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Introduction

This working paper was produced from the transcript of an MIT Workplace Center seminar given by Timothy Riley on Thursday, May 1, 2003. Tim is the Vice President for Strategic growth at Forrester Research.  He is responsible for talent acquisition and development.  Prior to joining Forrester, Tim was Vice President of a management consulting firm and served as Director of Human Resources for a high technology think tank in Cambridge.  

Diane Burton served as the discussant for the seminar.  She is an assistant professor of management at the MIT Sloan School.  Diane’s current major research project is the study of  ....

Diane:  

I have not seen much written about flexibility in the high tech industry.  In fact, when you begin to explore what it means to work flexibly in high tech, what captures peoples’ imagination is the ability to work remotely and the debate is around co-location vs. ?? (inaudible) More broadly the question is, how can information technology enable geographically dispersed people to collaborate more effectively together?  This segues into flexibility and work family community, but that it is not center stage in high tech firms.  

Tim has a great managerial challenge that he is trying to solve.  

Tim:  

Forrester is a research company that focuses on information technology.  We recently acquired one of our quasi competitors – the GIGA information group and right now we are in the midst of integrating these two firms together.  My story is about where we are with this integration, what kind of challenges we are facing, and what some fundamental differences around workplace relationships the two firms have means for us.  Integrating GIGA is forcing Forrester to confront basic assumptions about how we best serve our clients.  We have a history and a legacy of how we are organized that we believe results in great client service, but integrating GIGA has forced us to question some of those assumptions in a major way.  

My goal is to tell you about what we are facing and get some suggestions about ways we might think differently and think out of the traditional box.   I have been at Forrester for six years so I see things from a Forrester perspective.  Some fresh eyes could help me come up with some new ideas I can take back to our executive team about how we might deal with some of the challenges we are facing.  I will tell you a little bit about strategically why we bought this company and what were we hoping to achieve.  I will explain some of the similarities and some of the differences between the two companies and then talk about what I see as our big integration challenge.  I will tell you about what we actually have decided to do, what we are in the process of doing, and what we see for the next 6 -9 months.  

Forrester is an information technology firm.  We work at the intersection of business and technology and there are many people who work in the various realms of the technology research world.  We look at that intersection and our goal, our strategy in the organization is to become the most influential advisor to businesses around that intersection.  We want to be the trusted advisor for people who are trying to figure out how business is impacted by technology.  We do not do a lot of work in the non profit sector.  Most of our clients are corporations and we have some government policy consumers. We are working on becoming a bigger player.  

The industry got very big in the sense of a lot of players and is going through a consolidation now.  The market is approximately a 2.7 billion dollar market.  The largest player in the market is the Gardner Group.  They are approximately a 900 million dollar organization and they do many things besides write syndicated research which is our fundamental product.  Forrester wants to be the most influential, not necessarily the biggest, but we need to get some critical mass.  In part we are doing this by becoming bigger.  Secondly we need to expand into new spaces -- into the more tactical leadership.  Historically we have written for strategic leaders and unfortunately that is a limited set of consumers, so we want to try to expand into consumer markets.  

GIGA helps us get bigger.  When we took a look at the client base of GIGA, we saw that they are a more tactical organization and focus on more tactical day-to-day decision-making.  We each have about 1100 or 1200 clients, but only 315 of those clients are overlapping.  So from our perspective, we have two very important opportunities.  One is cross selling, there are 855 clients who buy our research, but do not buy GIGA.   We now can come back to them with a new value proposition and help open doors inside their organization.  We can use our contacts and our success to sell GIGA.  The cross sell opportunity is very big.  

The other opportunity is really an upsell.  Even within the 350 organizations where they buy Giga and Forrester research, what we have discovered is that in most cases it is just the IT department reading the GIGA research and the relationships are really at that one end of the company.  At Microsoft or Coca Cola research by Forrester is being read by the marketing people, the strategy people, and the chief executive officer.  But in the IT department, what we write about is not figured relevant to their success – so they are reading the GIGA research which helps them with vendor selection and tactical day to day decisions that they are faced with.  

Almost all of these clients are reading Gardner research.   Gardner has a very interesting go-to-market strategy which is they are well imbedded with about 3,000 technology clients and they feel they have tremendous influence.  Their thinking is if their clients want to influence their leadership, then it would help to be a client of theirs.  And they are very explicit about that.  People buy Gardner because they want to have influence with what Gardner writes about them.  As they say, “we don’t even have to write anything negative about you.  We just won’t write about you – so we’ll pretend you don’t exist!”  Three thousand major organizations are going to be reading about what we have to say and your name is not going to come up much.”  Most clients say, I have got to have Gardner, they are big and influential.  So, most people out in corporate America are buying Gardner.  We have been told by clients that they feel they have to buy Gardner.  

Forrester has always written for ??  level executives.  We take a strategic prospective and write about long term trends and major shifts in the market place.  We have an internal phrase, “technology thunderstorms” things that come through in shifts – technology thinking radically.  The internet, client server computers in many ways shifted the way people thought about computing.  There are a number of those things and we look out for “what’s going on out there that is going to be a major shift for you?”  GIGA, on the other hand, is read much more at the manager level.  These are people who are facing day-to-day tactical decisions and who need guidance on that.  For us it means it gets Forrester in front of a new population of people and allows us to take some of this technology – more tactical issues up a level, so we are now extending our influence beyond our traditional boundaries.  To recap, purchasing GIGA helped us grow in terms of size and in terms of influence.  

Question:  If you put Gardner as your main competitor – where are they?  Do they do both?

Tim:  Gardner writes for both the ?? level executives and for managers.  Despite the fact that we are in the early days of this acquisition, we have gone to clients and one of our value propositions now is that we represent an alternative to Gardner.  Neither of us did before because one brought a very strategic perspective, but lacked the tactical, pragmatic decision making sort of support advice.  These folks were not a complete alternative to Gardner either because Gardner did provide that strategic perspective so now we can go to clients and say “If you have been holding your nose and buying Gardner , we now have an alternative for you.  We can sell you better research for less money and you are going to have a much better client experience.”

Question:  Who works for you? Are they the same or different from who works for Gardner?  Who else employs the kind of people that you need to employ?

Question:  Do you have a way of allowing companies to be noticed in the way that Gardner has?

We certainly write about movers and shakers in technology and we, like most research companies, name names.  We talk about people who we think are best practice examples just as Gardner does.  

Question:  And you could build that PR part of it up?

Yes, but I think our value comes in helping people make better decisions.  There are a lot of bad decisions being made out there for lack of better information.  To be fair, Gardner does the same thing.  Because they are a big organization – regardless of how their sales force positions them, their research is high quality and the people we survey who are Gardner clients – most of them think they get tremendous value out of it.  

Let me tell you about the similarities and differences between the two firms.  Forrester was founded 20 years ago by George Forrester in his basement in North Cambridge.  George is still very active in the organization.  We have had 20 years of profitability and have never been acquired, not many technology firms can say that.  The company grew up strongly influenced by George’s personality.  

GIGA, on the other hand, was founded by Gideon Gardner who had founded the Gardner group and been forced out by shareholders in a dispute.  I would not be surprised if he founded GIGA in somewhat of a  “I’ll get back at you move.  Nevertheless, he founded a pretty good company that is about 7 years old, so it is a newer company than Forrester with a less formed culture.  

