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Preface






Which of Peter Druckers books should I read? Where in your work do I find the best discussion on how to place people? Not a week goes by without my receiving half a dozen questions like these. With thirty-four books published over sixty-five years, even I find it difficult to answer these questions.

The Daily Drucker is intended to provide an answer. It presents in organized formand directly from my own writingsa key statement of mine, followed by a few lines, also from my own works, of comment and explanation, on topics ranging across a great many fields of my work: management, business, and the world economy; a changing society; innovation and entrepreneurship; decision making; the changing workforce; the nonprofits and their management; and so on.

But the most important part of this book is the blank spaces at the bottom of its pages. They are what the readers will contribute, their actions, decisions and the results of these decisions. For this is an action book.

This book owes everything to my longtime friend and colleague, Professor Joseph A. Maciariello. It was his idea to bring together in one volume the best excerpts from my writings. He then selected both the appropriate quotes and the commentaries on them from my books, scripts, and articles. The result is a truly comprehensive guide to executive effectiveness. My readers and I owe a very great debt of gratitude to Professor Maciariello.

 

PETER F. DRUCKER

Claremont, California

Summer 2004





 
 

Introduction




In putting together The Daily Drucker, I have tried to distill and synthesize the tapestry that Peter Drucker has woven and continues to weave. I have done this by constructing 366 readings, each addressing a major topic, one for every day of the year, including February 29. Each reading starts with a topic and a Drucker Proverb or other quote capturing the essence of the topic. These proverbs, wise sayings, and quotes are mnemonic constructs that remind one of the teaching on each topic. Then follows a teaching taken directly from the works of Peter Drucker. Next comes the action step, where you are asked to act on the teaching and apply it to yourself and your organization.

After each reading, the original source or sources from which the reading was excerpted are cited as references. Unless indicated otherwise, the page references provided in Sources by Day refer to the latest edition of each book. The status of each reference is contained in the Annotated Bibliography, at the end of the book. Most Drucker books referenced are in print, especially those referred to most often. If you wish to go deeper into a specific topic, you may.

One word of advice: Look for the future that has already happened. If you can identify and act upon trends that are just now emerging, you will carry forward in practice the Drucker Tradition.

I have many times listened to Peter Drucker address executives, and I have on a few occasions seen him in action as a consultant. In his teaching and consulting he has impressed me most by the consistency and effectiveness of the approach he uses. First, he always makes sure he has defined the problem correctly. Next, he seems to weave a tapestry, bringing his vast knowledge to bear upon the specific problem, and putting in stitches, or specific portions of the solution to the problem. Finally, once the problem has been circumscribed and the tapestry woven, he outlines the specific actions that should be taken to solve the problem. He then tells his audiences, Dont tell me you enjoyed this; tell me what you will do differently on Monday morning.

While his approach is consistent, any single Drucker book or article is different. By the time Peter Drucker has worked through the many drafts, out comes a systematic and insightful discussion of a major topic in society or in management. But, if one studies his many writings completed over the past sixty-five years, the same tapestry that I refer to as The Tapestry of Drucker on Society and Management is seen.

Since graduating from college in 1962, I have been studying and using Druckers work. Even so, distilling and synthesizing Druckers work and giving thought to appropriate Action Points for each reading has been a transformative experience for me. It is my wish that the book also will be transformative for you.

I am profoundly grateful to Peter Drucker for offering me an opportunity of a lifetime and for his advice and friendship over the years. Stephen Hanselman and Leah Spiro of HarperCollins have helped to turn this opportunity into a reality. Steve had the idea for The Daily Drucker. Leah Spiro provided detailed advice and support in writing the book. I am especially grateful for the help Leah provided in reviewing each reading and helping to draft the Action Points. Ceci Hunt copyedited the manuscript. I am grateful both for her skill and hard work. I also owe a debt of gratitude to Diane Aronson, copy chief, and to Knox Huston of HarperCollins for their help in preparing this book.

In addition to the help provided by HarperCollins, I am grateful to Dean de Kluyver of the Peter F. Drucker and Masatoshi Ito Graduate School of Management and to Claremont Graduate University for the sabbatical leave that allowed me to concentrate my time exclusively on this project for most of the year. Antonina Antonova served as my research assistant and Bernadette Lambeth as my assistant during this period. Diane Wallace, of the Peter F. Drucker Archive, assisted me in preparing the Annotated Bibliography. I am grateful to Antonina, Bernadette, and Diane for their help.

Finally, my wife, Judy, relieved me of all other responsibilities during this time and assisted me at every turn. It is hard to imagine a more loving wife.

 

JOSEPH A. MACIARIELLO

Claremont, California

Summer 2004
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1 January
 Integrity in Leadership




The spirit of an organization is created from the top.




The proof of the sincerity and seriousness of a management is uncompromising emphasis on integrity of character. This, above all, has to be symbolized in managements people decisions. For it is character through which leadership is exercised; it is character that sets the example and is imitated. Character is not something one can fool people about. The people with whom a person works, and especially subordinates, know in a few weeks whether he or she has integrity or not. They may forgive a person for a great deal: incompetence, ignorance, insecurity, or bad manners. But they will not forgive a lack of integrity in that person. Nor will they forgive higher management for choosing him.

