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Preface to the second edition

I was in Dresden not so long ago, in what we must now call Eastern Germany. Herr Motte is the man responsible for returning to private ownership the 700 or so business corporations that were, until 1991, owned and controlled by the state in that area. He had a staff of 32 and needed to sell one or two corporations every day to meet his target, with many of them literally unsaleable. It is a formidable task and I asked him where he looked for guidance. ‘In reshaping the business sector of Eastern Germany,’ he said ‘there are no models. We have to re-shape the future.’

When this book was first published that wall which divided East from West was a permanent obstacle to peace. Within six months it was gone; a dramatic example of the discontinuous change which was the excuse for the book. Herr Motte’s answer to me was also the perfect summary of how we must respond, not by looking to the past but by creating something new, different and hopefully better, by being ‘unreasonable’ in the sense in which George Bernard Shaw meant the word, by thinking unconventionally, even upside-down.

The book is about work and about individual lives, not about politics and wars and countries, but the messages are the same and the changes just as dramatic. As this edition goes to press there are fears of widespread recession. Part of that recession will be because our organizations have become too expensive, too complicated and cumbersome. Like the centrally planned economies of the old communist world these centrally planned organizations are also discovering, rather late in the day, that the old ways which worked quite well in the past are no longer cost-effective. They will have to re-shape their futures and re-think the way they get work done if they are going to survive in an age when technology makes almost anything possible.

The answers will affect us all. All over America, on a recent trip, I saw splendid new office towers in the downtown city areas. No lights shone there, however, because no-one was in them. Recession? Or a big re-think about the need for expensive offices in the new organizations? We shall have to wait and see.

I have not changed my views since the first edition came out, about the way the world of work is heading and the ways we need to respond, although I have updated some of the numbers and the examples. Nor do many people seem to disagree, in broad principle, with these views although they may argue about the detail and the timing. For most, however, it is a depressing prospect, one of a tide of history going out carrying with it a lot of dead fish, driftwood and garbage. For me, it is a tide coming in, full of opportunities for new launches and some re-floatings. Incoming tides can also, of course, swamp the unsuspecting and the unready and I still worry about the hordes I see pouring off the commuter trains every morning who seem to think, or hope, that they live by a tideless and unchanging sea.

They don’t. Nor do these tides keep to neat tables. They come in surges. It is truly an age of uncertainty and of unreason. Like it or not we shall have to live in it, and most of us, for much of our now longer lives, will live in it outside those comfortable prisons which we called organizations and which provided the structure for our days and years.

That new freedom is the most significant bit of discontinuous change for most of us. But as the new democracies of Eastern Europe are finding, freedom can be very uncomfortable. I believe that there is no choice. The old ways of work are gone; we have to re-shape our futures. A lot hinges on those who will lead and design the new organizations. They, not our politicians, are the makers of our destinies and it is to them that this book is mainly directed in the hope that they may have the vision and the courage to be sensibly unreasonable.

Charles Handy,

Diss, Norfolk,

England,

1991.


Part One: Changing


1 The Argument

THE SCENE WAS the General Synod of the Church of England in the 1980s. The topic being debated was the controversial proposition that women be admitted to the priesthood. A speaker from the floor of the Chamber spoke with passion, ‘In this matter,’ he cried, ‘as in so much else in our great country, why cannot the status quo be the way forward?’

It was the heartfelt plea not only of the traditionalists in that Church but of those in power, anywhere, throughout the ages. If change there has to be let it be more of the same, continuous change. That way, the cynic might observe, nothing changes very much.

Continuous change is comfortable change. The past is then the guide to the future. An American friend, visiting Britain and Europe for the first time wondered, ‘Why is it that over here whenever I ask the reason for anything, any institution or ceremony or set of rules, they always give me an historical answer – because..., whereas in my country we always want a functional answer – in order to...’ Europeans, I suggested, look backwards to the best of their history and change as little as they can; Americans look forward and want to change as much as they may.