Our cultures are very distinct and strong.  In terms of size, Forrester is just under a hundred million in revenue in 2002.  GIGA is at about 63 million.  So we are a little larger from a revenue standpoint and a little larger from headcount standpoint.  We have about 360 employees, all but three of whom work in four research centers.  We have three people who are working outside of an office.  280 people work at GIGA.  Most of whom work in home situations.  They have offices in Santa Clara, Cambridge, and London, but many people are there only a day a week or sometimes only when business meetings are called.  GIGA has folks working in about 30 different states.  Which is a new experience for us.  We tend to be very concentrated together.  

The average age at Forrester is 32.  With a workforce this young there are a lot of single people and a lot of interoffice dating.  These people are “young hotshots,” graduates of the best schools.  People who were previously internet executives work at GIGA  including ex-CIOs and ex-CPOs.  These are people who grew up in the technology world, folks who used to run IT at Citibank or big organizations.  They are very experienced and their average age is 46.  These are folks who saw research at some level as a second career.  “I had been working in one organization…influencing one organization.  I would like to influence the industry.  I would like to have more of a profile…”

We have always been a strategic organization.  We write for a strategic perspective.  The focus of GIGA – we are people who have been living in your shoes – facing the kind of problems you faced.  I know what it means to have to get that budget done next week and have to figure out whether we are going to have to buy a hundred servers from this person or that person.  So they tend to be real practitioners.  People who give pragmatic advice.  We tend to be more strategic in the long term focus.  

When we got to know this organization we noticed we are very similar in the way we do business and how our people work.  Our people and their people are both very savvy technically.  These are folks that have passion for technology.  When they get up in the morning they think about technology – when they go to sleep they dream about technology.  In both groups these are technology people.  They may be very interested in different technology.  One guy is going to sleep thinking about how I used the web as a channel to push products out in the market.  The other person is thinking how will they get that server fixed.  Both populations of analysts want an influence.  They are really interested in influence.  You talk to these new GIGA people and you hear the same things you hear from the Forrester people which is, “I really want to shape the way people deal with technology.  Because of what I say I want them to change the way they do business.”

I hired a very young analyst about 5 years ago named Shanta.   He was a young up-and –coming, hard charging, smart off the charts kind of guy and he said, “you know someday I would love to write a report that somebody important actually reads.” Writing a report at Forrester is tough because of the process.  And Shanta got his first report out and Forrester sent him to a meeting Microsoft has every year.  It is what they call their analyst round up and they invite analysts in from Yankee and from Aberdeen and GIGA and Gardner and Forrester and Meta and they say “here is our problem” and they’ve got all these smart analysts in the room and they say “shoot holes in our strategy – because if you shoot them, maybe the market place won’t – so pick out your strategies.”  And the Microsoft presenter began with their go-to-market strategy and he clicks the clicker and up comes this graph that had been lifted right out of Shanta’s report.  Shanta said, “I almost fell of my chair” that Microsoft said “that’s our go to market strategy.  The next slide up was lifted right out of his report , too, so Shanta was in seventh heaven.  

The GIGA people would respond the same way.  They want an influence – they want to have that ability to shape what is going on in the industries and they are all intellectually curious.  These are lifetime learners and they read everything they can get their hands on.  They are out talking to experts and dealing with people, so whether they are 46 or 32 they have some real common traits in terms of the kind of personalities that they have.  

Along with the similarities come a few differences.  We have an extremely centralized workforce. At Forrester, you work on a team and every employee goes through our orientation program.  We take normal people and turn them into Foresterites.  That is our whole mentality.  I use the analogy that we are sort of the marine core of the research industry -- we want you to become one of us.  

GIGA, on the other hand, is very distributed and very happy with that and they might hire somebody in Omaha who lives in Wisconsin which they did.  They feel like they hire the right people, for instance a 50 year old who had been an IT director, who is smart, and has something to add.  That is just fine with us.  

We will figure out how we will all work together, our very different work forces.  All of our work product is created in teams, so when analysts write a report there is always a research associate attached to that team.  The whole team’s photo appears in the research when it is published.  It is all reviewed by other people – we have a process called 3rd eyes.  Every report is highly scrutinized by other people.  We have what is called a WIM session -- which stands for What It Means -- where we invite analysts from all over the company and the analyst presents the idea of his or her report.  People just question every assumption you’ve made – they test your report.  All of that and 4 chips.  

Our fundamental product is syndicated research.  If you are a client you sign up for a year’s worth or two years worth and we deliver that research to you and it is all produced in teams.

A full blown research report takes about 10 weeks to produce.  Smaller documents like briefs or for instance when Compaq acquired Digital or some big event occurs we want to get something on the website quickly, but fundamentally the research reports are about an 8-10 week process from beginning to ship.  Sometimes the idea is regimenting around before anyone starts to tackle it as a research project.    But ______________ works fairly individually.  These analysts spend a lot of time on the phone, probably half their day is spent talking to clients, talking to people out there in the organizations.  If they get the same 5 phone calls – they say “there must be a lot of interest in that – I’m going to write something and publish it.”  They write it – it goes on their website.  So their view is, Tim Riley is sitting in Back Bay Wisconsin – we trust him – so what he writes goes up on the website.  

When you get products from Forrester they look a lot alike.  There is a Forrester voice.  The analyst has got to make the call and tell the client what to do.  If three good alternatives have not helped the client – which alternative should the client do?    

Every one of our research reports have that.  Where with GIGA, the research is much more variable.  Some people go in that direction.  Others give appropriate choices – here is what I think, but there might be an alternative.  So you get much more variability in the product, but it is produced very individually.  That is not to say that they do not talk to each other because they spend a lot of time talking to each other but the research is really produced by individuals.  It is solo work.

Question:

How much are the Forrester people in their teams talking with their clients – in the production of their…..

Our research methodology is primary research, so we are talking to people in academia, industry, and government about a particular research question.   We are reaching out and are probably doing seventy to one hundred long interviews as part of the data gathering process.  What we find – and we’ve come up with a phrase I am about to use – is we dig out a client by calling them and saying, “you know Tim I have got to make a decision next week.  Should I go this way or that way?”  So they are getting many more clients calling them, whereas we are actually reaching out and saying “we want to talk to the CIO at Dell about this.  It is a little difference, but that is another way that we help people --  we dig a boat.  We will take phone call.  So a client calls up and says “I have a big presentation to do.  I have to think about this and here is my strategy – here is what I’m thinking about recommending as my strategy – can you spend some time with me face to face?”  Well, remember – we primarily hire writers.  If there is a single core competence to our people, it is analysis and writing.  There core competencies – analysis and talking.  They love to talk to people on the phone and they develop a really strong interpersonal relationship with people, so that is a difference.  In terms of that kind of live situation – I GIGA – if 18,000 of those live calls and Forrester did 5,000.  Even though we are a much bigger organization they are much more interactive with clients. GIGA develops stronger personal relationships than Forrester.

Question:  Is the report tailored to a particular client, but then it goes to all your clients on a particular issue – is that right?

It depends on what they purchase from us, but generally that is a true statement yes. 

Yes, we used to sell research based on (?) Silo.  If you were on Telecom, we sold Telecom research and if you wanted to buy retail research, we would do that.  If you found yourself starting the year with Telecom but you needed retail because suddenly that got hot you had to go back to your salesperson.  It was a really bad client experience, so we basically said “here’s what you pay – you want it- you get it.”  But you don’t get everything unless you want everything.

