
 CONSULTING PLAYBOOK. 

Company Name Situation (The Crisis) Strategy (The Bounce Back) 

1. Apple  

In 1997, Apple had only 

90 days' worth of cash 

left. Microsoft was 

dominating, and Apple 

was on the verge of being 

sold. 

Back to Basics: Steve Jobs 

returned, discontinued unnecessary 

products, and focused on simple, 

sleek products like the iMac and 

iPod. 

2. Marvel  

In 1996, Marvel filed for 

bankruptcy. Comic book 

sales had dropped, and 

they had no money. 

IP Licensing & MCU: First, they 

sold the film rights to their 

characters (Spider-Man, X-Men); 

then, they established their own 

movie studio (Iron Man) and created 

a Cinematic Universe. 

3. Lego  

In 2003, Lego incurred a 

loss of $800 million. 

They had lost their way 

by diversifying into 

jewelry and video games, 

in addition to toys. 

Core Focus: They discontinued 

non-core products, struck licensing 

deals (Star Wars, Harry Potter), and 

boosted brand recall through "The 

Lego Movie." 

4. Starbucks  

During the 2008 

recession, Starbucks' 

quality declined, and the 

number of customers 

dropped. 

The Quality Reset: Howard Schultz 

returned and closed 7,000 stores for 

a day to train baristas and bring back 

the "Third Place" experience. 

5. Netflix  

In 2011, "Qwikster" 

turned into a debacle. 

Due to a price hike, they 

lost 800,000 subscribers, 

Pivot to Originals: They abandoned 

the DVD business and invested their 

entire capital into streaming and 
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and the stock plummeted 

by 80%. 

"original content" (*House of 

Cards*). 

6. Nintendo  

After the Wii U flopped, 

Nintendo's market share 

was eroding. Mobile 

gaming was eating them 

alive. 

Hybrid Innovation: They launched 

the "Switch"—a console that 

functions both as a handheld device 

and on a TV—and introduced 

masterpiece games like "Breath of 

the Wild." 

7. Best Buy  

Amazon was putting an 

end to this practice due to 

"showrooming." People 

would view items in 

stores and then purchase 

them online at a lower 

price. 

Renu Blue Strategy: Introduced 

price matching, created "mini-

shops" for brands (Samsung/Apple) 

inside stores, and focused on 

customer service (Geek Squad). 

8. IBM  

In the early 1990s, IBM 

was bogged down in 

hardware (mainframe) at 

a time when the world 

was shifting towards PCs. 

Services Pivot: Lou Gerstner 

shifted IBM's focus away from 

hardware, transforming it into a 

software and IT services/consulting 

company. 

9. Ford  

Ford was on the verge of 

collapse during the 

financial crisis of 2006–

2008. 

The One Ford Plan: Alan Mulally 

secured a risky loan ($23 billion), 

sold Jaguar/Land Rover, and 

focused on global quality under the 

"One Ford" strategy. 

10. Airbnb  

In 2009, Airbnb's growth 

was zero; they were 

earning only $200 per 

week. 

"Cerala" Hustle & Design: The 

founders sold simple 

Obama/McCain-themed 

merchandise just to survive, and 

professionalized their product 

photos to build trust. 
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11. FedEx  

Initially, FedEx did not 

have the money for fuel 

(their last $5,000). 

The Gamble: Founder Fred Smith 

wagered that $5,000 on blackjack in 

Vegas, won $27,000, and bought the 

company enough time to secure 

investment. 

12. Domino’s  

In 2009, his pizza was 

considered the "worst." 

The value of the shares 

had plummeted to 

pennies. 

Radical Honesty: They launched 

the "Pizza Turnaround" campaign, 

in which they admitted, "Our pizza 

is terrible," and completely 

revamped the recipe from the 

ground up. 

13. Nokia  

Before the 1990s, Nokia 

manufactured rubber 

boots and paper, and was 

on the verge of collapse. 