Circumstances do, however, combine occasionally to discomfort the advocates of the status quo. Wars, of course, are the great discomforters, but so is technology, when it takes one of its leaps forward as it did in the Industrial Revolution, so is demography, when it throws up baby booms or busts, so is a changing set of values, like that which occurred during the student unrest of 1968, and so are economics.

Circumstances are now once again, I believe, combining in curious ways. Change is not what it used to be. The status quo will no longer be the best way forward. That way will be less comfortable and less easy but, no doubt, more interesting – a word we often use to signal an uncertain mix of danger and opportunity. If we wish to enjoy more of the opportunity and less of the risk we need to understand the changes better. Those who know why changes come waste less effort in protecting themselves or in fighting the inevitable. Those who realize where changes are heading are better able to use those changes to their own advantage. The society which welcomes change can use that change instead of just reacting to it.

George Bernard Shaw once observed that all progress depends on the unreasonable man. His argument was that the reasonable man adapts himself to the world while the unreasonable persists in trying to adapt the world to himself, therefore for any change of consequence we must look to the unreasonable man, or, I must add, to the unreasonable woman.

In that sense we are entering an Age of Unreason, when the future, in so many areas, is there to be shaped, by us and for us; a time when the only prediction that will hold true is that no predictions will hold true; a time, therefore, for bold imaginings in private life as well as public, for thinking the unlikely and doing the unreasonable.

That, then, is the purpose of this book – to understand better the changes which are already about us in order that we may, as individuals and as a society, suffer less and profit more. Change, after all, is only another word for growth, another synonym for learning. We can all do it, and enjoy it, if we want to.

The story or argument of this book rests on three assumptions:



	—
	that the changes are different this time: they are discontinuous and not part of a pattern; that such discontinuity happens from time to time in history, although it is confusing and disturbing, particularly to those in power;



	—
	that it is the little changes which can in fact make the biggest differences to our lives, even if these go unnoticed at the time, and that it is the changes in the way our work is organized which will make the biggest differences to the way we all will live.



	—
	that discontinuous change requires discontinuous upside-down thinking to deal with it, even if both thinkers and thoughts appear absurd at first sight.




Change Is Not What It Used To Be

Thirty years ago I started work in a world-famous multinational company. By way of encouragement they produced an outline of my future career – ‘This will be your life,’ they said, ‘with titles of likely jobs.’ The line ended, I remember, with myself as chief executive of a particular company in a particular far-off country. I was, at the time, suitably flattered. I left them long before I reached the heights they planned for me, but already I knew that not only did the job they had picked out no longer exist, neither did the company I would have directed nor even the country in which I was to have operated.

Thirty years ago I thought that life would be one long continuous line, sloping upwards with luck. Today I know better. Thirty years ago that company saw the future as largely predictable, to be planned for and managed. Today they are less certain. Thirty years ago most people thought that change would mean more of the same, only better. That was incremental change and to be welcomed. Today we know that in many areas of life we cannot guarantee more of the same, be it work or money, peace or freedom, health or happiness, and cannot even predict with confidence what will be happening in our own lives. Change is now more chancy, but also more exciting if we want to see it that way.

Change has, of course, always been what we choose to make it, good or bad, trivial or crucial. Take, for instance, the one word ‘change’ and consider how we use it. Can any other word be asked to do so many things?

‘Change is part of life’ (a noun universal)

‘There is a change in the arrangements’ (a noun particular)

‘Please count your change’ (a noun metaphorical)

‘Please change this wheel’ (a verb transitive)

‘I will not change’ (a verb intransitive)

‘Where do I change trains?’ (a verb metaphorical)

‘She is a clever change agent’ (an adjective)

Where the same word is used to describe the trivial (a change of clothes) and the profound (‘a change of life’), how can we easily distinguish whether it is heralding something important or not? When the same word can mean ‘progress’ and ‘inconsistency’, how should we know which is which? We might well ask whether the English language was devised to confuse the foreigner, or ourselves?

