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		PRAISE FOR TOM PETERS

		
			“In no small part, what American corporations have become is what Peters has encouraged them to be.”

			—The New Yorker

		

		PRAISE FOR
THE CIRCLE OF INNOVATION

from Amazon.com readers

		
			“Simply the best business book I have read, seen or experienced.”

			—Oviedo, Florida

		

		
			“Pure value and insight for every person in the economy…. If you want to know how to prepare yourself for the future then get this book.”

			—Chicago, Illinois

		

		
			“One of the best five books I have EVER read.”

			—Woodstock, New York

		

		
			“[A] clear, fresh & provocative book. Re-read it once finished. The style of this book is really fresh, concepts are clear and extremely provocative.”

			—Barcelona, Spain

		

		
			“If you are serious about succeeding in business in the 1990’s, and beyond, then you must read this book. It is virtually a blueprint to success!”

			—Toronto, Canada

		

		
			“If you haven’t read a good business book recently, make this the one you take the time to read!”

			—Cincinnati, Ohio

		

		
			“This is another WOW book…. Peters delivers content in a form that breaks all book ‘rules,’ using a plethora of P. T. Barnum pizzazz.”

			—Culver City, California

		

		
			“Tom Peters is the philosopher-king of business! YEAH!!! I cheered aloud as I read.”

			—San Francisco, California

		

	
		Also by Tom Peters

		In Search of Excellence

		(with Robert H. Waterman, Jr.)

		A Passion for Excellence

		(with Nancy Austin)

		Thriving on Chaos

		Liberation Management

		The Tom Peters Seminar

		The Pursuit of WOW!
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			For
Susan * Donna * Ken
Sonny * Herb * Larry * Ian
Whose integrity and appetite for life
epitomize the message of this book.

		

	
		

		
			Whatever made you
successful in the past
won’t
in the future.

			—Lew Platt, chairman and CEO,
Hewlett-Packard

		

		





		
			It’s the end of
the world
as we know it.

			—Peter Georgescu, chairman and CEO,
Young & Rubicam

		

	
		WOW NOW! (OR ELSE.)

		“… on time, on budget … who cares …”—anon.

		Phil Daniels—job, company unknown—attended a seminar I presented in Sydney, Australia. He offered this trenchant advice: “Reward excellent failures. Punish mediocre successes.”

		It’s 1999. Traffic on the internet doubles every 100 days or so. Bandwidth to the home is expanding exponentially. And the White Collar Revolution—so long in coming—is accelerating toward us. What occurs between now and 2009 will make the last ten years of downsizing and re-engineering look like pocket change. The way I figure it, once we get down pat the installation of PeopleSoft and SAP’s enterprise resource planning (ERP) systems, nine out of ten conventional white collar jobs will evaporate.

		(Exaggeration? Think about the state-of-the-art “lights out” distribution center or the modern Midwestern farm … compared to the distribution center or family farm of 1925, or even 1950. The grunt laborers have—basically—disappeared. In general, the similarities are nil. And meanwhile today’s accounting shop looks and works about the same as that of Ebenezer Scrooge and Bob Cratchit 150 years ago … except for the fluorescent lights and SPARCStations which have replaced candles and quill pens.)

		All of this is terrifying … and, to me, empowering. Gone is BigCo.’s lifetime job security. Gone are career ladders with 17 rungs of middle management. We are, in short, on our own!

		We must re-invent ourselves—now that the white collar robots are beginning to absorb the office dreary-work, just as the blue collar robots now do the heavy lifting. We must renew … and renew … and renew again. Age 27. Age 57. We must stand for something … something distinct. We must make an impact … a mark … and keep remaking it. We must—all—grow. Learn. Innovate.

		Career counselors? Empowerment programs? Forget ’em. That’s my advice! Empowerment? Yup. As in: EMPOWER YOURSELF—NOW—OR ELSE.