Telecom Shift: He sold off all his 

old businesses and bet solely on 

mobile infrastructure and handsets. 

14. Delta Airlines  

In 2005, it filed for 

bankruptcy due to fuel 

prices and high costs. 

Operational Efficiency: They 

merged with Northwest Airlines, 

retired older aircraft, and purchased 

their own refinery to control fuel 

costs. 

15. Chrysler  

In the 1970s, Chrysler 

was on the verge of 

collapse due to the gas 

crisis, as they 

manufactured only large 

cars. 

The Minivan Pivot: Lee Iacocca 

secured a loan from the government 

and won back the market by creating 

the "K-Car" platform and the 

"minivan" segment. 

16. Microsoft  

Stuck in the "Windows-

only" era; missed the 

mobile revolution; stock 

was stagnant for a 

decade. 

Cloud-First, Mobile-First: Under 

Satya Nadella, they pivoted to Azure 

(Cloud) and made Office available 

on iOS/Android, embracing open-

source. 
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17. Adobe  

Sales were dropping 

because people didn't 

want to pay $2,500 for 

boxed software every few 

years. 

The SaaS Pivot: They stopped 

selling discs and moved entirely to a 

subscription-based "Creative Cloud" 

model, creating recurring revenue. 

18. AMD  

In 2015, AMD was near 

bankruptcy, losing 

billions to Intel and 

unable to compete in 

performance. 

Zen Architecture: They bet 

everything on a new chip 

architecture (Ryzen) that offered 

more cores for less money, 

eventually beating Intel in 

benchmarks. 

19. BlackBerry  

Lost the smartphone war 

to iPhone/Android; 

hardware sales dropped to 

near zero. 

Security Software: They stopped 

making phones and pivoted to 

becoming a world leader in 

cybersecurity and automotive 

software (QNX). 

20. Puma  

In the early 90s, Puma 

was seen as a "boring" 

cheap brand and was 

close to insolvency. 

Fashion x Sports: Jochen Zeitz 

repositioned it as a "Sport-lifestyle" 

brand, collaborating with high-

fashion designers and later, 

celebrities like Rihanna. 

21. Xerox  

In 2000, they had $18B in 

debt and were being 

investigated by the SEC; 

they were the 

"Blockbuster" of printers. 

Service Transformation: They 

shifted from just selling hardware to 

"Document Management Services," 

helping corporations digitize their 

workflows. 

22. Western Digital 

 

A massive flood in 

Thailand (2011) wiped 

out their primary 

factories, stopping 

production. 

Supply Chain Resilience: They 

used the insurance money to acquire 

Hitachi’s drive business, 

diversifying their manufacturing 

geography and tech stack. 
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23. Intuit  

Facing disruption from 

free mobile apps and 

cloud accounting startups. 

Self-Disruption: They cannibalized 

their own desktop software business 

to launch QuickBooks Online, 

staying ahead of the cloud trend. 

24. Royal Enfield  

In the late 90s, the bikes 

had engine leaks and poor 

reliability; the company 

was losing money. 

Lifestyle Branding: Siddhartha Lal 

focused on "Pure Motorcycling." 

They fixed the engines (UCE 

engine) but kept the retro look and 

built a cult community. 

25. Nestle (Maggi) 

 

In 2015, Maggi was 

banned in India due to 

lead concerns. Market 

share went from 80% to 

0% overnight. 

Radical Transparency: They 

destroyed $50M worth of stock, ran 

a "Miss You Maggi" emotional 

campaign, and re-launched with 

massive testing transparency. 

26. Tata Motors  

After the Nano failure 

and high debt, their 

passenger vehicle 

segment was struggling. 

The "New Forever" Design: They 

acquired JLR (Jaguar Land Rover) 

for tech, revamped their design 

language (Nexon/Harrier), and 

focused heavily on EV leadership. 

27. SpiceJet  

In 2014, the airline was 

grounded for a day due to 

unpaid fuel bills; it was 

on the brink of closure. 