Question:  And everybody gets the same thing.

Yes. What we don’t do is we don’t do white papers.  So if you come to us and say, “will you come and do a custom project just for us about this new product we are about to roll onto the marketplace?” we won’t do it.  That is not research to us.    There are firms that do that but it’s just not us.  

Question:   Are strong interpersonal relationships developed solely by phone or are there face to face meetings?

They are definitely face to face meetings – in both organizations.

Question:  How does GIGA do that?

They will go to clients – to vendor – vendor briefings – they will go to conferences.  You know both organizations hold events so they will meet their clients at events but, the majority of their contact is over the telephone.  

So those are two significant differences, the other is fundamentally we are interested in the horizon line and GIGA is interested in the bottom-line so we help to plan and GIGA helps you act.  So our analysts are people who are very strategic and you could bore them to death getting them to say “which vendor should they go to?”  Well I don’t know.  I’m talking about whether there is going to be this kind of vendor two years from now and these guys – and this is simplifying this – but our people over here think strategically and people over here think pragmatically and fundamentally we hired people with different orientations.  We push research – our view is we are going to write what we think our clients ought to read.  We are a bunch of smart people we spend all day every day thinking about where technology is going – we are going to decide – you know in part because of what they tell us they need, but in part we think there is some stuff that they don’t know they need, but they do need.  And so there is some stuff that they ought to be reading whether they like it or not so we are going to write research and create research and we are going to push it out from our place.  GIGA is pretty much responsible for this.  Whatever they call me about, whatever their problem is, I am going to work on that.  If I get 5 phone calls on this particular question I am going to write a report about it because that means it’s just symptomatic that there is a broad appetite in the market for guidance on this organization.

Question:  Who in Forrester decides whether this is worthy of research?  

The research director who manages a particular research team sits down with all the research assistants at the beginning of the year and map out what they think the year will look like across the entire organization in terms of contents.  We try to define it and then every quarter we sit down and say “are those still the right sets of topics?”  And sometimes we do that because an analyst says “You know what?  I’ve just got to write about this – I’ve  got this burning passion to write about this particular thing – network security, or something else” so that gets factored in as well because usually when those guys want to write that much about something it is probably important to pay attention to it.

Question:  Can we have just a little more on the demographics of the two work forces with that the agents can do the same thing on gender break down diversity?

Our organization is about 50% female.  GIGA’s is about 35% female, so they have fewer women in the workforce.  From an educational standpoint GIGA tends to be much more engineering/technical in their education than our analysts.  We have more marketing people – with technical backgrounds as well.  More MBA’s on our side than on that side because that wasn’t necessary to be successful as a CPO – but when we look at advanced technology stuff it’s probably more concentrated on their side.

Regarding diversity, neither of these organizations are very diverse as far as I can tell.  When I first came, I went to George Forrester and I said “Tell me about diversity”. I think George is a Harvard graduate and two of the people who interviewed me were Harvard graduates.  And so when I said, “Tell me about diversity” he said “we’ve got Harvard, Yale, Princeton!  We got ‘em all!”  And I said, “that’s not quite my idea of diversity” but it hasn’t changed in the six years I’ve been here so I’ve been able to make very little progress in regards to this. In terms of diversity we do very well on the female dimension, we do less well on almost all of the other dimensions.  In part, for Forrester, I it is just harder in Boston –Boston is not a great city in terms of diversity compared to Chicago or New York that have a much more sizable population of diversity candidates.  

GIGA is a little better in part because they let the people live where they want.  They find a great analyst in LA or Chicago it’s fine with them.  They don’t need them in Boston.  But to be frank, our attempts to move minority candidates to Boston has not been successful.  Boston does not enjoy a great reputation and one can understand that if you’ve been here for a while.  

The other thing I would say about the differences between organizations is our people see themselves as big idea people.  Ideas are their world.  They want to be known as a big idea generators.  The phrase “client server” was a Forrester research term.  One of our analysts invented that term to describe this new way of computing.  These guys want to be…they are all up and coming superstars and they become great inside Forrester when they become known as a big idea generator and they are superstars.  Over here you become great inside GIGA by being a great responder.  Your clients love you – they are saying “gosh he calls me six times a week – he is all over my problems – I called him and he was back to me in 15 minutes” and that’s superstardom inside the GIGA world.  So it’s high on client touch, high on interpersonal stuff.  We are high on ideas and high on sort of the superstar stuff.  

Question:  The structure at GIGA – How did they get big?  Forrester I know you got a subscription to the research right?  

Yes.

Question:  And how do they get paid at GIGA?

It is somewhat the same in that they have ongoing contracts so they have what we call an agreement value so people are assigned ahead of time.  They also buy more consulting services which are project structured so you might hire a GIGA analyst to help you for a short term project and it would be priced that way.  

I don’t know if those sound like serious problems or if those differences sound like serious differences, but I think that if they are fundamental – and I think there is a fundamental difference which I think represents the integration challenge but I am interested very much to see what you think.  I think there are what I have discovered to be fundamental differences that permeate these organizations that allow them to work the way they work, to let people live where they want versus living in the hot houses of Forrester offices.

Question:  Did you know all of this before you made the acquisition?

We knew some of it.  We knew that they had a distributed work force because there is a list of who they are and you see they are in 30 states.  That, however, is secondary to us.  I am not sure any of these differences are fatal, but they certainly create an interesting opportunity for us.  What I didn’t realize is how important this issue of being able to work from your home is.  The day the acquisition was announced -- and because of this world we live in now nothing can be leaked to anybody so it was a complete surprise – George and I went to their offices and their employees were completely blindsided by the acquisition.  We had a world wide teleconference which they are very comfortable doing at which George and I talked and the first question I got asked was “are you going to let us continue to work from our homes?”  George and I thought – of all the things that we thought we were going to answer that wasn’t on the list.  So we said – Sure!  And I thought “If only I could have that word back!”  We knew that they worked this way – we just didn’t realize how much it is part of that company’s culture. …and you will see a little bit about – that’s exactly what I am going to talk about.  Fundamentally, Forrester believes that cultural (inaudiable – seems to be a gap). is very important ____________.  

... One Forrester voice – we don’t want you to get two different points of views from Forrester – should we offshore to India all of our software program – you are never going to hear two voices from Forrester.  It is “Yes!”  Is it going to be an important factor in our economy?  Absolutely.  We will tell you how many jobs are going to India . George wants one voice so the client hears no confusion, no identity crisis.  So when you come to Forrester – you know we are not always right but we are really sure.  

(laughter)

Although Georges’ phrase is – if you’re not right 8 out of 10 times, clients are going to stop buying.  So you have to be right a lot, so you better do your homework.  But what we believe is that we create a very consistent, very high quality produce.  Anytime you interact with Forrester it’s going to feel like Forrester.   You are not going to feel like one day it’s one company the next day it’s a different company – you get a very consistent, very high quality, very expensive experience.  So what we believe is that there is an exceptional client experience.  The client really gets value out of this relationship because they never get variability in quality.  And GIGA believes a hustle free agency is very important to them.  So their analysts – I just had them all down the road at the HYATT last week.  Flew in from all over the country.  Most of them were meeting each other for the first time.  That was interesting…They were meeting us and they don’t know if I work for GIGA or for Forrester.  