		Which brings me back to Phil Daniels. How is that project of yours going? Will you remember it—with pride and joy—three years from now? One year from now? Or will it be J.A.M.S…. just another mediocre success?

		Bottom line ’99: It’s a uniquely lousy time to be racking up mediocre successes. Since The Circle of Innovation appeared, my closest colleagues and I have been wrestling with the following question: WHAT IS ESSENTIAL NO. 1 FOR INNOVATION … PERSONAL AND ORGANIZATIONAL?

		We think we have an—the?—answer. Namely: the WOW Project! It is the essence of Brand You (see Chapter 5). And the essence of the Professional Service Firm Model (see Chapter 6). Which means it is the essence of our personal and organizational response to the express train—moving at the speed of light—called the White Collar Revolution. It is also—obviously, in retrospect—the quintessential response to the “inevitable commoditization” of products and services of all sorts (see Chapter 9 et seq.) which inspired this book on innovation in the first place.

		The WOW Project! The project—small or large—remembered a year from now, maybe five years from now. The project that matters … that attacks head on the somnolent culture. You/me: We are our projects (and the portfolio thereof, over time). Bosses: Your unit is its projects (the portfolio thereof, over time). Sooooooo … how many of those projects are clear cut “WOWs”? How many will wind down to un-memorable “mediocre successes”?

		After a late 1998 seminar, a prominent CEO of a huge financial services company pulled me aside. “You really got to me with your ‘mediocre success’ riff,” he said. “We are an information systems company. And yet how many IS [information systems] projects take on a life of their own, lose their ‘WOW,’ to use your term? The answer, I’m afraid, is ‘Damned near all of them.”’

		Well, he’s got one word very right: afraid. I fear for all of us—God knows, starting with me—who allow our projects to wind down, to take on a life of their own, to s-l-o-w-l-y de-WOW … and become “mediocre successes.”

		My passion for “innovation” / “WOW” / “crazy” / “liberation”—the de facto titles of my last four books—is soaring. I hope you will consider using the pages that follow as a pump primer, an un-gentle nudge, a fire/conflagration starter. I’ve been pleased and flattered by the number of unit or company chiefs who’ve told me that they took intact four or five chapters from the book and used them as relaunch vehicles for their unit/company strategies.

		To quote, in effect, from the last chapter of the book: The time is at hand to live out loud. How about: JUST SAY “YES” TO LOUD LIVING … AND PROJECTS THAT “WOW”! JUST SHOUT “NO” TO MEDIOCRE SUCCESSES. HAPPY 2000!

		Tom Peters / West Tinmouth, Vermont / 11-20-98

	
		FOREWORD … DEAN LEBARON

		Business—successful business—is more visceral than cerebral. If we study what others do, we may find ways to read markets, but we will never discover ways to lead them.

		Tom Peters is more visceral than cerebral. He feels business in his gut. I don’t mean to ignore his doctorate from Stanford, his years in McKinsey’s ivory tower, or his enormous contributions to management theory and practice, beginning with the publication of In Search of Excellence.

		But what distinguishes Tom is this: passion and passionate energy. He moves when he sees opportunity. He hurts when he sees mediocrity. He exults when he sees innovation.
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		Tom is a friend. A few months ago, he invited me to one of his trademark seminars in Detroit. I had read his books, worked with him on business problems, dined with him, bantered with him as friends often do. In our case, given the global nature of our travel schedules, the banter is frequently electronic.

		While I watched him in Detroit, I was reminded of evangelists. Like them, Tom is transforming peoples’ lives. Like them, he conveys profound and passionate beliefs. And, like them, he heals. While evangelists use the power of the spirit to heal the body, Tom uses the power of ideas to transform business.

		Tom moves globally (he’s comfortable anywhere), pillories the guilty (including himself), never sleeps (I can tell by the time stamp on his e-mails), and reads and retains everything (his reading list would credit a good college library). He processes ideas from everywhere and puts his own spin on them.