The Ajay Singh Rescue: The 

original co-founder returned, cut 

loss-making routes, renegotiated 

vendor contracts, and focused on 

"on-time" performance. 

28. TVS Motors  

After parting ways with 

Suzuki, they struggled to 

build a brand identity and 

tech independently. 

R&D Focus: They invested heavily 

in independent engineering, leading 

to hits like the Apache series and the 

Jupiter scooter. 



Company Name Situation (The Crisis) Strategy (The Bounce Back) 

29. Harley Davidson 

 

In the 1980s, poor quality 

and Japanese competition 

(Honda) almost killed the 

brand. 

The H.O.G. Community: They 

improved quality, lobbied for tariffs 

on imports, and created the Harley 

Owners Group (HOG) to sell a 

"lifestyle," not just a bike. 

30. Converse  

Filed for bankruptcy in 

2001. The "Chuck 

Taylor" was seen as an 

outdated basketball shoe. 

The Nike Acquisition: Acquired by 

Nike in 2003, they leveraged Nike’s 

supply chain while marketing the 

shoe as a "cultural icon" for 

musicians and artists. 

31. Birkenstock  

For decades, it was seen 

as "ugly" footwear for 

tourists and hippies. 

High-Fashion Collabs: They 

partnered with Dior, Valentino, and 

Stüssy, transforming from 

"orthopedic shoes" into a premium 

fashion "must-have." 

32. Old Navy  

Was losing its identity 

and sales were 

cannibalized by H&M 

and Zara. 

The "Family Fun" Pivot: They 

focused on "athleisure" and 

inclusive sizing (Bodequality), 

becoming the strongest brand in the 

Gap Inc. portfolio. 

33. Crocs  

In 2008, they lost $185M. 

They were a "fad" that 

people thought was over. 

Simplification: They cut 300+ 

styles to focus on the "Classic 

Clog," utilized "Drops" (Limited 

editions), and used influencer 

marketing (Post Malone/Justin 

Bieber). 

34. Target  

Massive data breach in 

2013 lost customer trust; 

failed entry into Canada 

cost billions. 

Omnichannel & Private Labels: 

They invested in "Ship-from-store" 

and launched high-quality private 

labels (Good & Gather) that look 

like premium brands. 
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35. General Motors 

 

Filed for Chapter 11 

bankruptcy in 2009 

during the financial crisis. 

Portfolio Pruning: They killed off 

weak brands (Saturn, Pontiac, 

Hummer), focused on SUVs/Trucks, 

and later pivoted to the "Ultium" EV 

platform. 

36. Hostess (Twinkies) 

 

The company liquidated 

and went out of business 

in 2012 due to debt and 

labor strikes. 

The "Apollo" Model: New owners 

automated the factories, extended 

the shelf life of Twinkies, and 

changed the distribution model to 

reach more stores. 

37. Dr. Martens  

Sales plummeted in the 

early 2000s; they were 

forced to close UK 

factories to survive. 

Subculture Marketing: They 

leaned into their heritage with 

"Workwear" and "Punk" culture, 

while expanding their vegan leather 

options to attract Gen Z. 

38. Western Union 

 

Their original business 

(Telegrams) became 

obsolete because of the 

internet. 

The Money Transfer Pivot: They 

used their massive physical network 

to become the world leader in cross-

border cash remittances. 

39. Burberry  

In the early 2000s, the 

brand was "diluted" and 

associated with "chav" 

culture and counterfeits. 

Digital Luxury: Under Angela 

Ahrendts, they centralized their 

design, bought back licenses, and 

became the first "digital-first" luxury 

brand. 

40. National Car 

Rental  

Was losing heavily to 

Hertz and Avis; customer 

satisfaction was at an all-

time low. 

The Emerald Club: They created a 

system where customers could 

bypass the counter and choose any 

car—targeting "frequent business 

travelers" who value time. 
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41. Popeyes  

For years, it was a distant 

second/third to KFC with 

stagnant growth. 