(Laughter)

It’s like free agent nation out there and they value that highly, they cherish it – and they believe it creates a very responsive, very engaged relationship with the clients because the client find an analyst – develops a high trust interpersonal relationship – you don’t trust a piece of written material you trust a guy who calls you back at 9:30 at night because the next morning you had to go in front of the CPO about something – that’s trust.  And that comes from people being able to do it their way.  And the way that Tim does it and the way that Diane does it is really going to be different and guess what?  Who cares?  So their view is happy clients.  In the end, we both want the same thing – we both want the clients to have an experience that keeps them as clients, makes them happy as clients you know but we get there very differently.

Question: But it sounds like GIGA is actually very highly tailored to a particular client.

They are in the sense that they respond to whatever the client asks for.  In fact the second question after the acquisition was “How the hell do you sell research without the personal stuff because we have never been able to do that?”  What you find when you read their research is – you go to their website remember they can publish straight from the website - is there is tremendous variability – there is not a GIGA written product – it is like a frequently asked questions sheet.  Lots of people are asking about this so I had better produce an answer and I’m going to make some phone calls – I am talking to lots of people everyday right?  You know thousands of these calls – so I’m going to have my finger right on the pulse and I’m going to tell people what’s going on.

Question:  

But do you see the product as mostly the phone calls at 10:00 am – like you know, responding to that phone call or do you see it as whether it’s written on the website in response?

Well GIGA, I think, in my personal opinion is the phone calls.  They are better than we are at client response.  What we measure is quality of written product. You get it out on time – high quality.  Are you quoted in the media a lot – the superstar status, right?  Most quoted research organizations in the world on the internet is Forrester research.  Josh Brunoff, a Forrester analyst, knows more about digital television than anyone who walks the planet.  That’s the stuff they love right?  

Down here is response time to clients.  They sort of clock – client calls – the knowledge center calls you they want to know…they track when the client got that call – it better not be more than 2 hours.  So they track everything and it is about that personal relationship.  

Question:  I guess I want to ask just a basic question why do you think it should be one culture?

Another person in audience:  Right…what’s the problem?

1st person continuing question:  Maybe this works.  Maybe this works in different market segments that you just expanded into and by trying to sectionalize; by trying to break it all into one, consequently you may lose both.

Well I’m not sure we do.  I think part of the reason I am here to talk to you guys is that we are still trying to make a decision about that.  What can we unify and what can we preserve in terms of differences.  Our instinct is to say that difference is good – I had that [Inaudible] lapping clients.  

Inquirer:  Yeah.

Well we’ve been trying to [inaudible] all of our clients.  They knew about us and chose not to buy us.  It could be that we aren’t doing what they want,but GIGA is.  And the same is true for our client who “they knew about GIGA – GIGA sales force called on them.  They chose not to buy GIGA.  Could that be because of the differences in what they are offering are reflected in the decisions to buy and not buy? That is one of the questions.

Question:  So the senior here is – you are all at senior management level – open to them – that scenario maintaining differences.

Diane:  Don’t answer that. (laughter)

Tim:  Let’s click to the next slide.

Diane:  I don’t think we have the pros and cons yet right before we went with what our conclusion is.  Because I think you can make the argument both ways.

Question:  Yeah, I just want to know if they are open to that – but we can wait – if you want to ---

Well here is and opportunity for me to turn the tide a little bit – turn the tables.  I would love to hear from you.  I would love to hear what your thoughts are – maybe there are some issues that you are seeing that we don’t see .  But in traditional force we always have to tell you what the questions are even though there are many more questions needed, but these are three that I heard this afternoon.  

One is:  Should Forrester be more open to confusion in its calls. Right?  We say there is a Forrester way.  Well if you go to the big website they will say – Here is our recommendation but here is our dissenting view, right?  So if it’s not going to be this it might be that.  Right?  That will never happen in a Forrester report.  But maybe we’ve been a little too monolithic about that.  Should we get more flexible about the way we relate to our clients?  How much of this poll stuff can we introduce in a healthy fashion right?  How responsive do we want to be to just answering the phone when the client calls verses saying “If you don’t think about this – which I know isn’t on your radar screen right now – it is going to sink your company.  You ignore on-line retailing and you are going to go away.”  So that’s our thing and we push it out there – well maybe we’ve been pushing to much but how much can we allow the pole before we compromise who we are and our identity and how much of the free agency should we let in?  And there are lots of other questions.  So I’m going to let Diane lead this in a discussion.  

Diane:  I think that we love the questions right?

Tim:  Yeah,

Question:  I just have a comment or two on what you said earlier of the class system among the analyst terms and so Gardner is the premiere brand – everybody looks to Gardner.  But Forrester is a very elitist brand if I remember correctly – GIGA was not.  GIGA was not blue collar but it’s a sort of roll up your sleeve sort of shop.

Diane:  What do you mean by Elitist?

Question:  Elitist in the term of…

Diane:  We know best?

Question: Like McKinsey is an elite firm as opposed to AT Carney – maybe that’s like the perfect analogy.

Tim:  Well that’s interesting because McKinsey is who we do compare ourselves to.  We benchmark against McKinsey and we love to hire their people and that’s exactly how we see ourselves.  Your assessment is 100% …

Question:  So that is an opinion point from my background. But one of the things I learned when I was an analyst for a short time was retention of your clients has a lot to do with how much you talk to them and so an analyst personally talks to a client who subscribes to the research – that is a big deal especially in the 3 months before renewal time.  And so there is a trend among all of these firms to talk to touch their clients now I don’t know if Forrester did this better than GIGA…

Tim:  I don’t know if we did it better than GIGA but I think your point is well made and it used to be that client calls were an interruption to me writing my research report and that is a formula for non renewal – you know we had to make some changes in that regard.

Question:  So my question is – what were the renewal rates for Forrester vs. GIGA at the time or what are they right now?

Diane:  Let me extend it because are you calling Forrester and you want a Forrester person to answer or are you calling Tim or Mike or Mary and …because it is tied to how much client retention is related to employee retention.  And it sounds like it might differ in problems because of  Forrester ______________.

Tim:  Well I think GIGA actually has good client retention.  It is interesting because during the internet boom there was this very interesting dynamic that went on when people really felt threatened, really felt endangered by the internet and the web and all of that stuff – it wasn’t so long ago – that scared people a lot and kept them up at night and Forrester was renewing 90% of their clients.  You couldn’t afford not to and Forrester put a lot of eggs in the internet basket which was great during the growth years when we literally were growing 70-80% per year for 3 or 4 years.  Then the dot com bomb came along and basically a lot of those companies ceased to exist and then who were we left with because we had become very well identified with the internet. What we see now is that our renewals fell dramatically.  

GIGA never was a player on the internet side.  They were an IT shop.  They kept that IT person and for those years 96, 97, 98 ,99 when IT was …people who weren’t so smart went to work all the stereotypes were really negative, GIGA was right there helping those people and they stayed very loyal to GIGA and to them it was like Forrester who?  So their retention rates or their renewal rates are higher than ours because they have a very deep personal connection to their client base.  They are not so dramatically different but it is a challenging time for anybody out there right now but I would say that their loyalty and faithfulness to that IT market has paid off for them.