More of the same only better, and, if possible, for more people. It was a comfortable view of change, one which, in the growth-heady days of the sixties and seventies allowed so many to marry idealism to their personal prosperity. It allowed the big to grow bigger, the powerful to look forward to more power, and even the dispossessed to hope for some share of the action one day. It was a view of change which upset no one. The only trouble was that it did not work, it never has worked anywhere for very long, and even those societies in which it has seemed to be working, Japan, Germany and, perhaps, the USA are about to see that it does not work for ever. In each of those societies it is now increasingly relevant to ask ‘what is the next trick?’ because the current one shows every sign of ending.

It is not just because the pace of change has speeded up, which it has done, of course. We must all, sometime, have seen one of those graphs comparing, say, the speed of travel in 500 BC and every 100 years thereafter, with the line suddenly zooming upwards ever steeper in the last inch or two of the chart as we approached modern times, when horses are superceded by cars, then by planes and then by rockets. Faster change on its own sits quite comfortably with the ‘more only better’ school. It is only when the graph goes off the chart that we need to start to worry, because then things get less predictable and less manageable. Incremental change suddenly becomes discontinuous change. Catastrophe theory, they call it in mathematics, interestingly and symbolically, the study of discontinuous curves in observed phenomena, graphs that loop back on themselves or go into precipitous falls or unsuspected plateaux. Trends, after all, cannot accelerate forever on a graph paper without looping the loop.

I believe that discontinuity is not catastrophe, and that it certainly need not be catastrophe. Indeed, I will argue that discontinuous change is the only way forward for a tramlined society, one that has got used to its ruts and its blinkers and prefers its own ways, however dreary, to untrodden paths and new ways of looking at things. I like the story of the Peruvian Indians who, seeing the sails of their Spanish invaders on the horizon put it down to a freak of the weather and went on about their business, having no concept of sailing ships in their limited experience. Assuming continuity, they screened out what did not fit and let disaster in. I like less the story that a frog if put in cold water will not bestir itself if that water is heated up slowly and gradually and will in the end let itself be boiled alive, too comfortable with continuity to realize that continuous change at some point becomes discontinous and demands a change in behaviour. If we want to avoid the fate of the Peruvian Indians or the boiling frog we must learn to look for and embrace discontinuous change.

That is more revolutionary than it sounds. Discontinous, after all, is hardly a word to stir the multitudes; yet to embrace discontinous change means, for instance, completely re-thinking the way in which we learn things. In a world of incremental change it is sensible to ape your elders in order to take over where they leave off, in both knowledge and responsibility. But under conditions of discontinuity it is no longer obvious that their ways should continue to be your ways; we may all need new rules for new ball games and will have to discover them for ourselves. Learning then becomes the voyage of exploration, of questing and experimenting, that scientists and tiny children know it to be but which we are soon reminded, by parents, teachers and supervisors, can be time-wasting when others already know what we need to learn. It is a way of learning which can even be seen as disrespectful if not downright rebellious. Assume discontinuity in our affairs, in other words, and you threaten the authority of the holders of knowledge, of those in charge or those in power.

For those in charge continuity is comfort, and predictability ensures that they can continue in control. Instinctively, therefore, they prefer to believe that things will go on as they have before. It requires, as Mancur Olsen has argued, revolutions to unblock societies and shocks to galvanize organizations. Perhaps that is why Britain, untouched by revolution for over 300 years, seems to prefer that the status quo should be the way forward and why organizations too often learn too late.

Major change in organizations seems to follow a predictable and sad sequence:



	FRIGHT
	–
	the possibility of bankruptcy, takeover or collapse



	NEW FACES
	–
	new people are brought in at the top



	NEW QUESTIONS
	–
	questions, study groups, investigations into old ways and new options



	NEW STRUCTURES
	–
	the existing pattern is broken up and re-arranged to give new talent scope and break up old clubs



	NEW GOALS & STANDARDS
	–
	the new organization sets itself new aims and targets.