The "Chicken Sandwich" Viral 

War: They launched a superior 

product and used witty Twitter 

marketing to start a "sandwich war," 

leading to record-breaking sales. 

42. Avis  

They were forever #2 

behind Hertz and losing 

market share. 

"We Try Harder" Strategy: 

Instead of pretending to be #1, they 

turned being #2 into a promise of 

better service, which became one of 

the most successful ads in history. 

43. Jack in the Box 

 

In 1993, an E. coli 

outbreak almost ended 

the company; sales 

crashed. 

Food Safety Overhaul: They 

implemented the industry’s strictest 

food safety protocols and used 

"Jack" (the fictional founder) in 

edgy ads to rebuild brand 

personality. 

44. Sears 

(Attempted/Niche) 

 

While the big stores 

failed, their "DieHard" 

and "Kenmore" brands 

survived. 

Brand Divestiture: They sold off 

their strong sub-brands to companies 

like Amazon and Lowe's to keep the 

intellectual property alive. 

45. Polaroid  

Went bankrupt twice after 

digital cameras destroyed 

the film market. 

The "Analog Nostalgia" Play: 

They pivoted to "Instant Digital" 

and licensed their brand for retro-

themed lifestyle tech, tapping into 

Gen Z’s love for physical photos. 

46. Intercom  

Faced a plateau as 

competitors offered 

cheaper alternatives. 

AI First: They were one of the first 

to go "All-in" on GPT-4 based 

customer service (Fin), completely 

changing their product value 

proposition. 
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47. Pandora Jewelry 

 

Sales dropped as the 

"charm bracelet" trend 

cooled down. 

Product Diversification: They 

moved away from just charms to 

high-fashion lab-grown diamonds 

and personalized jewelry 

collections. 

48. Fujifilm  

Digital photography 

killed their core film 

business (same as 

Kodak). 

Chemical Pivot: They used their 

knowledge of chemicals/collagen 

from film to pivot into Cosmetics 

(Astalift) and high-end Medical 

Imaging. 

49. Rolls-Royce  

In 1971, the development 

cost of the RB211 engine 

led them to bankruptcy. 

State Intervention & Aero focus: 

After nationalization and then 

privatization, they focused on 

"Power-by-the-hour" (charging for 

engine uptime, not just selling 

parts). 

50. Harley-Davidson 

 

1980s: Market share 

dropped from 75% to 

25% due to high-quality 

Japanese imports. 

Tariffs & Quality: They lobbied 

the US govt for temporary tariffs on 

heavy bikes while they completely 

overhauled their manufacturing to 

mirror Japanese efficiency. 

51. Stanley Black & 

Decker  

The recession of 2008 hit 

construction hard; tools 

were seen as a 

commodity. 

The Merger & Branding: Stanley 

merged with Black & Decker to cut 

costs and segmented their brands: 

DeWalt for pros, Black & Decker 

for DIYers. 

52. Caterpillar (CAT) 

 

1980s: Losing $1 million 

a day due to labor strikes 

and a strong dollar. 

Distribution Network: They 

invested heavily in their dealer 

network, promising "Parts within 24 

hours anywhere in the world"—

making them indispensable. 
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53. Lockheed Martin 

 

End of the Cold War 

meant defense budgets 

were slashed; they were 

nearly obsolete. 

Strategic Consolidation: They 

executed a series of "roll-up" 

mergers to become the dominant 

player in aerospace technology and 

cybersecurity. 

54. Xerox  

Debt-heavy and slow to 

innovate; they were the 

"Blockbuster" of the 

office. 

The Service Shift: They shifted 

from selling printers to "Managed 

Print Services," taking over the 

entire document workflow of 

Fortune 500 companies. 

55. Boeing  

After the 737 Max crisis 

and the pandemic, trust 

and cash were at record 

lows. 

Quality Overhaul: They pivoted 

back to engineering-led leadership, 

slowed down production to fix 

safety protocols, and leaned on their 

Defense wing for cash flow. 