Question:  Can I just ask a factual question? Is this renewal rate your best operational metric for measuring success or is there something else?

It is a very important metric because the readable model where you sign a contract and you pay up front.  You know when the client doesn’t renew that’s a revenue stream that goes away and maybe they will come back 3 months from now or 6 months from now or maybe they won’t.  A renewal, of course, is a much less expensive cost for sale than trying to find a new client, so the renewal rate is an extremely important predictor of the business.

Question:  What else would go with that?  What other performance metric in addition to renewal?

Profit margins.  Margins are important indicators, growth rate, top line bookings growth rate – those kind of things.

Question:  (inaudible)

And renewal rates are measured two ways – one is the number of clients right? But the other is with the agreement value – how much we are buying.

Question:  Do you track, demand a particular report?

Yeah, the complication is because we have kind of a “you can take anything you want” approach –you sign up to buy a certain amount of seats (?) that can access our research and what they read is our best indicator of what the market place wants because they are not buying just a particular stream of research, they have access to that whenever they want. Our best data is research usage which we track because we know what they are logging into – we know how long they are logging into it or – so we can look and say  network security is hot because it’s getting so many hits and there are people that are staying in those reports a long time – you can see page views – you can measure all the usage data.  And, for example, after 9/11 all sorts of things related to security just went through the roof and other things just dropped off, you know, on line retailing during the Christmas season of 2001 -- no one was reading it because that’s not what they were worried about – they were worried about security issues and network securities and other things like that.  

Question:  Quick question and then a comment.  The question is on this discussion point,  what is causing you to have these questions?  Is it that you are wondering whether you should – because GIGA has an interesting high tailored strategy it is making you think – “Wow! Maybe we should do that at Forrester”? or is it that employees are sort of starting to demand we want more free agent.  What is pushing you towards having those questions.

I think it’s their success with clients and what we are hearing clients say to us is: we understand you just purchased GIGA – don’t screw up my relationship with my analyst – whatever you do I want to maintain that contact with my analyst” and what we are realizing is that personal trust is an acute factor in their success.

Question:  ____used to work for a ___________ company and you said that you liked to hire people from McKinsey but from your description of Forrester it seems to me to be very different from a Bain and McKinsey.  I guess what I am really suggesting is that should you really compare yourself to GIGA for answers or should you look at other people in the strategic market who are doing more high tailored things?  Your question maybe should be more if you are asking me questions should we become more like Bain and McKinsey because they do very highly tailored things and they have very high platinum response to this and I would think probably not because I bet it’s a different – even though you say you want hire people from McKinsey, I bet it’s a slightly different person and a different type of work force who works for Bain and McKinsey because that’s such a high travel –high client demand

Tim:  Right.

Question:  Higher personal skills – so much of is it tailored to what that particular client wants so to me the questions would be more – how does Forrester look vs. these other high tailored strategic people, not what can I learn from GIGA.

Audience:  If you think about it – if you are a Forrester employee and see “hey!  She lives in northern Vermont and gets the same benefit package and has the same job” 

Audience:  But that’s what I was wondering if it was coming from the employees because if it was I would have a different answer.  It doesn’t sound like it is.

Tim:  It isn’t coming…well it’s sort of a selection process.  We hired people who want to live in Boston and San Francisco which are our two big research centers here or London and Amsterdam which are our European research centers and if you wanted to live in Edenborough or Green Bay – you probably would never talk to us because we are pretty clear up front that you got to live in an office space.  But I think our comparison to McKinsey is more our aspiration to be viewed as elite than it is that McKinsey people would actually be successful analyst.  Part of the interviewing process at Forrester which is again sort of part of our culture life stuff is there is a very rigid process including no matter what you do you have to present to a group of people who basically try hard to rattle your cage by asking you lots of hard questions that you can’t answer and…because they want to see how people respond on their feet.  What we find is that people from McKinsey or Bain who come and interview with us do very well at that.  That sort of intellectual fencing is their forte, but they can’t write and the job is really 80 percent writing at Forrester.  So what they find is that they are great whenever they are in front of a client, but most of the time they are not and so they often don’t find the research that we do very interesting.

Question:  I notice a pattern here…that you’ve got two sets of customers and one being your mid-level managers actually have to implement the thing and on the other side you’ve got the CEO’s.  

Tim: Yes

Question:  One of them – the CEO’s tend to go “We just one answer from Forrester – the other one is going for they want (tape fades out) – so I think the customers are relating to their own in a sense.

Tim:  sort of birds of a feather kind of relationship

Audience:  Yeah, yeah and certainly when I’m trying to fix something – if I have an issue with my car – “do you have any experience on this – what’s your background?”  I mean – don’t tell me a whole bunch of choices – what have you actually done?  And what’s your experience.  

Audience:  But when you’re buying a new car – you might want the Forrester report – I mean there are two different kinds of problems.

Audience: That could be true. Yeah, I mean – brand new words implementing – you know they are already out there for me but how do I make it work?  You know so ...

Lotte:  [inaudible first few sentences – fades in] -  as if there is a basic assumption – your question is that there has to be some you might call cultural integration or systems integration and whether you talk about cross selling or upselling.  Whether one couldn’t take the line partly for the different markets but you do want to that you sort of put on top of somewhere in this a sort of triage group, that roots the cross selling, the upwelling but less of two units merge and sort of take the attitude that interactions will happen, you know one can let an integration merge as long as you’ve got somewhere a unit, you know a triage unit kind of things that puts it in the right place and tries to connect specific, tries to get specific clients interested in a more strategic thing if they are coming from GIGA or specific clients – just alert them to the fact that there is a GIGA there that can help you with tomorrow’s problem and let the integration emerge.  

(Long silence)

Lotte:  You’re smiling.

Tim:  I’m not…She didn’t want me answer any of these questions so… (laughing)

Audience:  I am interested in your comment that people came to work for Forrester because they wanted to work in Boston or London or wherever they want and I am wondering if that is your perception or if that’s fact?  They might like Forrester – but they might like Forrester even better if they worked from a home base.  And I am wondering how much you are controlling the environment and thinking that is the fact versus letting loose a little bit and seeing what might be the fact.  

Tim:  Well as I said – of our 350 employees – 3 don’t work in our offices.  And who are those 3?  They are people who are with the company for a long time – highly culturated – they have been Forresterized – no question that they are going to drift off and become something else.  So far, we have been very controlling and extremely explicit about that.  That we would not interview you if you lived in St. Louis and didn’t say in the first conversation that you are willing to move to San Francisco or Cambridge so you are absolutely right – we have controlled the experiment a lot.  Now I think one of the interesting things is that as people sort of learn that maybe I can live as one of these GIGA people does in Montreal but get paid in American Dollars?  There’s a smart woman!  So she’s buying her groceries with Canadian pesos and we’re paying her in hard currency.  So she’s definitely…and so people see that and say “Hey she is actually pretty successful!”  I wonder whether we will start to get blowback from our workers.

Question:  [few sentences inaudible] what’s your total of women in certain level positions?  I know _________ has a really hard time keeping people after the consult level once women start having children and stuff and so is that an issue that you at all face?

Diane:  Yeah, I think _____________ demographic right?  About 32 is average.