Do we always need a painful jolt to start re-thinking? Did it need the Titanic to sink before it became compulsory for ships to carry enough lifeboats for all the passengers? Did the Challenger shuttle have to explode before NASA reorganized its decision-making systems and priorities?

How many have to die before we make cars safer and less powerful?

It is the argument of this book that discontinuous change is all around us. We would be foolish to block our eyes to its signs as those Peruvian Indians did to their invaders’ sails. We need not leave it too late, like the frog in boiling water, nor wait for a revolution. There are opportunities as well as problems in discontinuous change. If we change our attitudes, our habits and the ways of some of our institutions it can be an age of new discovery, new enlightenment and new freedoms, an age of true learning.

Ask people, as I have often done, to recall two or three of the most important learning experiences in their lives and they will never tell you of courses taken or degrees obtained, but of brushes with death, of crises encountered, of new and unexpected challenges or confrontations. They will tell you, in other words, of times when continuity ran out on them, when they had no past experience to fall back on, no rules or handbook. They survived, however, and came to count it as learning, as a growth experience. Discontinuous change, therefore, when properly handled, is the way we grow up.


The Beginnings Are Small

We live life on two levels. A teenager in the USA was asked to produce a list of the kinds of critical events which she saw looming in the future. It went like this:

A US/USSR alliance

A cancer cure

Test-tube babies

An accidental nuclear explosion

Spread of anarchy throughout the world

Robots holding political office in the USA

We could each provide our own such list of triumphs and disasters. When she was asked, however, to list the critical events looming in her personal life she wrote down:

Moving into my own apartment

Interior Design School

Driver’s Licence

Getting a dog

Marriage

Having Children

Death

This book is about changes, but it is about the changes which will affect the second list more than the first. Not that a cancer cure or a nuclear war would not have an effect on the way we live our daily lives, but such mega changes belong to other books by other people. This book is written in the belief that it is often the little things in life which change things most and last the longest.

The chimney, for instance, may have caused more social change than any war. Without a chimney everyone had to huddle together in one central place around a fire with a hole in the roof above. The chimney, with its separate flues, made it possible for one dwelling to heat a variety of rooms. Small units could huddle together independently. The cohesion of the tribe in winter slipped away.

Central heating – meaning in reality decentralized heating – carried it even further, doing away with fireplaces altogether, making it possible to pile dwelling units on top of dwelling units into the sky and for so many people to live alone, often far above the ground, but warm.

No one would want to disinvent the chimney or central heating, but their inventors (whose names are long lost if they were ever known) could not have guessed at the changes which they would make to our social architecture. I shall argue in this book, amongst other things, that the telephone line has been and will be the modern day equivalent of the chimney, unintentionally changing the way we work and live.

I saw a man sitting in his car in the parking place I coveted. ‘Are you about to move?’ I asked. ‘Not for a couple of hours yet,’ he replied. It was then I saw the portable computer on the seat beside him and the fax connected to his car telephone line. He was using his car as a mobile office.

Rather like central heating, the telephone and its attachments make it possible today for people to work together without being together in one place. The scattered organization is now a reality. The implications, as we shall see, are considerable. It is not an unmixed blessing for being together has always been part of the fun. As Pascal once said, all the world’s ills stem from the fact that a man cannot sit in a room alone. Increasingly, he, and she, may have to.

Chimneys and telephones are technology – always a potential trigger of discontinuity. Economic reality is another. Governments can stave it off for a while but not forever. In the end countries live or die according to their comparative advantage. Comparative advantage means that there is something for which others will pay a price, be it oil and minerals, cheap labour, golden sun or brains. For Britain and the rest of the industrialized world it has, increasingly, to be brains. Clever people, making clever things or providing clever services add value, sometimes lots of value, to minimal amounts of raw material. Their sales allow the import of all the things we cannot grow and cannot afford to make. That way prosperity advances. It sounds straightforward and simple enough, but its consequences ramble everywhere. Many more clever people are now needed, for one thing, with fewer places for the less clever. Organizations making or doing clever things spend much of their time handling information in all sorts of forms. Facts, figures, words, pictures, ideas, arguments, meetings, committees, papers, conferences all proliferate. Information goes down telephone lines, so technology and economics begin to blend together to create a massive discontinuity in the shape, and skills and purposes of many of our organizations. Clever organizations do not, it seems, work the way organizations used to work, they have different shapes, different working habits, different age profiles, different traditions of authority.