56. Lacoste  

In the 90s, it was seen as 

a "grandpa brand" and 

sales were declining. 

Youth Culture: They hired 

Christophe Lemaire, shifted to 

"Sport-chic" fashion, and 

aggressively used celebrity 

endorsements to attract a younger 

audience. 

57. New York Times 

 

Print advertising was 

dying; they were losing 

millions to digital news 

sites. 

The Paywall: One of the first to 

implement a hard digital 

subscription model. They pivoted 

from "Ad-revenue" to "Reader-

revenue" based on high-quality 

journalism. 

58. Abercrombie & 

Fitch  

Seen as exclusionary, 

controversial, and "toxic" 

in the early 2010s; sales 

crashed. 

Inclusion & Diversity: They fired 

the old CEO, removed the "sex-

sells" marketing, and focused on 

comfortable, inclusive sizing and 

modern aesthetics. 
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59. Coach (Tapestry) 

 

Brand dilution; they were 

"on sale" everywhere, 

losing their luxury status. 

Scarcity Strategy: They pulled 

products from department stores, 

reduced discounts, and acquired 

Kate Spade and Stuart Weitzman to 

become a "House of Brands." 

60. Levi’s  

In the early 2000s, they 

missed the "designer 

denim" trend and were 

losing to low-cost rivals. 

Lifestyle Extension: They moved 

beyond "just jeans" into tops, 

jackets, and female-focused fits, 

while doubling down on their 

heritage "501" brand story. 

61. Adidas  

Near bankruptcy in the 

early 90s after the death 

of the founder’s son. 

The Lifestyle Pivot: They moved 

into lifestyle fashion (Originals) and 

signed massive partnership deals 

(Kanye, Pharrell) to compete with 

Nike's cultural dominance. 

62. Victoria’s Secret 

 

Their "Angels" marketing 

became out of touch with 

modern consumers; sales 

plummeted. 

The Rebrand: They ditched the 

"Angels," introduced the "VS 

Collective" (featuring athletes and 

activists), and focused on comfort 

and body positivity. 

63. Birkenstock  
Seen as "ugly" orthopedic 

shoes for decades. 

High-Fashion Collabs: They 

partnered with Dior, Valentino, and 

Stüssy, transforming into a high-

fashion "staple" while keeping the 

core comfort. 

64. Old Spice  

Was seen as a brand for 

"old men" (literally in the 

name). 

Viral Marketing: The "The Man 

Your Man Could Smell Like" 

campaign completely changed the 

brand's persona to be funny, young, 

and ironic. 
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65. Heineken  
Struggling against the 

"Craft Beer" revolution. 

Global Standard: They doubled 

down on their "Green Bottle" global 

consistency while acquiring small 

craft breweries to satisfy the new 

market. 

66. Campbell’s Soup 

 

Sales were falling as 

people moved toward 

fresh, organic food. 

Clean Labeling: They removed 

artificial colors/flavors and acquired 

"Bolthouse Farms" and "Snyder's-

Lance" to move into healthy 

snacking. 

67. Western Union 

 

Original business 

(telegrams) became 

obsolete. 

Remittance Focus: They used their 

massive agent network to become 

the world's most trusted cross-border 

cash transfer service. 

68. Pizza Hut   

Losing to Domino’s tech 

and Papa John’s "quality" 

messaging. 

The "Melts" & Digital: They 

simplified the menu for single diners 

and invested heavily in a mobile app 

that mimicked Domino’s tracking 

success. 

69. Gap  

Lost its identity in the 

2010s; neither "cheap" 

nor "cool." 

The Yeezy/Celebrity Bet: Even 

though short-lived, the focus on 

"high-concept" collaborations and 

revitalizing the "90s Retro" look 

brought them back to relevance. 

70. Maruti Suzuki 

 

Labor strikes and the rise 

of Hyundai (Santro) put 

Maruti’s dominance at 

risk. 