This is particularly true of the people at the head of an enterprise. For the spirit of an organization is created from the top. If an organization is great in spirit, it is because the spirit of its top people is great. If it decays, it does so because the top rots; as the proverb has it, Trees die from the top. No one should ever be appointed to a senior position unless top management is willing to have his or her character serve as the model for subordinates.

 

ACTION POINT: Evaluate the character of the CEO and top management when considering a job offer. Align yourself with people who have integrity.

Management: Tasks, Responsibilities, Practices

 







2 January
 Identifying the Future




The important thing is to identify the future that has already happened.




Futurists always measure their batting average by counting how many things they have predicted that have come true. They never count how many important things come true that they did not predict. Everything a forecaster predicts may come to pass. Yet, he may not have seen the most meaningful of the emergent realities or, worse still, may not have paid attention to them. There is no way to avoid this irrelevancy in forecasting, for the important and distinctive are always the result of changes in values, perception, and goals, that is, in things that one can divine but not forecast.

But the most important work of the executive is to identify the changes that have already happened. The important challenge in society, economics, politics, is to exploit the changes that have already occurred and to use them as opportunities. The important thing is to identify the future that has already happenedand to develop a methodology for perceiving and analyzing these changes. A good deal of this methodology is incorporated in my 1985 book Innovation and Entrepreneurship, which shows how one systematically looks to the changes in society, in demographics, in meaning, in science and technology, as opportunities to make the future.

 

ACTION POINT: Identify the major trends in your market that have already appeared. Write a page on their likely longevity and impact on your life and organization.

The Ecological Vision
The Age of Discontinuity

 







3 January
 Management Is Indispensable




Whoever makes two blades of grass grow where only one grew before deserves better of mankind than any speculative philosopher or metaphysical system builder.




Management will remain a basic and dominant institution perhaps as long as Western civilization itself survives. For management is not only grounded in the nature of the modern industrial system and in the needs of modern business enterprise, to which an industrial system must entrust its productive resources, both human and material. Management also expresses the basic beliefs of modern Western society. It expresses the belief in the possibility of controlling mans livelihood through the systematic organization of economic resources. It expresses the belief that economic change can be made into the most powerful engine for human betterment and social justicethat, as Jonathan Swift first overstated it three hundred years ago, whoever makes two blades of grass grow where only one grew before deserves better of mankind than any speculative philosopher or metaphysical system builder.

Managementwhich is the organ of society specifically charged with making resources productive, that is, with the responsibility for organized economic advancetherefore reflects the basic spirit of the modern age. It is, in fact, indispensable, and this explains why, once begotten, it grew so fast and with so little opposition.

 

ACTION POINT: Come up with a few examples of why management, its competence, its integrity, and its performance, is so decisive to the free world.

The Practice of Management

 







4 January
 Organizational Inertia




All organizations need a discipline that makes them face up to reality.




All organizations need to know that virtually no program or activity will perform effectively for a long time without modification and redesign. Eventually every activity becomes obsolete. Among organizations that ignore this fact, the worst offender is government. Indeed, the inability to stop doing anything is the central disease of government and a major reason why government today is sick. Hospitals and universities are only a little better than government in getting rid of yesterday.

Businessmen are just as sentimental about yesterday as bureaucrats. They are just as likely to respond to the failure of a product or program by doubling the efforts invested in it. But they are, fortunately, unable to indulge freely in their predilections. They stand under an objective discipline, the discipline of the market. They have an objective outside measurement, profitability. And so they are forced to slough off the unsuccessful and unproductive sooner or later. In other organizationsgovernment, hospitals, the military, and so oneconomics is only a restraint.

All organizations must be capable of change. We need concepts and measurements that give to other kinds of organizations what the market test and profitability yardstick give to business. Those tests and yardsticks will be quite different.

 

ACTION POINT: Make sure your nonprofit organization has rigorous tests and yardsticks to measure performance.

The Age of Discontinuity

 







5 January
 Abandonment




There is nothing as difficult and as expensive, but also nothing as futile, as trying to keep a corpse from stinking.




Effective executives know that they have to get many things done effectively. Therefore, they concentrate. And the first rule for the concentration of executive efforts is to slough off the past that has ceased to be productive. The first-class resources, especially those scarce resources of human strength, are immediately pulled out and put to work on the opportunities of tomorrow. If leaders are unable to slough off yesterday, to abandon yesterday, they simply will not be able to create tomorrow.

Without systematic and purposeful abandonment, an organization will be overtaken by events. It will squander its best resources on things it should never have been doing or should no longer do. As a result, it will lack the resources, especially capable people, needed to exploit the opportunities that arise. Far too few businesses are willing to slough off yesterday, and as a result, far too few have resources available for tomorrow.

 

ACTION POINT: Stop squandering resources on obsolete businesses and free up your capable people to take advantage of new opportunities.

The Effective Executive
Managing in Turbulent Times
Managing in a Time of Great Change
Management Challenges for the 21st Century

 







6 January
 Practice of Abandonment




If we did not do this already, would we go into it now?




The question has to be askedand asked seriouslyIf we did not do this already, would we, knowing what we know, go into it now? If the answer is no, the reaction must be What do we do now?