		No one is a harsher critic of Tom than Tom. The decay rate of ideas in his head is faster than a child’s attention span. Tom is always testing himself. He thrives in the soup of change. He is always, if you will forgive the pun, in search of something better, something “WOW!” His intellectual bar is rising all the time. So he experiments, usually in public. Once in a while, he falls flat, but most of the time he soars. You have to make mistakes, he says. You need to have a quota of mistakes, and Tom has his. Tom is sometimes accused of inconsistency, and he is guilty—thank goodness. He believes that any idea worth having is worth changing, and I, and many others, agree.

		Creative thinkers like Tom are different from the rest of us. They see what we overlook. Tom takes an idea and turns it into what others can’t. He turns learning organizations into forgetting organizations. He turns change management into an exercise in destruction. He turns hotel housekeepers into Michelangelos.

		Like all explorers, Tom leads us on a path of discovery. Like all true innovators, he is both a maverick and a champion of mavericks. We meet people he admires, such as Percy Barnevik of ABB Asea Brown Boveri, Bill Gates of Microsoft, and Alfred Sloan of General Motors. You don’t have to be alive to be admired by Tom, but you do have to really have lived.

		His many stories of success and failure illuminate our own situations. Lakeland hospital shows us that no job description is sacrosanct. It illustrates the limits of reengineering as well as opportunities for entirely new structures. It demonstrates that technology we can’t understand, can’t anticipate, and can’t control may be life or death for us and our businesses.

		We can appreciate the originality of Tom’s books and seminars, but we really should do more. What Tom writes is important, but what you do with it is what really counts. His exhortations are nothing if not applied.

		I suspect Tom places more value in how we read his book than how he writes it. It is easy to follow him—just go with the flow. It’s tempting to read quickly, not pausing to ponder nuances. Personally, I imagine Tom would approve of that approach. But I suggest a second read with a pencil or highlighter. Take notes. They are the first step in what I’m sure will be an unfolding conversation with Tom. I know from experience it’s a conversation like no other.

		Tom ends his book with a chapter entitled, “We’re Here to Live Life Out Loud.” It’s a paraphrase of a quote from French novelist Émile Zola, and one I’ve heard him repeat often, and, I might add, loudly. Tom has turned up the volume for me. I think The Circle of Innovation will do the same for you.

		
			Dean LeBaron
Weesen, Switzerland
August 11, 1997

		

		Dean LeBaron, founder of investment innovator Batterymarch Financial Management and trustee of the Santa Fe Institute, is known for his relentless aversion to conventional thinking. His citation for Distinguished Alumni Achievement by the Harvard Business School reads: “Stellar student of securities, institutional investor extraordinaire, your storied successes as a contrarian are legion and legendary.”
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		Introduction

		This book is five years … and roughly 400 seminars … in the making.* The circle per se (as in Circle of Innovation) is on about its seventieth draft. I’m comfortable … for now. Hence … finally … this book.

		It’s about one B-I-G idea: innovation/a “top-line” obsession.

		And it’s about 15 discrete/b-i-g-g-i-s-h ideas … each of which is a stop on our Circle of Innovation. Each of the 15 biggish ideas stands on its own … and all 15 logically and systemically and coherently add up to THE ONE B-I-G IDEA.

		I became obsessed (right word) with innovation … because my clients, in effect, begged me to. (This is a customer-driven book!) Quality is (way) up. Speed is (way) up. Product development time is (way) down. We’ve “reengineered” the plumber … and “empowered” the kitchen sink. Yet with global competition heating up by the picosecond, company after company … banks, insurers, Big Six accountancies, brokerages, office-furniture makers, packaged-goods firms, software and pharmaceutical houses, engineering services firms … tell me: MY SERVICE/PRODUCT IS BECOMING COMMODITIZED.

		It takes about seven years to get a Ph.D. in economics from a leading school. But it’s borderline fair to say you can capture the seven years in one sentence: IF THE OTHER GUY’S GETTING BETTER, THEN YOU’D BETTER BE GETTING BETTER FASTER THAN THAT OTHER GUY’S GETTING BETTER … OR YOU’RE GETTING WORSE.