Barry Jones, now an Australian Cabinet Minister, has listed the typical activities of the information sector.



	teaching
	creative arts & architecture



	research
	design



	office work
	music



	public service
	data processing



	communications
	computer software



	the media
	selling



	films
	accountancy



	theatre
	law



	photography
	psychiatry & psychology



	post & telecommunications
	social work



	book publishing
	management



	printing
	advertising



	banking
	church



	real estate
	science



	administration
	trade unions



	museums & television
	parliament




One could add to it: stockbroking, consultancy, journalism, conference organizing, secretarial work, medicine, politics and local government.

It is unlikely that anyone reading this book will not find his or her work included in this list.

Technology and economics is a potent blend. It is the premise of this book that from that blend all sorts of changes ensue. Social customs can be transformed. An information society makes it easier for more women to do satisfying jobs. Technology has turned child-bearing into an act of positive decision for most. Marriage then becomes, increasingly, a public commitment to starting a family. Relationships that do not involve the start of a family no longer need the stamp of public commitment. Women can support themselves and can in theory support a family on their own, and many will prefer to do just that. What was in former times technologically and economically impossible, and therefore socially unacceptable, becomes both possible and acceptable. Discontinuity abroad creeps unnoticed into the family.

Words are the bugles of social change. When our language changes, behaviour will not be far behind. House-husbands, single-parent families, ‘dinkies’ and ‘telecommuters’, these and many other words were unknown ten years ago. They were not needed. Organizations used to invite men to bring their wives to functions, then it became ‘spouses’ in recognition of the growing number of female employees, then ‘partners’ as an acceptance that marriage is not the only stable relationship, and now in California it is the ‘significant other’ to take care of any conceivable situation.


Just Think Of It!

It is the combination of a changing technology and economics, in particular of information technology and biotechnology and the economics associated with them, which causes this discontinuity. Between them they will make the world a different place.

Information technology links the processing power of the computer with the microwaves, the satellites, and the fibre optic cables of telecommunications. It is a technology which is leaping rather than creeping into the future. It is said that if the automobile industry had developed as rapidly as the processing capacity of the computer we would now be able to buy a 400 mile-per-gallon Rolls-Royce for £1.

Biotechnology is the completely new industry that has grown out of the interpretation of DNA, the genetic code at the heart of life. It is only one generation old as a science and as an industry, and is only now becoming evident in everyday life with new types of crops, genetic fingerprinting and all the possibilities, good and bad, of what is called bio-engineering.

These two technologies are developing so fast that their outputs are unpredictable, but some of the more likely developments in the next ten to twenty years could change parts of our lives, and other peoples’ lives, in a dramatic fashion. A group of young executives who were asked by their companies to contemplate 2000 AD came up with the following possibilities and probabilities.

Cordless telephones Mark 2

The next generation of cordless telephones may give everyone their own portable personal telephone to be used anywhere at affordable prices. Link it to a lap-top computer and a portable fax and a car or train seat becomes an office. More interestingly, a telephone will then belong to a person not to a place. We will call a person and not know where they are.

Monoclonal antibodies

These genetically engineered bacteria which work to prevent particular diseases already exist and will be expanded. Blood-clotting and anti-clotting agents can now be manufactured to prevent major coronary diseases. ‘Scavenger Proteins’ are under investigation, designed to locate undesirable substances in the bloodstream, such as excess cholesterol. Cures for most cancers, and possibly AIDS, will be available by the end of the century. Senile dementia is now understood and drugs to combat it are under development. Life could go on, if not forever, for a lot longer than before when most diseases can be cured or prevented.