In three cases the right action is always outright abandonment. Abandonment is the right action if a product, service, market, or process still has a few years of life. It is these dying products, services, or processes that always demand the greatest care and the greatest efforts. They tie down the most productive and ablest people. But equally, a product, service, market, or process should be abandoned if the only argument for keeping it is It is fully written off. For management purposes there are no cost-less assets. There are only sunk costs. The third case where abandonment is the right policyand the most important oneis the one where, for the sake of maintaining the old or declining product, service, market, or process the new and growing product, service, or process is being stunted or neglected.

 

ACTION POINT: Ask the questions posed above and if the answer is no, make the tough choice to abandon a cherished business.

Management Challenges for the 21st Century

 







7 January
 Knowledge Workers: Asset Not Cost




Managements duty is to preserve the assets of the institution in its care.




Knowledge workers own the means of production. It is the knowledge between their ears. And it is a totally portable and enormous capital asset. Because knowledge workers own their means of production, they are mobile. Manual workers need the job much more than the job needs them. It may still not be true for all knowledge workers that the organization needs them more than they need the organization. But for most of them it is a symbiotic relationship in which the two need each other in equal measure.

Managements duty is to preserve the assets of the institution in its care. What does this mean when the knowledge of the individual knowledge worker becomes an asset and, in more and more cases, the main asset of an institution? What does this mean for personnel policy? What is needed to attract and to hold the highest-producing knowledge workers? What is needed to increase their productivity and to convert their increased productivity into performance capacity for the organization?

 

ACTION POINT: Attract and hold the highest-producing knowledge workers by treating them and their knowledge as the organizations most valuable assets.

Management Challenges for the 21st Century

 







8 January
 Autonomy in Knowledge Work




Knowledge work requires both autonomy and accountability.




Demanding of knowledge workers that they define their own task and its results is necessary because knowledge workers must be autonomous. As knowledge varies among different people, even in the same field, each knowledge worker carries his or her own unique set of knowledge. With this specialized, unique knowledge, each worker should know more about his or her specific area than anyone else in the organization. Indeed, knowledge workers must know more about their areas than anyone else; they are paid to be knowledgeable in their fields. What this means is that once each knowledge worker has defined his or her own task and once the work has been appropriately restructured, each worker should be expected to work out his or her own course and to take responsibility for it. Knowledge workers should be asked to think through their own work plans and then to submit them. What am I going to focus on? What results can be expected for which I should be held accountable? By what deadline? Knowledge work requires both autonomy and accountability.

 

ACTION POINT: Write a work plan that includes your focus, desired results, and deadline. Submit it to your boss.

Management Challenges for the 21st Century
Knowledge Worker Productivity (Corpedia Online Program)

 







9 January
 The New Corporations Persona




In the Next Societys corporation, top management will be the company.

Everything else can be outsourced.




Increasingly, in the Next Societys corporation, top management will, in fact, be the company. This top managements responsibilities will cover the entire organizations direction, planning, strategy, values, and principles; its structure and relationships between its various members; its alliances, partnerships, and joint ventures; and its research, design, and innovation.

Establishing a new corporate persona calls for a change in the corporations values. And that may well be the most important task for top management. In the half century after the Second World War, the business corporation has brilliantly proven itself as an economic organization, as a creator of wealth and jobs. In the Next Society, the biggest challenge for the large company and especially for the multinational may be its social legitimacyits values, its mission, its vision. Everything else can be outsourced.

 

ACTION POINT: Focus on your organizations values, mission, and vision, and consider outsourcing everything else.

Managing in the Next Society
The Next Society (Corpedia Online Program)

 







10 January
 Management as the Alternative to Tyranny




The alternative to autonomous institutions that function and perform is not freedom. It is totalitarian tyranny.




If the institutions of our pluralist society of institutions do not perform in responsible autonomy, we will not have individualism and a society in which there is a chance for people to fulfill themselves. We will, instead, impose on ourselves complete regimentation in which no one will be allowed autonomy. We will have Stalinism rather than participatory democracy, let alone the joyful spontaneity of doing ones own thing. Tyranny is the only alternative to strong, performing autonomous institutions.

Tyranny substitutes one absolute boss for the pluralism of competing institutions. It substitutes terror for responsibility. It does indeed do away with the institutions, but only by submerging all of them in the one all-embracing bureaucracy of the apparat. It does produce goods and services, though only fitfully, wastefully, at a low level, and at an enormous cost in suffering, humiliation, and frustration. To make our institutions perform responsibly, autonomously, and on a high level of achievement is thus the only safeguard of freedom and dignity in the pluralist society of institutions. Performing, responsible management is the alternative to tyranny and our only protection against it.

 

ACTION POINT: What steps can you and others take now to improve the performance of the institution for which you are responsible?

Management: Tasks, Responsibilities, Practices

 







11 January
 Management and Theology




Management always deals with the nature of Man, and with Good and Evil.




Management always lives, works, and practices in and for an institution, which is a human community held together by a bond: the work bond. And precisely because the object of management is a human community held together by the work bond for a common purpose, management always deals with the nature of Man and (as all of us with any practical experience have learned) with Good and Evil, as well. I have learned more theology as a practicing management consultant than when I taught religion.

 

ACTION POINT: Do you have any colleagues who are truly evil? Is there anything you can do about it?