		Translation: It’s innovation … stupid.

		And … hint: “It” applies to my career (TP), your career, the sixperson training department … and the 60,000-body behemoth.

		*  *  *

		Why are there so f-e-w books on … INNOVATION … and s-o-o-o many on teams/empowerment/reengineering/quality? (1) Beats me! (2) Too hard?

		*  *  *

		Well … THIS BOOK IS ABOUT … I-N-N-O-V-A-T-I-O-N. PERIOD.

		*  *  *

		Back to those 400 (mostly full-day) seminars in the last five years … since the publication of Liberation Management. I’ve administered a few beatings. (I’m old and increasingly impatient.) And I’ve been beaten up a few/many times. And I’ve … changed … and changed … and changed.

		“They” call me inconsistent. I consider that a badge of honor. I.e.: I hope I’ve grown … and can therefore help you (a little) to grow (a little).

		These are marvelously scary times. (Marvelous = Scary.) Ripe with … opportunity. (Marvelous = Scary = Opportunity.) Laden with … peril. (Marvelous = Scary = Opportunity = Perilous.)

		*  *  *

		I have no time to waste. You have no time to waste. SO LET US BEGIN WITHOUT FURTHER ADO.
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			* Forty-seven U.S. states, Brazil, Argentina, Chile, Ecuador, Malaysia, Hong Kong, Singapore, Thailand, the Philippines, South Korea, Australia, New Zealand, England, Scotland, Holland, Germany, Portugal, India, Saudi Arabia, United Arab Emirates, South Africa, Zimbabwe.

		

	
		Introduction

		The Circle of Innovation is the overarching idea which animates this book. Here’s a quick preview of the 15 stops along the way …

		DISTANCE IS DEAD. We’re all next-door neighbors. Incrementalism is innovation’s worst enemy. Mid- to long-term: Business is about augmenting the top line … not cost minimization.

		DESTRUCTION IS COOL! CDO … Chief Destruction Officer. Easier to KILL an organization—and repot it—than change it substantially. Learn to swallow it: DESTRUCTION IS JOB NO. 1 (before the competition does it to you).

		YOU CAN’T LIVE WITHOUT AN ERASER. Forgetting—not learning—is the highest art. Think: ORGANIZED forgetting. STRATEGIC forgetfulness. How? Cherish WASTE … SILLINESS … FAILURE. I.e.: Ready. FIRE! Aim.

		WE ARE ALL MICHELANGELOS. Convert every “jobholder” into a BUSINESS-PERSON. Convert every job into a BUSINESS. “Business” is a very different—and more encompassing—word than “empowerment.” Keys: trust/respect/Michelangelos of Housekeeping/Michelangelos of Telemarketing. Boss as … RELENTLESS ARCHITECT OF THE POSSIBILITIES OF HUMAN BEINGS.

		WELCOME TO THE WHITE-COLLAR REVOLUTION. IF YOU CAN’T SAY (SPECIFICALLY) WHY YOU MAKE YOUR COMPANY A BETTER PLACE … YOU’RE OUT! As of Now: ME, INC!/TAKE IMMEDIATE RESPONSIBILITY FOR CHANGE!/YOU (ME) ARE A BRAND. (Perform a PERSONAL BRAND EQUITY EVALUATION … NOW!) There are no guarantees … and that can be liberating (i.e., stomp out indentured servitude to BigCorp).

		ALL VALUE COMES FROM THE PROFESSIONAL SERVICES. Make staff units The Vital Centers of Intellectual Capital Accumulation … rather than the prime sources of bureaucratic drag. Tool: Turn Purchasing (HR, IS, Finance) into PURCHASING, INC…. a full-fledged professional service firm … devoted to TRANSFORMATIONAL projects/awesome CLIENT service/WOW!