The Swift Pivot: They moved from 

the basic "800" to premium-feeling 

hatchbacks (Swift) and created the 

Nexa channel to target luxury 

buyers. 
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71. Air India 

(Ongoing)  

Decades of losses under 

government control. 

Tata Takeover: Modernizing the 

fleet (biggest plane order in history), 

merging with Vistara, and focusing 

on international long-haul premium 

service. 

72. Micromax  

After being the #1 Indian 

phone brand, they were 

wiped out by Chinese 

brands (Xiaomi/Vivo). 

The "In" Rebrand: They 

attempted a comeback by leaning 

into the "Make in India" sentiment 

and launching a cleaner Android 

experience. 

73. Ashok Leyland 

 

2013: Demand for trucks 

crashed; high debt. 

Asset Light: They sold non-core 

assets, reduced debt, and focused on 

"iEGR" technology (Indian-specific 

engine tech) to lower costs for 

owners. 

74. Raymond  

Seen as a "wedding only" 

brand; struggling with the 

rise of fast fashion. 

Raymond Next: They moved into 

ethnic wear (Ethnix) and ready-to-

wear casuals to capture the daily 

wardrobe of the Indian man. 

75. Etsy  

In 2017, it was losing 

money and sellers were 

unhappy with the 

platform. 

Wall Street Discipline: New CEO 

Josh Silverman cut staff, improved 

the search algorithm, and made it 

easier for sellers to manage 

shipping. 

76. Twitter (Pre-X) 

 

User growth had 

flattened; it was seen as a 

"niche" app for 

journalists. 

Video & Live: They focused on 

"What’s Happening Now" and 

integrated live sports and events to 

keep people on the app longer. 
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77. LinkedIn  

Was just a "digital 

resume" that people 

checked once a year. 

Content Platform: They added 

news feeds, "Top Voices," and 

learning modules (Lynda 

acquisition) to become a daily 

professional social network. 

78. Norton (Gen 

Digital)  

Antivirus software was 

becoming a "commodity" 

and people stopped 

paying. 

Identity Protection: They shifted 

from just "Antivirus" to "LifeLock" 

(Identity protection), making their 

service essential in a world of data 

breaches. 

79. GoDaddy  

Known for "trashy" ads; 

had a poor technical 

reputation. 

SMB Partner: They cleaned up 

their image and became an all-in-

one "Business Builder" tool, 

offering email, marketing, and 

SEO—not just domains. 

80. Snap (Snapchat) 

 

Instagram Stories almost 

killed Snap; the stock 

crashed after the Kylie 

Jenner tweet. 

AR & Niche: Instead of fighting 

Instagram on "Feeds," they doubled 

down on Augmented Reality 

(Lenses) and "Map" features for 

close friends. 

81. Slack  
Started as a failed video 

game called "Glitch." 

Internal Tool Pivot: The team 

realized the chat tool they built to 

make the game was better than the 

game itself. They pivoted and sold 

the tool instead. 

82. Hilton Hotels  

In 2007, Blackstone 

bought it just before the 

housing crash; it looked 

like a terrible deal. 

Asset-Light Model: They stopped 

owning the buildings and started 

"franchising" the brand, allowing 

them to scale 10x faster with less 

risk. 
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83. AMC Theatres 

 

Near bankruptcy during 

2020 lockdowns. 

The "Meme" Play: They leveraged 

their "Meme stock" status to raise 

billions in cash from retail investors 

to pay off debt and renovate 

theaters. 

84. Six Flags  

Filed for Chapter 11 in 

2009 due to $2.4B in 

debt. 

Family Friendly: They shifted 

away from just "high-thrill" coasters 

to family-themed attractions and 

season-pass memberships for 

recurring revenue. 

85. Nintendo (Early 

Days)  

Started as a playing card 

company in 1889; cards 

were becoming obsolete. 

Electronic Toys: They tried taxis 

and "love hotels" before finally 

pivoting to electronic toys and 

eventually the NES console. 

