, start from the user, the circum-stances and the specific needs of the task in order to determine the validity and value of the data. In other words, the operational context of what the information is needed for dictates what data is valid in answer to a specific context-based request.

				Controllability: The ability to be controlled or managed. For instance: What user can access what information on what device at what point in time for what task - and vice versa.

				Controllability is a key concept in the world of information and data. 

				Simple controllability means the validity of the data can be controlled. Is this data true or false? Some facts can be generally true or generally false. For instance: A physically dead person will be physically dead in all contexts. However, a dead person can still be very real and alive in the emotional memory of somebody else. So here context also plays a role. 

				Controllability in a broader sense relates to quality: The number of available data points relevant in answering a certain question, or the number of connections a data point has with others, will be a very accurate indicator for the quality of the data avail-able in that context.

				If you only have one measurement of the depth of a sea it will be a rather poor-quality answer to the generic question ‘how deep is the sea’? On the other hand, if you have a whole series of measurements, much more accurate answers can be given. 

				The same holds for information about a customer for example. If you only know his address and age it will be very difficult to figure out whether he will be interested in a certain product or service, unless of course it is targeting his specific age group and where he specifically lives.

				Where I differ from Koen Kas and others is that I feel that FRESH doesn’t only hold for the way your brand is perceived, but for the satisfaction levels of the people who work 
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				for you, too. You want stuff to be meaningful, you want it to be enriching… You want all of those things to be a regular part of your everyday job.

				The reason so many companies are so much into data these days is that they see it as an alternative to creative people. ‘Let’s ask the data…’ But as Richard Reeves and John Kneel point out in their best-seller, The 80 Minute MBA, ‘People = Value x’. But if you have a system that connects the dots for you and gives you a complete overview of what’s known and gives it to you in context and allows you to control what’s there as an innovative spirit, it’s much easier to connect new dots for the people.

				If you know the connections, you can control what’s there and add something to it. 

				Here’s a suggestion: Credit cards have been used in banking, but why don’t we use credit cards in social enterprise, where they don’t represent cash, they represent the level of services you can access from healthcare and where you can earn credits by the services you offer to your neighbours. It’s just changing the context, which is kind of a FRESH experience.

				The Square of C is not just a guideline for big data management. Together with the FRESH principles, it comes pretty close to describing a model for general harmony, which holds good for people’s everyday prosperity personally and professionally.

				Koen Kas also talks about factors that contribute to harmony – what he calls ‘delight’, or a lack of it. Something is ‘Good’ – that is to say it’s what you expected, and it works; it is ‘Worst’ – something you expected to work but doesn’t; or it is ‘Best’ – something you didn’t expect but, hey, it works really well, thanks.

				So why is any of this important in dusty Dataville? Because the world is changing. 

				Data is driving everything we do, but it is driving it in a way that we don’t fully under-stand and certainly don’t control.

				It’s important for our personal wellbeing and it’s crucial to our future market fitness in business. Interesting, then isn’t it, that the word that keeps recurring, whether we’re talking the Four Cs, FRESH or fundamental human needs, is ‘connectivity’ or some variant of it.

				Similarly, another concept that appears frequently is ‘context’, either explicitly, or in things like significance or growth.

				And here, just a word on strategy, the value of which Reeves and Knell dismiss a little in their book. What is strategy about? It’s about making sure you make the decisions with regard to data, talent and impact that help to keep you in the Sweet Spot at all stations along the cycle of innovation. That’s all.
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				It is the connections we know or, more likely the connections we’re not aware of yet, and the context in which they appear that will shape our data futures and help us to achieve ‘Data Harmony’.

				If we just look back quickly at what we’ve covered so far, we introduced the concept of the Sweet Spot, we introduced the Square of C, we gave you FRESH to evaluate the ser-vice you give and we gave you Robbins as a larger framework to examine everything in the light of fundamental human needs. 

				To me that seems like a decent set of tools with which to evaluate how far you are off the Sweet Spot. In the next part of the book we’ll use these frameworks to take a deep-er dive into data and the link between data and people. 

				The first step on that journey is to use the Square of C to evaluate the situation, add FRESH to analyse behaviours in big data, then add Who, Where, What, and When to come up with a new way of working with any data. Finally, we’ll show you with some examples of what you can do with it all.
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				The Square of C allows you to represent the same data in the same way, but from differ-ent perspectives, because perspective can be seen as a specific context or combination of contexts.

				So, what did we learn in this chapter?

				Context is king! But you also need your data to be Complete, Connected and Controllable, too.

				Get FRESH: Let Fun, Relevance, Engagement, Sociability and Helpfulness be your guide.

				Love isn’t quite all you need: We all crave a bit of Certainty, Uncertainty or Variety, Significance, Connection, to Grow and to Contribute.
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