The transgenic pig

The possibility of using animal organs in humans has been under investigation for some time. The pig is biologically similar to humans and experiments are under way to engineer embryos to produce the transgenic pig, an animal with organs more man-like than piglike. Pig farms may one day mean something quite different from what they do today and replacement organs could be available on demand.

Water fields

Crops can now be genetically engineered to grow on poor quality soil or even in water (without tasting like seaweed!). Under development is an idea to engineer crops which can take their nitrogen directly from the air instead of from the ground, reducing the need for fertilizer. Any country could one day grow all the food it needs.

Enzyme catalysts

Microbes can now be used as catalysts in many chemical manufacturing processes. Some microbes can even be used to extract minerals from low-grade areas which were previously uneconomic. There are bugs which can be trained to devour and break down waste materials and can even thrive on cyanide. Rubbish disposal is now part of the chemical industry. Indeed, waste can now be converted into methane as one contribution to the energy problem. We shall see, too, self-cleaning ships which will biologically repel barnacles from sticking to their hulls.

Expert G.P.s

Computers programmed with up-to-date medical knowledge will be available to all doctors. These medical expert systems will not replace the doctor but will allow every doctor to be a better doctor, to make fewer demands on specialists and so release them to be better specialists. This example of ‘expert systems’ to enhance the work of professionals and technicians will be copied in all types of occupations, from the solicitor’s office to the supermarket purchasing department.

The hearing computer

Voice-sensitive computers which can translate the spoken word into written words on a screen will be on every executive’s desk one day, turning everyone into their own typist whether they can use a keyboard or not.

Irradiated food

Irradiation, once we are convinced that it is safe, will make it possible to buy ‘fresh’ food from all round the world at any time of the year. There will also be appetite-reducing drugs for those who find the new foods too tempting, and even health-increasing foods for those who want it both ways.

Telecatalogues

Teleshopping, already in existence in experimental situations, will one day be commonplace. Every store will display its wares and prices on your home television teletext, with local pick-up centres available for those unwilling to pay the extra delivery charge. Personal shopping in the High Street will become a leisure activity rather than a necessity, with all the frills and fancies that go with something done for pleasure not for duty.

Smart cards

These cards, already in use in France, replace cash, keys, credit, debit and cash cards. They will not only let you into your home or your car but will automatically update all your bank account balances for you.

Genetic fingerprints

Instead of Personal Identification Numbers (PINs) which are easy to discover and replicate, we shall each have a fingerprint on our personal cards which cannot be reproduced by others.

Genetic fingerprinting can be used to detect criminals from remains of tissue left behind at the scene of a crime, and also to diagnose hereditary and latent diseases. A national data-bank of genetic fingerprints seems possible one day.

Soon, everything we know about ourselves, and somethings we do not know, will be available to anyone with the right number or fingerprint. What price privacy then, many will ask.

Windscreen Maps

Computerized autoguidance screens will become commonplace, telling you the best way to get to where you want to go and projected onto the windscreen, as in fighter aircraft, so that you need not take your eyes off the road. These systems can take weather, traffic density and roadworks into account and give you the best available route, turning the whole country, one suspects, into a constant traffic jam.

Mileage bills

Cables laid under the roads of our cities can trigger a meter inside a car programmed to charge different parts of the city at different rates, presenting you with the equivalent of a telephone bill at the end of the month for the use of your car on the city roads. Already designed for Hong Kong this system is potentially available now, although special licences for inner-city use are a more likely first step.