86. WWE  

In the mid-90s, they were 

losing the "Monday Night 

Wars" to WCW and 

facing a steroid scandal. 

The Attitude Era: They shifted to 

"TV-14" edgy content and created 

the "Mr. McMahon" villain 

character to blur reality and fiction. 

87. Kia  

Used to be a "joke" brand 

known for cheap, 

unreliable cars. 

Design & Warranty: They hired 

Audi’s designer (Peter Schreyer) 

and offered a 10-year warranty to 

prove they believed in their quality. 

88. Porsche  

Early 90s: Only sold the 

911; sales were too low to 

survive alone. 

The SUV Bet: Purists hated it, but 

Porsche launched the Cayenne 

(SUV). It became their best-seller 

and funded all their sports car R&D. 

89. Hyundai  

Similar to Kia, had a 

terrible reputation in the 

US/Europe in the 90s. 

Technology Leadership: They 

invested in Electric and Hydrogen 

tech early, becoming a top 3 global 

automaker by volume and quality. 



Company Name Situation (The Crisis) Strategy (The Bounce Back) 

90. Hertz  
Filed for bankruptcy in 

2020. 

The EV Fleet: They used the 

restructuring to exit debt and 

announced a massive buy of 

100,000 Teslas to become the 

"Green" rental choice. 

91. Ducati  

Near bankruptcy in the 

90s; seen as beautiful but 

unreliable. 

The Monster: They created the 

"Monster" (a naked bike) which was 

cheaper to make and sold in huge 

volumes, saving the company. 

92. Instagram  

Originally "Burbn," a 

cluttered app for checking 

into locations. 

Radical Simplification: They 

realized users only liked the "Photo 

Filters" part. They deleted 

everything else and launched just the 

photo app. 

93. Shopify  
Originally an online store 

selling "Snowboards." 

The Platform Play: They realized 

the software they built to sell 

snowboards was more valuable than 

the snowboards. They opened it to 

everyone. 

94. Nokia (Modern) 

 
Lost the phone war. 

Infrastructure: They sold the 

phone division to Microsoft and 

pivoted to 5G Network 

Infrastructure, where they are now a 

global leader. 

95. Target  
Failed expansion into 

Canada cost $2B. 

Small-Format Stores: Instead of 

giant warehouses, they started 

opening "mini-Targets" in urban 

cities like NY and Chicago. 
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96. YouTube  

Started as a video dating 

site ("Tune In, Hook 

Up"). 

Open Hosting: Nobody used it for 

dating, but they used it to upload 

random videos. The founders saw 

the trend and removed the dating 

category entirely. 

97. T-Mobile (US)  

In 2011, they were the 

"hated" 4th place carrier. 

A merger with AT&T 

failed, they were losing 

customers daily, and had 

no 4th gen (LTE) 

network. 

The "Un-carrier" Strategy: Under 

John Legere, they stopped acting 

like a telecom and started acting like 

a disruptor. They killed long-term 

contracts, eliminated roaming fees, 

and gave away free Netflix/data—

forcing the entire industry to follow 

them. 

98. Booking.com 

(Priceline)  

During the 2000 Dot-com 

crash, their stock price 

plummeted from $990 to 

$6. They were burning 

cash and their "Name 

Your Own Price" model 

for flights was failing. 

The European Pivot: They stopped 

focusing on US flights and used 

their remaining cash to buy Active 

Hotels and Bookings in Europe. 

They shifted to a simple, 

commission-based hotel model that 

was much easier for users, 

eventually becoming the most 

profitable travel site in the world. 

99. New Balance  

For decades, they were 

seen as "Dad shoes"—

boring, grey sneakers for 

older people with zero 

"cool" factor. Sales were 

stagnant compared to 

Nike and Adidas. 

The Hype & Collab Pivot: They 

leaned into the "Dad Shoe" trend 

(Normcore) and started high-end 

collaborations with designers like 

Aimé Leon Dore and Joe 

Freshgoods. They transformed from 

"uncool" to "the brand for the 

fashion-forward Gen Z," while 

maintaining their reputation for 

comfort. 