Teaching the Work of Management, New Management

 







12 January
 Practice Comes First




Decision makers need to factor into their present decisions the future that has already happened.




Decision makersin government, in the universities, in business, in the labor unions, in churchesneed to factor into their present decisions the future that has already happened. For this they need to know what events have already occurred that do not fit into their present-day assumptions, and thereby create new realities.

Intellectuals and scholars tend to believe that ideas come first, which then lead to new political, social, economic, psychological realities. This does happen, but it is the exception. As a rule, theory does not precede practice. Its role is to structure and codify already proven practice. Its role is to convert the isolated and atypical from exception to rule and system, and therefore into something that can be learned and taught and, above all, into something that can be generally applied.

 

ACTION POINT: Are the premises that you base your decisions on obsolete? Do you need a new intellectual framework to win in the market, as it exists today?

The New Realities

 







13 January
 Management and the Liberal Arts




Management is a liberal art.




Management is what tradition used to call a liberal artliberal because it deals with the fundamentals of knowledge, self-knowledge, wisdom, and leadership; art because it deals with practice and application. Managers draw upon all of the knowledges and insights of the humanities and social scienceson psychology and philosophy, on economics and history, on the physical sciences and ethics. But they have to focus this knowledge on effectiveness and resultson healing a sick patient, teaching a student, building a bridge, designing and selling a user-friendly software program.

 

ACTION POINT: What is your plan to develop yourself in the humanities and social sciences? Develop such a plan today.

The New Realities

 







14 January
 The Managerial Attitude




The demands for a managerial attitude on the part of even the lowliest worker is an innovation.




No part of the productive resources of industry operates at a lower efficiency than the human resources. The few enterprises that have been able to tap this unused reservoir of human ability and attitude have achieved spectacular increases in productivity and output. In the better use of human resources lies the major opportunity for increasing productivity in the great majority of enterprisesso that the management of people should be the first and foremost concern of operating managements, rather than the management of things and techniques, on which attention has been focused so far.

We also know what makes for the efficiency and productivity of the human resources of production. It is not primarily skill or pay; it is, first and foremost, an attitudethe one we call the managerial attitude. By this we mean an attitude that makes the individual see his job, his work, and his product the way a manager sees them, that is, in relation to the group and the product as a whole.

 

ACTION POINT: What actions can you take now to impart a sense of managerial responsibility into your workforce?

The New Society

 







15 January
 The Spirit of an Organization




Its the abilities, not the disabilities, that count.




Two sayings sum up the spirit of an organization. One is the inscription on Andrew Carnegies tombstone:


Here lies a man
Who knew how to enlist
In his service
Better men than himself



The other is the slogan of the drive to find jobs for the physically handicapped: Its the abilities, not the disabilities, that count. A good example was President Franklin D. Roosevelts confidential adviser in World War II, Harry Hopkins. A dying, almost a dead man for whom every step was torment, he could work only a few hours every other day or so. This forced him to cut out everything but truly vital matters. He did not lose effectiveness thereby; on the contrary, he became as Churchill called him once, Lord Heart of the Matter and accomplished more than anyone else in wartime Washington. Roosevelt broke every rule in the book to enable the dying Harry Hopkins to make his unique contribution.

 

ACTION POINT: Figure out what each of your employees or colleagues strengths are and develop these strengths to help people perform better.

The Practice of Management
The Effective Executive

 







16 January
 The Function of Management
Is to Produce Results




Above all management is responsible for producing results.




Management has to give direction to the institution it manages. It has to think through the institutions mission, has to set its objectives, and has to organize resources for the results the institution has to contribute. Management is, indeed, J. B. Says entrepreneur and responsible for directing vision and resources toward greatest results and contributions.

In performing these essential functions, management everywhere faces the same problems. It has to organize work for productivity; it has to lead the worker toward productivity and achievement. It is responsible for the social impact of its enterprise. Above all, it is responsible for producing the resultswhether economic performance, student learning, or patient carefor the sake of which each institution exists.

 

ACTION POINT: Is your organization delivering the results it should? If not, articulate your mission.

Management: Tasks, Responsibilities, Practices

 







17 January
 Management: The Central Social Function




Noneconomic institutions need a yardstick that does for them what profitability does for business.




Nonbusiness institutions flock in increasing numbers to business management to learn from it how to manage themselves. The hospital, the armed service, the Catholic diocese, the civil serviceall want to go to school for business management.

This does not mean that business management can be transferred to other, nonbusiness institutions. On the contrary, the first thing these institutions have to learn from business management is that management begins with the setting of objectives and that, therefore, noneconomic institutions, such as a university or a hospital, will also need very different management from that of a business. But these institutions are right in seeing business management as the prototype. Business, far from being exceptional, is simply the first of the species and the one we have studied the most intensively. Noneconomic institutions need a yardstick that does for them what profitability does for the business. Profitability, in other words, rather than being the exception and distinct from human or social needs, emerges, in the pluralist society of organizations, as the prototype of the measurement needed by every institution in order to be managed and manageable.

 

ACTION POINT: What is the most important nonbusiness institution with which you are associated? Does it use a specific yardstick to assess performance? How successful is the organization?

The Ecological Vision

 







18 January
 Society of Performing Organizations




By their fruits ye shall know them.