Tim:  Again our environment is lower travel than GIGA because again you are writing more and we do have a number of our female analysts who have gone off and had kids and have come back and we have been pretty flexible about the 4 day a week schedules or we try to be flexible within the environment but we haven’t gotten a lot of demand to actually work at home full time.  

Question: But would it be comfortable to demand?

Tim:  Will it be open to that demand?  Is that the question?

Question:  You said you haven’t had a lot of demand and I am questioning why you might not have had the demand and is it because it does not appear to feel comfortable to demand?

Tim:  In part, it’s absolutely right, that it doesn’t feel because of the way we produce our product in a highly collaborative environment – just for example – there are no hard wall offices at our organization.  The Chairman, everybody sits in what we call a Pod, which is a small group of desks that are in a room -- so everything is very collaborative.  You go to GIGA and everybody has a hard wall office and to me it was hard.  But everybody had an office with a door.  I sit in a pod that is maybe half the size of this room and there are 7 people in that area with our desks and so you hear lots of stuff and for some people they hate that work environment.  They say “I am always distracted” or they just can’t work in that environment.  But that’s really the way our product gets produced and it’s hearing that phone call from the guy next to you who is talking to the VP of marketing at Lands End about something and you hear something and that sparks an idea.  Forrester...We’re not so sure we can produce our product with people working all these different places.

Question:  I was thinking of an example of a company that might be similar it’s a bit bigger but it’s Bouse Allen. Bouse Allen has a commercial business and then it has a technology business.  The commercial business I guess can be to McKinsey and strategy firms and the technology business it’s partially government consulting but then its system integration so on one end they recruit from different places.  They have a different kind of travel schedule.  The technology business is very – you stay where you’re at and go to the client site locally but the rest of the strategy practices you know exactly like Bain, high travel – so my brother-in-law works for the technology business and I always talk to him and I say “Don’t you have issues with the commercial business guys – those guys who came from business school and aren’t they snooty and have you ever worked with those guys?” They work just fine because they transfer best practices from one site to the other – they are very segmented so you never have to really see those guys for it to rub in that you are getting paid less or maybe that you don’t have to travel as much.  So maybe it can work that you can have the two divisions as long as you don’t have this class distinction which is a big deal with the superstar mentality that the analyst turn out, I think you can get away with it.

Question:  But what if you think there is this strategic kind of  _____________...so what if your ability to be bright 8 out of 10 times depends on you having the best handle on what the current problems are as well as the knowledge of who in the world is trying to solve them and in what way.  Will you as Forrester do better if you really understand what the GIGA people know?

Tim:  It’s about integrating teams – based on a account or __________ 

Audience:  _____teams?

Tim:  Yeah, I mean that would answer that in some way.

Audience: But if you want to know how they work – how do you do that?

You work for it.

Audience:  With your conference call lying open all day?

Laughter.

Audience:  No you can – first of all here is the spin down from the fashion – my daughter works in San Francisco for Forrester – Do you know Becky?

Tim:  Very well.

Becky’s Mom:  (laughter) I have come to these sessions before I didn’t come only because you are here.  They know me – but I thought the coincidence was too much – I had to come today.  You do work …watching my daughter work -- she is part of a virtual team – her team isn’t all in San Francisco – I mean her primary relationships are what she is doing.  But I know her boss is in Cambridge but you do work virtually already, so what you think is probably the majority is in your pods and I know what your pods look like and you didn’t tell them the best part about the posters on the different floors of rock stars and some of these other places that the company _________ but there is virtual work going on at least maybe a minority I don’t know – but she seems to connect with and work with and you have.  

Tim:  Becky worked here, though, before San Francisco.

Becky’s Mom:  She started here, yeah and she got shipped out there yeah, so she was inculcated there and then went to San Francisco.

Tim:  We programmed her before we sent her out there.

Becky’s Mom:  That’s right – she doesn’t look that different to me before and after (laughter)

Tim:  I bet if you asked Becky, she would say that one of our internal challenges is that the San Francisco office has always felt like the red headed stepchild in Forrester.  They think of us kind of as an after thought or they schedule meetings at 9:00 in the morning. – I mean east coast – We have struggled to try to find ways to weave the two offices together.

Becky’s Mom:  My best point.  That it isn’t struggle – but you are trying to do something about it and maybe just knowing from your little microcosm of San Francisco and London to talk about time difference.  What do you already know?  And what technology are you using?  The technology that you always ______________I don’t think she has a blackberry yet.

Tim:  Nobody does.

Becky’s Mom:  Nobody does – but they eat blackberries and there you go.

Tim:  I would say one of the interesting things to us is to watch the way GIGA deals with this.   They are a company that says –it’s not just that we are going to let chaos reign in here and it’s not that every person has a different view and yet 15 people on our website are saying no to this and 15 more people saying yes – that’s not true.  So how do they deal with it?  And one of the things we have been looking at is that unlike Forrester these guys are really good.  Well first of all – these are like techno geeks.  They love every little gadget that comes out.  So we’ve all got blackberries right.  And they’ve all got home phone lines and they’ve all got home fax machines and they have real disappointment which is every Thursday at 11:00 Santa Clara time – you are on a research call and they are religiously on time.  I mean it’s just amazing to watch.  At Forrester it’s a little bit like the start of the seminar today right?  It’s supposed to start at 4:00 – 4:05 some people are at the airport getting…That’s Forrester’s culture.  We have Forrester’s Standard time and you get there and all that…at Giga it starts at 11:00 and it ends at 11:30 and everybody is on the road – so you can call in from a phone booth and they all know this and so they have worked very hard to use technology to erase some of the difference.  

Audience:  Technology and the other word I would say __________ is management, how do you manage your people and manage virtually remotely and it is truly a management issue and if you look at the management practices…is the GIGA people _____________ or not?

Tim:  Um, that’s an interesting question.  You know what Becky goes through right?  Every quarter – extensive review and a bonus every quarter and managers get fired if they are late on those and at GIGA it is not so clear that they ever get them.  So it’s not so clear.

Audience:  So what I am saying is the integration maybe is both at the account or client level and the integration is an evolution.  I don’t think you have to make it one thing.  You need a third culture as it were that has the best of both worlds.  Learn from each other because they may have something to teach you and you may have something to teach them.

Lotte:  ___________ Hopes.

Audience:  No, there may be evolutionary – but I think you have the seeds of it.  Maybe not quite but maybe I’m looking at the maternal perspective of things, I don’t know.  

Tim:  One more slide – okay – so let me just tell you about what we’ve decided to do so far.  So our first step is we are working together serving clients.  So our motto inside GIGA-Forrester is “clients first.”  So we are saying – let’s do some things that aren’t necessarily visible to clients.  We have merged the GNA functions we have had to cut some staff here to gain some efficiencies – that is all completely invisible to clients.  We have gone through all of their practices and all of our practices on technology systems – they have an outstanding internet site which they use to erase some of the distance. They found a technological way to communicate that Forrester lacked because we didn’t need it since we could just walk to the next pod.  However they had a really crappy client relationship management system and we had a very good one.  So we have gone through and said where are the best solutions on either side and then were open to adopting which ever one was best.  We have done this in kind of a haphazard way because clients are out there and sales people are out there meeting each other to do some up selling or some cross selling.  Step one is we are starting now because clients are out there saying “what does this mean for me?”  Right now we are at step two which is – we are merging similar product lines.  A good example is that we had a CIO board that had CIO’s come in for research topics and a networking experience.  They had one where you just put them together.  Now we have a joint one.  So we have merged the redundancy of product line.  We are looking at product lines that are distinct and likely to remain so and wondering how do we unify that? Asking ourselves a lot of questions about what do we want – what differences do we want to preserve?  A distinction may have tremendous value.  That may be the secret.  We are determining our product strategy, our go to market strategy and then ultimately how do we reshape Forrester as an organization to support this business strategy.  Our view is, we need to launch a new company so it is going to be called Forrester Research but it is going to be a new company with new product strategy and a new organizational structure by the end of the year.  So that we go into next year with an integrated firm – whatever that will end up meaning is undefined at this point.