 



Company Name Situation Strategy 

#100: 

YOURBUSINESS

 

The Present Challenge. 

Every great empire starts 

with a crisis. You are 

currently at the crossroads 

where the biggest names in 

history once stood. 

Implementation. By applying the 

resilience frameworks of the 99 giants 

before you—pivoting, simplifying, 

staying honest and by pivoting — you 

write the next chapter. The next success 

story could be yours. 

 

5 Critical Lessons from the World’s Greatest Comebacks 

After analyzing these 100+ business turnarounds, these are the 5 non-negotiable lessons for any 

business owner: 

1. Ruthless Simplification (The "Lego & Apple" Rule) 

Most companies start failing because they try to do too much. When Apple was dying, they cut 

70% of their products. When Lego was failing, they stopped making jewelry and clothes to focus 

on the brick. 

• Lesson: If you are losing money, stop trying to fix everything. Find the one thing you do 

better than anyone else and kill everything else. 

2. Adapt or Die (The "Netflix & Fujifilm" Rule) 

Technology moves faster than loyalty. Fujifilm survived because they realized their chemical 

knowledge was useful for skin care, while Kodak died clinging to film. Netflix killed its own 

DVD business to embrace streaming. 

• Lesson: Do not fall in love with your product; fall in love with the problem you solve. If 

a new technology solves the problem better, switch to it immediately—even if it hurts. 

3. Radical Honesty Builds Trust (The "Domino’s & Maggi" Rule) 

When Domino’s admitted their pizza tasted like "cardboard," they didn't lose customers; they 

gained respect. When Maggi was banned, they didn't hide; they came back with total 

transparency. 

• Lesson: If your product or reputation is failing, own the mistake. Customers are 

incredibly forgiving of brands that admit they messed up and show a genuine plan to fix 

it. 



4. High-Stakes Betting (The "Marvel & Porsche" Rule) 

Sometimes, "playing it safe" is the riskiest thing you can do. Marvel took a massive loan using 

their last remaining characters as collateral to build the MCU. Porsche risked their reputation by 

launching an SUV (the Cayenne) to save their sports cars. 

• Lesson: When you are near zero, a small change won't save you. You need a calculated, 

aggressive bet on a high-growth category to change your trajectory. 

5. Build a Community, Not Just a Customer Base (The "Harley & Enfield" Rule) 

Companies that survive for 100 years don't just sell "stuff"; they sell an identity. Harley-

Davidson and Royal Enfield sell a "lifestyle." This community acts as a shield during economic 

downturns. 

• Lesson: Features can be copied, and prices can be undercut. But a loyal community is 

the only competitive advantage that is impossible to steal. 

6. The Strategic Pivot (The "Slack & Instagram" Rule) 

A pivot is not "giving up" or admitting defeat—it is steering. It’s about realizing that while your 

vision is right, your vehicle is wrong. Most of the 99 companies in your list didn't just "try 

harder" at their failing idea; they used the ruins of their first idea to build a skyscraper. 

• The "Assets over Product" Mindset: When you pivot, you look at what you’ve built 

(the code, the team, the data) and ask: "What else can this do?" 

o Slack was a failing video game, but their internal chat tool was amazing. They 

killed the game and sold the tool. 

o Shopify was a snowboard shop, but their selling software was better than their 

snowboards. They killed the shop and sold the software. 

• Listening to the Market Signal: A pivot happens when you stop trying to convince the 

market to like your product and start listening to what the market is actually using. 

o Instagram was a cluttered app called Burbn. They noticed people only used the 

"photo filters." They cut everything else and became the world's biggest photo 

app. 

• The "Pivot" Lesson: Don’t be married to your first idea. Your first idea is just a 

laboratory to find your second, better idea. 

 

"Success is not final, failure is not fatal: it is the courage to continue that counts." — Winston 

Churchill 