		THE INTERMEDIARY IS DOOMED. (Big) organizations without employees. EVERY task your organization performs is performed BETTER (higher quality, faster, more imaginatively) by some hyper-fast specialist (somewhere) who lives/eats/sleeps/breathes the narrow task. FLAT is too modest a term. (By far.) We are gutting the “center” of vertical enterprises. THE INTERMEDIARY IS DYING/DEAD! Hail the disintermediated/network “organization”… transparent to its customers (and all members of the value-creation chain).

		THE SYSTEM IS THE SOLUTION. (1) Systems are the glue … in ephemeral/network “orgs.” (2) Systems—great systems—are not about “nuts and bolts.” They are/can be … BEAUTIFUL. Systems Engineering Dept.? NO! Dept. of Beauty?? YES!! It’s W-A-Y beyond reengineering.

		CREATE WAVES OF LUST. (Almost) everything works. Quality per se is not the advantage it once (recently) was. So: Just shout “NO!” to … commoditization (of anything)/me-too/look-alikes. Embrace: WOW!!!/lusted-after products and services! Ultimate sin: WHEN WE DO IT “RIGHT,” IT’S STILL PRETTY ORDINARY.

		TOMMY HILFIGER KNOWS. In a (very) crowded marketplace … branding is (far) more important than ever before. It is … THE AGE OF THE BRAND! (1) Anything can be branded (e.g., chicken, milk). (2) Branding is as much for the very wee outfit as for Levi’s or Nike or Starbucks or Intel (Inside).

		BECOME A CONNOISSEUR OF TALENT. RECRUIT DIVERSITY! HIRE CRAZIES! Make REVOLUTIONARY RENEWAL everyone’s (LITERAL) Job No. 1. We are … ALL … RDAs … Rapidly Depreciating Assets. Therefore: (Continuing) Vitality = (Continuing) Commitment to (Bold/Formal) Renewal Programs … by … EVERYONE.

		IT’S A WOMAN’S WORLD. Women purchase/are purchasing agents for well over half the U.S. GDP (commercial and consumer goods). Almost no BigCo. “gets it”—financial services, healthcare, autos, business services, etc., etc. I.e., “gets” catering-to-women-as-premier-purchasers. WHY?? It takes TOTAL TRANSFORMATION—not a “woman’s initiative”—to take advantage of this bizarrely neglected COMMERCIAL OPPORTUNITY NO. 1.

		LITTLE THINGS ARE THE ONLY THINGS. As markets get more and more (and more) crowded … DESIGN is often the best “tool”—in services and manufacturing—for sustainable differentiation. Sad fact: Most companies do anything but OBSESS (e.g., Braun-like, Sony-like) on design. Personal design sensitization is Step No. 1: Home in on (OPEN YOUR EYES TO) the pervasive role that design plays in damn near everything—signage, forms, typeface, color (a big deal), etc., etc.

		LOVE ALL, SERVE ALL. Even today (WHY? WHY?? WHY???) a ridiculously small number of sizable firms seek a sustainable edge through incredible service—Disney- or Caterpillar-style. To get from (tawdry) here to (Olympian) there takes a wholesale commitment to nothing less than reconceiving the way business is done in your market/niche.

		WE’RE HERE TO LIVE LIFE OUT LOUD. Transformational leaders will eschew “hands off.” They will be bizarrely focused … tell the truth … and live life on the LUNATIC FRINGE. I.e., revolutionary times call for revolutionary zeal/leaders.

		*  *  *

		15 IDEAS = 1 IDEA = INNOVATION/TOP-LINE OBSESSION/WOW!!
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		NOTE ON FORMAT

		I illustrate my seminars with slides. You’ve asked for them time and again. SO HERE THEY ARE. The book purposefully retains the look and feel of my seminars. It is laid out in the main as slides … followed by explanatory text.
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		This is not the end! I will be updating this book with my weekly outpouring of new slides at my website: www.tompeters.com. Join us for an ongoing, energetic dialogue.
P-L-E-A-S-E.