Society in all developed countries has become a society of organizations in which most, if not all, social tasks are being done in and by an organization. Organizations do not exist for their own sake. They are means: each societys organ for the discharge of one social task. The organizations goal is a specific contribution to individual and society. The test of its performance, unlike that of a biological organism, therefore, always lies outside itself. This means that we must know what performance means for this or that institution.

Each institution will be the stronger the more clearly it defines its objectives. It will be more effective the more yardsticks and measurements there are against which its performance can be appraised. It will be more legitimate the more strictly it bases authority on justification by performance. By their fruits ye shall know themthis might well be the fundamental constitutional principle of the new pluralist society of institutions.

 

ACTION POINT: Are your performance yardsticks appropriate to your objectives?

Post-Capitalist Society
The Age of Discontinuity

 







19 January
 The Purpose of Society




Society is only meaningful if its purpose and ideals make sense in terms of the individuals purposes and ideals.




For the individual there is no society unless he has social status and function. There must be a definite functional relationship between individual life and group life. For the individual without function and status, society is irrational, incalculable, and shapeless. The rootless individual, the outcastfor absence of social function and status casts a man from the society of his fellowssees no society. He sees only demoniac forces, half sensible, half meaningless, half in light and half in darkness, but never predictable. They decide about his life and his livelihood without the possibility of interference on his part, indeed without the possibility of his understanding them. He is like a blindfolded man in a strange room playing a game of which he does not know the rules.

 

ACTION POINT: Make time to reach out to a rootless person who may be unemployed or retired. Drop them a note of support or take them out to lunch.

The Future of Industrial Man

 







20 January
 Nature of Man and Society




Every organized society is built upon a concept of the nature of man and of his function and place in society.




Whatever its truth as a picture of human nature, this concept always gives a true picture of the nature of the society, which recognizes and identifies itself with it. It symbolizes the fundamental tenets and beliefs of society by showing the sphere of human activity, which it regards as socially decisive and supreme. The concept of man as economic animal is the true symbol of societies of bourgeois capitalism and of Marxist socialism, which see in the free exercise of mans economic activity the means toward the realization of their aims. Economic satisfactions alone appear socially important and relevant. Economic positions, economic privileges, and economic rights are those for which man works.

 

ACTION POINT: What is the socially supreme sphere in the U.S.? How does this affect you?

The End of the Economic Man

 







21 January
 Profits Function




Todays profitable business will become tomorrows white elephant.




Joseph Schumpeter insisted that innovation is the very essence of economics and most certainly of a modern economy. Schumpeters Theory of Economic Development makes profit fulfill an economic function. In the economy of change and innovation, a profit, in contrast to Karl Marxs theory, is not a surplus value stolen from the workers. On the contrary, it is the only source of jobs for workers and of labor income. The theory of economic development shows that no one except the innovator makes a genuine profit; and the innovators profit is always quite short-lived.

But innovation, in Schumpeters famous phrase, is also creative destruction. It makes obsolete yesterdays capital equipment and capital investment. The more an economy progresses, the more capital formation will it therefore need. Thus, what the classical economistor the accountant or the stock exchangeconsiders profit is a genuine cost, the cost of staying in business, the cost of a future in which nothing is predictable except that todays profitable business will become tomorrows white elephant.

 

ACTION POINT: Insure that you are investing enough in innovation to prepare for the day when your profitable business becomes obsolete.

The Ecological Vision

 







22 January
 Economics as a Social Dimension




Keynes was interested in the behavior of commodities, while I was interested in the behavior of people.




I do not accept the basic premise on which economics as a discipline is based and without which it cannot be sustained. I do not accept that the economic sphere is an independent sphere, let alone that it is the dominant one. It is surely an important sphere. And as Bertolt Brecht said, first comes the belly and then moralityand filling the belly is what economics is all about in the main. I not only am willing but insist that in all political and social decisions the economic costs are calculated and taken into account. To talk only of benefits, I consider irresponsible and bound to lead to disaster. And I believe in free markets, having seen far too much of the alternative.

But still, for me the economic sphere is one sphere rather than the sphere. Economic considerations are restraints rather than overriding determinants. Economic wants and economic satisfactions are important but not absolutes. Above all, economic activities, economic institutions, economic rationality, are means to noneconomic (that is, human or social) ends rather than ends in themselves. And this means that I do not see economics as an autonomous science. In short, it means that I am not an economistsomething I have known since, in 1934 as a young economist in a London merchant bank, I sat in the John Maynard Keynes seminar in Cambridge. I suddenly realized that Keynes was interested in the behavior of commodities, while I was interested in the behavior of people.

 

ACTION POINT: Before you finalize a major budget or strategic decision, set aside half an hour to make sure you have really considered the impact it will have on your people in your organization and on your customers.

The Ecological Vision

 







23 January
 Private Virtue and the Commonweal




In a moral society the public good must always rest on private virtue.




To make what is good for the country good for the enterprise requires hard work, great management skill, high standards of responsibility, and broad vision. It is a counsel of perfection. To carry it out completely would require the philosophers stone that can translate the basest element into pure gold. But, if management is to remain a leading group, it must make this rule the lodestar of its conduct, must consciously strive to live up to it, and must actually do so with a fair degree of success. For in a good, a moral, a lasting society, the public good must always rest on private virtue. Every leading group must be able to claim that the public good determines its own interest. This assertion is the only legitimate basis for leadership; to make it a reality is the first duty of the leaders.