Audience:  So the GIGA brand ___________?

Tim:  No the GIGA brand…well we will have two sets of products – we will have Forrester research and GIGA research as product brands within one organization.

Audience:  What’s the HR integration plan?  I think that’s what we’re focusing on  __________

Tim:  What we will decide is that they will come under our performance management system so they are now doing quarterly reviews and putting of views into online systems and they are getting trained on coaching employees. One of the reasons that they actually make this work is their average employee is 46 years old.  They don’t give those employees much management to be frank – you know, you look at the average span of control – 17 people – come one?  Who can manage that?  So what they are saying is that we are going to accept the fact – we are going to hire people who don’t require much management and we’re going to give them very little management.  We have a different kind of workforce but we are going to use our quarterly review processes.  We have said that for the time being nobody gets hired in remote offices.  So if we need them to hire new analysts, by golly, silicon valley is full of great people to be great analysts.  They can work in our Santa Clara facility or they can work here until we can figure out what this means – we put a moratorium on remote hiring.  And they are supportive of that – their view is – and I would say the exemption here is sales people who get hired all over the place because they sell all over the place and get hired in their territories.  But for the research people they are willing to accept in the short term and whether that is an enduring decision is part of figuring out some of these other questions.

Audience:  Inaudible question.

Tim:  No we are consolidating our London office where we each had a London office into one facility but driving from Santa Clara to San Francisco is about from here to Hartford if you really do it and so we are going to maintain 2 facilities in those locations but people who work for GIGA and used to commute down the peninsula, are now deciding to locate on Market street at our office and we have had a couple of people driving up from Burlingame who said “you know it is actually easier for me to commute south so we are going to see some cross pollenization even though we are not going to squish the offices together.

Audience:  On Diane’s point, is there any plan to use the GIGA people as consultants to the Forrester team deciding what reports to write and what questions people are asking in the reports?

Yeah, a lot of that is happening informally already – even without us making a conscious decision to find ways to encourage it.  We just hosted an offsite here as part of the people integration so we brought people in so they could meet their counterparts.  We have an APS analyst who is writing about applications – they’ve got two or three that are writing about that.  Maybe different perspectives one more tactic and one more strategic, but getting those guys in a room they’re talking the same stuff.  These are guys that just love blackberries; you know they are all about that stuff.  So we are trying to set up __________ opportunity for people to cross pollinate but we need to make some decisions about do we want to put these two research teams under one leader?  Right now they are under two leaders.  Do we want to say this is going to be a research director that directs the content creation of both of these groups?  Undecided at this point.  

Audience:  I would be interested to know how many people from either organization you lost.  The turn over after this merger and who they are and whether they are 

highly valuable people that you lost or necessary.  I have a second question but…

Okay…we cut 56 people deliberately out of the G&A organizations, Finance, accounting, HR, information technology – so initially when we struck G&A organization together we implemented the reduction force of 56.  

Audience: inaudible question.

No they are all GIGA people.  Since then our big fear was attrition? – We have lost no analysts; we have lost 4 sales executives from the GIGA workforce.

Audience:  I guess my fear in all of this would be that what you almost want is to have a shadow of comparison and that is supposed you just left it alone- suppose they were separate organizations they would both prosper better separately.  I don’t see what the synergy is and I don’t see what the benefits are other than the 50 people that this is some overhead administration __________.  So the question is – if that hypothesis were true you would expect that somebody is going to go out and start a GIGA and just take away that segment of your market that you experiment and learned about how much _________(inaudible.  But the question is and equivalent to launching a new company in 2004 is maybe this is a mistake – maybe we should separate now…so

Diane(?):  Your ____________I think it’s a part of the bet that there are some actual sinners.

Audience:  

Diane:  You’re not persuaded?

Audience:  I’m sure there is some cross learning issue and you can make that work but you’ve got such different – I mean that ___________ 800 vs. there are 300 overlap _____ 

Tim:  So we are seeing an opportunity - you are seeing a risk.  That’s great postle (?) opportunity – and you’re saying it may be _____________

Audience:  And I’m wondering why there isn’t a whole group within GIGA that is having this conversation saying “why don’t we just take this business and screw these people and get out.”

Audience:  laughter – 

Tim:  That conversation could be happening and I wouldn’t know it because they are all in Wisconsin or some place you know?

Audience:  Laughter.

Tim:  Yeah, that could be happening and I would say try to start an undercapitalized business in this market there is a risk also.

Audience:  But you have to 

Audience:  so maybe you’re just benefiting from a really lousy labor monitor

Tim:  In part we are.  I mean if you take a look at them as a stand alone business – you are looking at last year the attrition rate was 6 voluntary – 60 percent – so they have had tremendous not on the research side but on the sales end T& A site(?)  They have had tremendous challenges in fielding an organization of trained even through their own product line.  Even the fact that we have lost 4 people in two months on the sales side – they are lacking something right now – it may be that there is a huge amount of defection that’s coming – in a wait and see mode – giving us a little bit of an opportunity to show our card and maybe they are not going to like it.  The early indications are that so far we are getting a lot of response back that they like the package.  Secondly, the Gardner killer, you know the alternative to Gardner that comes out – is that GIGA never could be and you know that organization has been shrinking right?  Stocks trading under a dollar- no executive leadership.  You are talking about an organization that might have been on the course of ___________ into the ground.  All right, so on some levels we come along with a lot of money in the bank – we are very well capitalized and they say “wait a minute we could make this alternative to Gardner score really play”, “You know we kind of like these people, they’re treating us real well they gave us all a raise we got better benefits- yeah this isn’t so bad, this isn’t so bad!” and they could be taking a wait and see attitude on this.

Audience: They don’t want to go places either – these people are working at home – they want that condition they are not going to want to go back into a corporate setting – nor will a corporate setting want them at that age.  

Tim:  I think the lifestyle stuff if you are talking about people who are in their second career – average age 46 – they have been successful somewhere else.  They played the corporate ladder game now they are thinking about lifestyle concerns and saying “If Forrester will tolerate me living in Montreal – well, who else will?  And pay me an American dollar?

Audience:  How many do you have?

Tim:  Right now we got one but I’m pretty interested in that scenario myself.  