The technology we shall undoubtedly take in our stride. Hole-in-the-wall banking caused hardly a flutter of an eyelid when it appeared and video-recorders are now part of the furniture in many homes. It is not the technology itself that is important but the impact which, without conscious thought, it has on our lives. Microwave ovens were a clever idea, but their inventor could hardly have realized that the effect, once they were everywhere, would be to take the preparation of food out of the home and into the, increasingly automated, factory; to make cooking as it used to be into an activity of choice, not of necessity; to alter the habits of our homes, making the dining table outmoded for many, as each member of the family individually heats up his or her own meal as and when they require it; ‘grazing’, the advertising people call it.

Whether these developments are for good or for ill must be our choice. Technology in itself is neutral. We can use it to enrich our lives or to let them lose all meaning. What we cannot do is to pretend that nothing has changed and live in a garden of remembrance as if time had stood still. It doesn’t and we can’t.


Thinking Upside-Down

Discontinuous change requires discontinuous thinking. If the new way of things is going to be different from the old, not just an improvement on it, then we shall need to look at everything in a new way. The new words really will signal new ideas. Not unnaturally, discontinuous upside-down thinking has never been popular with the upholders of continuity and the status quo. Copernicus and Galileo, arch-exponents of upside-down thinking, were not thanked for their pains. Jesus Christ






	—
	Upside-down thinking suggests that we should stop talking and thinking of employees and employment. They are words, after all, which only entered the English language some 100 years ago. If work were defined as activity, some of which is paid for, then everyone is a worker, for nearly all their natural life. If everyone were treated as self-employed during their active years then by law and logic they could not be unemployed. They might be poor but that can be put right. The words ‘retirement’ and ‘unemployment’ used only as a contrast to ‘employment’ would cease to be useful.



	—
	Upside-down thinking suggests that if we put everyone on welfare it would no longer be invidious to receive it. That would not mean that no one was expected to work, only that everyone, as of right, got an initial ‘social dividend’, to be repaid progressively as one earns.



	—
	Upside-down thinking wonders what magic it is that determines that forty hours spread over five days should be the working week for most people. Why cannot one choose to distribute the 2000 hours per year of normal work in a wide variety of chunks?



	—
	Upside-down thinking notices that marriages in the last century lasted fifteen years and today also for fifteen years. In the last century it was the death of a partner which ended the marriage, now it is divorce. Should all relationships as well as employment contracts have a fixed term?



	—
	Upside-down thinking suggests that it might be desirable to reward some experts for not using their skills. At present dentists are paid per treatment. There is an inevitable temptation to diagnose the need for treatment. If rewards were related to the number of healthy mouths in the practise not the bad ones, we might need fewer dentists and have better teeth. Similarly, upside-down thinking observes that a national health service is run and rewarded as a national sickness service and wonders why it cannot be reversed.



	—
	Upside-down thinking suggests that instead of a National Curriculum for education what is really needed is an individual curriculum for every child, within common guidelines maybe, but given expression in a formal contract between the home and the school.



	—
	Upside-down thinking questions whether more money for more effort is always the right way to reward all the people all the time, or whether at certain stages in life more time might be as welcome as more money.



	—
	Upside-down thinking wonders why one career or one type of job should be the norm. Why not three careers, switching progressively from energy to wisdom as the years role on?



	—
	Upside-down thinking wonders why assistants are always younger than their principals or superiors. Why could not people retrain in mid-life to be part-time assistants to doctors, teachers, social workers and lawyers, para-professionals leaving the full professionals to do the more specialized work.



	—
	Upside-down thinking wonders why roads are free and railways expensive in most countries, and suspects that it ought to be the other way around, as it almost is in Italy.



	—
	In organizations, upside-down thinking observes that authority now has to be earned from those people over whom it is exercised and that even formal appraisal systems are upside-down in some organizations these days, with the subordinates appraising their bosses.



	—
	Upside-down thinking notes that before too long there will be more people working outside organizations than inside them and that, even now, organizations only employ, directly, about one-quarter of the people connected in some way with the product or service which they deliver.



	—
	Upside-down thinking suggests, therefore, that it might be better to pay people for the work they do, not the time they spend, since that time cannot be measured if they are out of sight or out of the organization.
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