 

ACTION POINT: Make a list of three new products or services that have failed and will fail because you and your organization have ignored the public good.

The Practice of Management

 







24 January
 Feedback: Key to Continuous Learning




To know ones strengths, to know how to improve them, and to know what one cannot doare the keys to continuous learning.




Whenever a Jesuit priest or a Calvinist pastor does anything of significance (for instance, making a key decision), he is expected to write down what results he anticipates. Nine months later, he then feeds back from the actual results to these anticipations. This very soon shows him what he did well and what his strengths are. It also shows him what he has to learn and what habits he has to change. Finally it shows him what he is not gifted for and cannot do well. I have followed this method myself, now for fifty years. It brings out what ones strengths areand this is the most important thing an individual can know about himself or herself. It brings out where improvement is needed and what kind of improvement is needed. Finally, it brings out what an individual cannot do and therefore should not even try to do. To know ones strengths, to know how to improve them, and to know what one cannot dothey are the keys to continuous learning.

 

ACTION POINT: List your strengths and the steps you are taking to improve them. Who knows you well enough to help identify your strengths?

Drucker on Asia

 







25 January
 Reinvent Yourself




Knowledge people must take responsibility for their own development and placement.




In todays society and organizations, people work increasingly with knowledge, rather than with skill. Knowledge and skill differ in a fundamental characteristicskills change very, very slowly. Knowledge, however, changes itself. It makes itself obsolete, and very rapidly. A knowledge worker becomes obsolescent if he or she does not go back to school every three or four years.

This not only means that the equipment of learning, of knowledge, of skill, of experience that one acquires early is not sufficient for our present life time and working time. People change over such a long time span. They become different persons with different needs, different abilities, different perspectives, and, therefore, with a need to reinvent themselves. I quite intentionally use a stronger word than revitalize. If you talk of fifty years of working lifeand this, I think, is going to be increasingly the normyou have to reinvent yourself. You have to make something different out of yourself, rather than just find a new supply of energy.

 

ACTION POINT: Ask those ahead of you in age how they went about re-potting themselves. What steps should you take now?

Drucker on Asia

 







26 January
 A Social Ecologist




For me the tension between the need for continuity and the need for innovation and change was central to society and civilization.




I consider myself a social ecologist, concerned with mans man-made environment the way the natural ecologist studies the biological environment. The term social ecology is my own coinage. But the discipline itself boasts an old and distinguished lineage. Its greatest document is Alexis de Tocquevilles Democracy in America. But no one is as close to me in temperament, concepts, and approach as the mid-Victorian Englishman Walter Bagehot. Living (as I have) in an age of great social change, Bagehot first saw the emergence of new institutions: civil service and cabinet government, as cores of a functioning democracy, and banking as the center of a functioning economy.

A hundred years after Bagehot, I was first to identify management as the new social institution of the emerging society of organizations and, a little later, to spot the emergence of knowledge as the new central resource, and knowledge workers as the new ruling class of a society that is not only postindustrial but postsocialist and, increasingly, postcapitalist. As it had been for Bagehot, for me too the tension between the need for continuity and the need for innovation and change was central to society and civilization. Thus, I know what Bagehot meant when he said that he saw himself sometimes as a liberal Conservative and sometimes as a conservative Liberal but never as a conservative Conservative or a liberal Liberal.

 

ACTION POINT: Are you and your organization change agents? What steps can you take to both change and balance change with stability?

The Ecological Vision

 







27 January
 The Discipline of Management




If you cant replicate something because you dont understand it, then it really hasnt been invented; its only been done.




When I published The Practice of Management, fifty years ago, that book made it possible for people to learn how to manage, something that up until then only a few geniuses seemed to be able to do, and nobody could replicate it.

When I came into management, a lot of it had come out of the field of engineering. And a lot of it had come out of accounting. And some of it came out of psychology. And some more came out of labor relations. Each of those fields was considered separate, and each of them, by itself, was ineffectual. You cant do carpentry, you know, if you have only a saw, or only a hammer, or if you have never heard of a pair of pliers. Its when you put all of those tools into one kit that you invent. Thats what I did in large part in The Practice of Management. I made a discipline of it.

 

ACTION POINT: Are your management practices ad hoc or systematic?

The Frontiers of Management

 







28 January
 Controlled Experiment in Mismanagement




The story of Henry Ford, his rise and decline, and of the revival of his company is what one might call a controlled experiment in mismanagement.




The story of Henry Ford, his rise and decline, and of the revival of his company under his grandson, Henry Ford II, has been told many times. But it is not commonly realized that this dramatic story is far more than a story of personal success and failure. It is, above all, what one might call a controlled experiment in mismanagement.

The first Ford failed because of his firm conviction that a business did not need managers and management. All it needed, he believed, was the owner-entrepreneur with his helpers. The only difference between Ford and most of his business contemporaries, in the U.S. as well as abroad, was that, as in everything else he did, Henry Ford stuck uncompromisingly to his convictions. The way he applied themfor example, by firing or sidelining any one of his helpers, no matter how able, who dared act as a manager, make a decision, or take action without orders from Fordcan only be described as a test of a hypothesis that ended up by fully disproving it. In fact, what makes the Ford story uniquebut also importantis that Ford could test the hypothesis, in part because he lived so long and in part because he had a billion dollars to back his convictions. Fords failure was not the result of personality or temperament but, first and foremost, the result of his refusal to accept managers and management as necessary and as grounded in task and function rather than in delegation from the boss.