Audience:  I don’t know how the (texing?) looks but does that give you opportunities within your company for advancement in your employees?  Like if I have been working at Forrester - I’m now 35 -  I’m thinking about starting a family – you know is it possible for an employee to change the areas inside the company and that gives you a potential to hold on to employees you might otherwise…

Tim:  Yeah, I…please…Forrester has always been very permeable in terms of people being able to move around, move back and forth and I have asked myself the same question – “Do we have some people even within the Forrester population who actually are more naturally like in GIGA mode?”  They would enjoy the face to face stuff – they are more oriented toward the interpersonal contact rather than in the writing and I could think of several that over the 6 years that I have been at Forrester that I think were unsuccessful as Forrester analysts because there writing skills weren’t quite up to snuff.  But probably superior to most of the stuff I see coming out of GIGA.  But they had strong interpersonal stuff and had they been in a GIGA environment would have been absolutely successful.  So there could be opportunities to move people back and forth.  

Audience:  You were talking about synergy here and I guess you know within tech you get a lot of religious words some of the time – I mean there used to be gossip on Windows vs. Mac and now it’s kind of Windows vs. Linux or Unix and you know and you get all these different ________________ and I’m kind of wondering – I go back to a project even in school you know where you’ve got a really diverse group and you can’t agree on everything and I kind of wonder do you guys come up with like the one message ___________ and I kind of wonder is there a dissension there or is there a group thing?

Tim:  Yeah, and I think one of the tensions that we are running into already is talking about differences of perspective.  How important is the consistency between a GIGA message and a Forrester messages one of the fundamental questions and it came sort of to the forefront because right after we had actually closed the deal – Forrester and GIGA each issued a report on offshore programming and we took exactly the opposite points of view.  I mean it couldn’t have been more dramatic.  I mean it was one of our best analysts wrote this report after 6 months of writing – a great report came out and said “you know it’s going to be a major shift in work flow to these countries” and GIGA said “don’t bet on it, you know, they can’t do it, they don’t have the…”you know it couldn’t have been more different!” and we thought “Oh man, this is the question that we gotta answer pretty soon?  And you know what?  I don’t know what?  So far, I don’t know how or if our new clients have bothered to notice – you know?  Maybe the clients are…the marketing guy is saying “let’s give them all the stuff” and the IT guy is saying “forget it, it’s not going to work they don’t talk to each other anyway so...”  I don’t know – but a good question.

It’s a big question to us because it is almost like an article of faith – it’s a consistency thing.  We want one voice and I think it’s one of the questions truly confronting us as a culture.  

Audience:  But it seems like when you’re doing…when you get your team of people together and they’re all coming out with their report, I mean is there a lot of dissension?

Tim:  Yes. And when the sausage making is going on – there is a lot of disagreement and arguing and Becky has been part of that.  I mean she argues about that.  You know, so there is a lot of that and that’s kind of …out of all of that direct communication comes what we think are the best ideas.

Audience:  Is it possible that one voice is really important if you’re making a big decision, you know like need everybody to get on the same bus and drive in the same direction but if you’re doing it with IT managers and you suggest one thing that doesn’t work you might want to have a back up plan for what you do – it seems to me that depending on what the clients is asking for is one voice vs. some divergence voices or some alternatives you know could really …they could really be very successful.

Tim:  That’s very possible.  And one sort of example to that is in vendor selection.  There is a high budget vendor and there is a and “you gotta do this on a shoestring” you wouldn’t pick the same vendor.  I mean there are lots of ways to tailor…the right answer is more tailored when you are doing things like that…than one answer isn’t going to fit all so I think to say who is the best CRN system – well it kind of depends on who you are and how big you are and who you’re clients are and how much money you have to spend and you know there are lots of variables so the GIGA answer is actually a pretty good answer which is: tell me more about who you are and what problem you are working on and I will help you figure that out.  

Audience:  Is there one possibility and I am curious ____________, to help clients rate their IT function with their _________ so that they don’t work on (inaudible)

Tim:  right, Forrester explicitly says that we do that.  We call it the whole view.

Audience:  Inaudible.

Well, right and that’s one of the things is practiced is we say “if there is a marketing executive here right, and they are thinking about how do I relate to my client.  Here are the clients out here and you’ve got an IT department – our view is the evolutionist IT department is moving this way right?  The guys jut can’t talk about how I solved a business problem but only can tell me about bits and bites- less helpful, less successful in their career. The really successful CIO’s can talk about the business they are business persons first and IT persons second.  So Forrester writes for this population, we write for that population and we have a market research function which provide consumer adoption information around technology so we call this the whole view yes we help all these functions talk to each other.  The problem is down in here we do it often from a strategic perspective is that you’ve got this population coming to make practical, pragmatic, day to day decision making and GIGA in some sense our answer for that person.  We can tell you where IT is going but they’ll also tell you day to day how do you get there and how do you map that implementation down.   You couldn’t tell them that with any credibility – those guys are really … I mean they are going to know whether you walk in their shoes.

Diane: (inaudible)

Audience:  Then why do you keep it separate?

Diane:  Why do you keep it separate?

Audience:  It seems to me if you have got to have all these client response of this and you really want to reward that and you really want to maintain that – the closer you get the GIGA folks into the Forrester culture the more they are all going to want to be these elitist or think that is what they are supposed to be in order to be successful and they are all going to start to behave that way and they are going to forget about where they make their money and so it seems like the more integration that you try to foster and the more that you to start to centralize your HR functions.  You start to hire for some image of what this third company is going to look like the more you are going to lose at both ends of the business.  

Audience:  I think the third company needs to be at least right now a barbell…some connection but…maybe not forever but on the short term you need a barbell.  

Audience:  That’s your same triage that you were talking about.

Audience:  Yeah, whatever that middle thing is.

Audience:  That take a really effective HR to say we are going to hire for x over here y, over here, and Y’s human resource employment arrangement is going to be suited for this and X is going to be suited for that and the kinds of people are probably different and yet you want to have some synergy.

Tim:  Right, there are a lot of paradoxes in this model.  

Audience:  You have to do that with sales anyhow right?  Aren’t your sales people compensated differently than your research people?

Tim:  Oh absolutely.

Audience:  So then again, you have experience with this – any company that has a sales force has to do that some anyhow.  

Audience:  As long as there isn’t this superiority emotion.

Audience:  That’s what you’re saying that may be the thing...

Audience:  …..Forrester’s if that is the elite – the others, so they are going to be paid more than GIGA and if you really want to be something in this company, or if you want to be the next CEO or CIO or …then you’ve got to get into this thing.

Audience:  I think that’s the reality.  It is Forrester who is the acquirer right?

Audience:  Yeah, that may be the reality but it may ruin the company.

Tim:  Well you do get statistics right?  70% of these acquisitions are a disappointment so that’s the trickiness that probably all of them face is how do we prevent that first class, second class citizenship within our organization.  It is a challenge.

Audience:  When you   say Forrester is _____________ are you keeping the same criteria or is it just…

Tim:  It’s really a….it’s not a competency model against which we are asking them to set objective but we know that they are for what we do and they are not for what we do.  It’s really – what are you going to get done this quarter and as your manager how am I going to measure what you get done this quarter.  So there goals are going to look a lot like the criteria by which they have historically been measured.  It is very different than how we have historically….but we want them provided much more feedback than they are accustomed to…much more coaching and reward and reward quickly. – a lot of transparency….

Audience:  Inaudible question

Yeah, to be a blackberry for all I know but as long as it happens.

Tim:  We are running over time? – okay.

Audience:  Let me just say – so on either side you have plans to outsource some of the research jobs?

Tim:  Not the research jobs but because we are a web-based deliverer we may be outsourcing web development in India as a matter of fact.

PAGE  