 

ACTION POINT: Are you an owner-executive who treats all your employees as your helpers? Are you an employee who is treated as a helper? List three ways your organization could be more profitable if employees were encouraged to assume responsibility.

Management: Tasks, Responsibilities, Practices

 







29 January
 Performance: The Test of Management




Achievement rather than knowledge remains both the proof and aim of management.




The ultimate test of management is performance. Management, in other words, is a practice, rather than a science or profession, although containing elements of both. No greater damage could be done to our economy or to our society than to attempt to professionalize management by licensing managers, for instance, or by limiting access to management positions to people with a special academic degree. On the contrary, the test of good management is whether it enables the successful performer to do her work. And any serious attempt to make management scientific or a profession is bound to lead to the attempt to eliminate those disturbing nuisances, the unpredictabilities of business lifeits risks, its ups and downs, its wasteful competition, the irrational choices of the consumerand in the process, the economys freedom and its ability to grow.

 

ACTION POINT: Which of your management practices have yielded good results? Which practices should you abandon now?

The Practice of Management

 







30 January
 Terrorism and Basic Trends




Management of an institution has to be grounded in basic and predictable trends that persist regardless of todays headlines.




The terrorist attacks of September 2001 and Americas response to them have profoundly changed world politics. We clearly face years of disorder, especially in the Middle East. Management of an institutionwhether a business, a university, a hospitalhas to be grounded in basic and predictable trends that persist regardless of todays headlines. It has to exploit these trends as opportunities. And these basic trends are the emergence of the Next Society and its new and unprecedented characteristics, especially


        • the global shrinking of the youth population and the emergence of the new workforce

        • the steady decline of manufacturing as a producer of wealth and jobs

        • the changes in the form, the structure, and the function of the corporation and of its top management



In times of great and unpredictable surprises, even basing ones strategy and ones policies on these unchanging and basic trends does not automatically ensure success. But not to do so guarantees failure.

 

ACTION POINT: Write down three basic social trends that your business is based on. Are these trends still intact?

Managing in the Next Society

 







31 January
 A Functioning Society




Unless power is legitimate there can be no social order.




A functioning society must always be capable of organizing the tangible reality of the social order. It must master the material world, make it meaningful and comprehensible for the individual, and it must establish legitimate social and political power.

No society can function unless it gives the individual member social status and function, and unless the decisive social power is legitimate power. The former establishes the basic frame of social life: the purpose and meaning of society. The latter shapes the space within the frame: it makes society concrete and creates its institutions. If the individual is not given social status and function, there can be no society but only a mass of social atoms flying through space without aim or purpose. And unless power is legitimate, there can be no social fabric; there is only a social vacuum held together by mere slavery or inertia.

 

ACTION POINT: What will the emerging government in Iraq have to do to become legitimate? What must a legitimate government do to create status and function for Iraqis?

A Functioning Society
The Future of Industrial Man
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1 February
 Crossing the Divide




Crossing the divide into the new realities.




Every few hundred years there occurs a sharp transformation. We cross a divide. Within a few short decades, society rearranges itselfits worldview, its basic values, its social and political structure, its arts, its key institutions. Fifty years later, there is a new world. The people born after the transformation cannot even imagine the world in which their grandparents lived and into which their own parents were born.

But todays fundamental changes, these new realities visible thirty years ago, are actually only beginning and just about to have their full impacts. They underlie the worldwide restructuring of businesses, large and smallmergers, divestitures, alliances. They underlie the worldwide restructuring of the workforcewhich, while largely an accomplished fact in the U.S., is still in its early stages in Japan and Europe. And they underlie the need for fundamental innovation in education and especially in higher education. These realities are different from the issues on which politicians, economists, scholars, businessmen, and union leaders still fix their attention, still write books, still make speeches.

 

ACTION POINT: Next time you hear colleagues pounding the table for something that is clearly yesterdays news, find a way to tell them they need to wake up and smell the coffee.

The New Realities
Post-Capitalist Society
The Age of Discontinuity

 







2 February
 Face Reality




Exploit the new realities.




Todays new realities fit neither the assumptions of the Left nor those of the Right. They dont mesh at all with what everybody knows. They differ even more from what everybody, regardless of political persuasion, still believes reality to be. What is differs totally from what both the Right and the Left believe ought to be. The greatest and most dangerous turbulence today results from the collision between the delusions of the decision makerswhether in governments, in the top managements of businesses, or in union leadershipand the realities.

But a time of turbulence is also one of great opportunity for those who can understand, accept, and exploit the new realities. One constant theme is, therefore, the need for the decision maker in the individual enterprise to face up to reality and resist the temptation of what everybody knows, the temptations of the certainties of yesterday, which are about to become the deleterious superstitions of tomorrow. To manage in turbulent times, therefore, means to face up to the new realities. It means starting with the question: What is the world really like? rather than with the assertions and assumptions that made sense only a few years ago.

 

ACTION POINT: List three new opportunities created by demographic shiftschanges in the composition of the population and workforceand the shift from national to regional to transnational economies. Pursue them.

Managing in Turbulent Times

 







3 February
 The Management Revolution




What matters is the productivity of nonmanual workers.




In 1881, an American, Frederick Winslow Taylor (18561915), first applied knowledge to the study of work, the analysis of work, and the engineering of work. This led to the productivity revolution. The Productivity Revolution has become a victim of its own success. From now on, what matters is the productivity of nonmanual workers. And that requires applying knowledge to knowledge.

But knowledge is now also being applied systematically and purposefully to define what new knowledge is needed, whether it is feasible, and what has to be done to make knowledge effective. It is being applied, in other words, to systematic innovation. This third change in the dynamics of knowledge can be called the Management Revolution. Supplying knowledge to find out how existing knowledge can best be applied to produce results is, in effect, what we mean by management.

 

ACTION POINT: What results are you being paid to achieve? List three tasks that you should eliminate to be productive.

Post-Capitalist Society

 







4 February
 Knowledge and Technology




The new technology embraces and feeds off the entire array of human knowledges.




The search for knowledge, as well as the teaching thereof, has traditionally been dissociated from application. Both have been organized by subject, that is, according to what appeared to be the logic of knowledge itself. The faculties and departments of the university, its degrees, its specializations, indeed the entire organization of higher learning, have been subject-focused. They have been, to use the language of the experts on organization, based upon product, rather than on market or end use. Now we are increasingly organizing knowledge and the search for it around areas of application rather than around the subject areas of disciplines. Interdisciplinary work has grown everywhere.

This is a symptom of the shift in the meaning of knowledge from an end in itself to a resource, that is, a means to some result. Knowledge as the central energy of a modern society exists altogether in application and when it is put to work. Work, however, cannot be defined in terms of the disciplines. End results are interdisciplinary of necessity.

 

ACTION POINT: List results for which you are responsible. What specialists are you dependent on to get these results? How can you improve coordination among these specialists?

The Age of Discontinuity

 







5 February
 Shrinking of the Younger Population




The next society will be with us shortly.




In the developed countries, the dominant factor in the next society will be something to which most people are only just beginning to pay attention: the rapid growth of the older population and the rapid shrinking of the younger generation. The shrinking of the younger population will cause an even greater upheaval than the growing number of older people, if only because nothing like this has happened since the dying centuries of the Roman Empire. In every single developed country, but also in China and Brazil, the birth rate is now well below the replacement rate of 2.2 live births per woman of reproductive age. Politically, this means that immigration will become an importantand highly divisiveissue in all rich countries. It will cut across all traditional political alignments.

Economically, the decline in the younger population will change markets in fundamental ways. Growth in family formation has been the driving force of all domestic markets in the developed world, but the rate of family formation is certain to fall steadily unless bolstered by large-scale immigration of younger people.

 

ACTION POINT: Determine whether your organization is betting on young people, older people, or immigrants. Make sure you have a plan for the gradual decrease in the youth market and the increase in newcomers and the aged.

Managing in the Next Society

 







6 February
 The Transnational Company




Successful transnational companies see themselves as separate, nonnational entities.




Most companies doing international business today are still organized as traditional multinationals. But the transformation into transnational companies has begun, and it is moving fast. The products or services may be the same, but the structure is fundamentally different. In a transnational company there is only one economic unit, the world. Selling, servicing, public relations, and legal affairs are local. But parts, machines, planning, research, finance, marketing, pricing, and management are conducted in contemplation of the world market. One of Americas leading engineering companies, for instance, makes one critical part for all its forty-three plants worldwide in one location outside of Antwerp, Belgiumand nothing else. It has organized product development for the entire world in three places and quality control in four. For this company, national boundaries have largely become irrelevant.

The transnational company is not totally beyond the control of national governments. It must adapt to them. But these adaptations are exceptions to policies and practices decided on for worldwide markets and technologies. Successful transnational companies see themselves as separate, nonnational entities. This self-perception is evidenced by something unthinkable a few decades ago: a transnational top management.

 

ACTION POINT: Ask the foreign technical-support center for your U.S.-purchased computer or printer a question about the operation of your equipment. How does the quality of this support compare with that of your local cable company?

The Global Economy and the Nation-State, Foreign Affairs, 75th Anniversary Edition

 







7 February
 The Educated Person




The educated person needs to bring knowledge to bear on the present, not to mention molding the future.




In his 1943 novel, published in English as Magister Ludi (1949), Hermann Hesse anticipated the sort of world the humanists wantand its failure. The book depicts a brotherhood of intellectuals, artists, and humanists who live a life of splendid isolation, dedicated to the Great Tradition, its wisdom and its beauty. But the hero, the most accomplished Master of the Brotherhood, decides in the end to return to the polluted, vulgar, turbulent, strife-torn, moneygrubbing realityfor his values are only fools gold unless they have relevance to the world.

Postcapitalist society needs the educated person even more than any earlier society did, and access to the great heritage of the past will have to be an essential element. But liberal education must enable the person to understand reality and master it.

 

ACTION POINT: Read a book on politics, history, or anything that interests you. What did you learn? How can you put that knowledge to work?

Post-Capitalist Society
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