	
		READER’S GUIDE

		Credo/Guiding Principles/Biases … or … Forestalling the Defenders of Drab

		1. I love business. (And you??)

		2. I think business is about emotion. Period. Cool products. Inspired service. People who give a damn. Leaders who are inflamed about the people they serve and the products they produce. Color by Technicolor! Dolby sound! (Tom Peters = Antithesis of Robert McNamara.)

		3. I love … CAPITAL LETTERS. And !!! (exclamation marks … preferably more than one). Halfway is no way as far as I’m concerned. (I.e., Life’s too short. Care deeply about your “it” … or don’t bother to get out of the sack.)

		4. I am a design freak. I don’t think commerce is boring, economics is the Dismal Science … or that business books have to have the look and feel of the obit page of The Daily Dull.

		5. I cherish inconsistency. A lot of what I say here contradicts what I said 15 years ago. Some of what I say here contradicts what I say here in other places. S-o-o-o? The world is inconsistent. All bets are off … and they never were on.

		6. Business is a hoot. I hope this book is fun. (And that it scares the shit out of you.)

		7. I am a frustrated academic. I like !!! and noisy quotes and pithy anecdotes. But … everything said here springs from solid research by me and (mostly) others.

		8. I have lived most of my adult life in Silicon Valley. Silicon Valley is home to a ridiculously unfair share of demented dreamers. Silicon Valley is not normal. I am not normal. (But we won. Big. Right? I.e.: Maybe my/our biases oughta be your biases??)

		9. I hope you love this book … or hate it. I will be devastated if you are lukewarm about it! (I hate Luke.)

		10. I admit it. I have often been (v-e-r-y) wrong. And/but … 98 percent of my (grossest) errors have been errors/sins of conservatism … not errors/sins of excess. This book is probably wrong … far too mellow/far too modest in its predictions and prescriptions. Sorry!

		TP
15 September 1997
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		CHAPTER 1
Distance is Dead.
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		You’ve heard of the “global village.”
I say a village is too big.
Try “global block.”
Better yet, try “global mall.”

		YIKES!

		
			Distance is a goner!
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			“Carrying a call from London to New York costs virtually the same as carrying it from one house to the next. The death of distance … will probably be the single-most important economic force shaping society in the first half of the next century.”

			—The Economist

		

		The global village is here … with a vengeance. No businessperson is, literally, more than six-tenths of a second (measured by the speed of light) away from any other businessperson. When I need a partner, I can just as easily look in Bangalore, India, as next door in my Silicon Valley neighborhood.

		“The death of distance,” The Economist continued, “will mean that any activity that relies on a screen or a telephone can be carried out anywhere in the world.”

		R.I.P. distance! Its passing means that services as varied as car design, home security, and healthcare delivery will be (already are!) as exportable as VCRs or automobiles. Airlines such as Swissair and British Airways are already sending their back-office work to India. And in Perth, in Western Australia, The Economist reports, “EMS Control Systems monitors the airconditioning, lighting, lifts, and security in office blocks in Singapore, Malaysia, Sri Lanka, Indonesia, and Taiwan.”1

		The death of distance marks the birth of (real) competition. We should all be feeling (white) hot under the (white) collar. Wages in the United States, Japan, Germany, Switzerland are … obscene. That is, ludicrously higher than the rest of the world. We like the relatively high wages. We Americans like the relatively high ranking (first place, these days) on the competitiveness tables. And if we want to continue to stay at or near the top, then we must be, as University of Southern California professor and expert on high-performing systems, Ed Lawler, puts it, working on the next act.

		And the curtain is rising.

		The world is catching up. More freedom! Higher standards of living! Hooray! But it also puts us, unmistakably, under the gun.

		The death of distance struck a chord with me. No, struck a blow of thunder. Everything is changing. That is not an overstatement. It is a fact. We are in the midst of the most profound change since the beginning of the Industrial Revolution, over two centuries ago … perhaps the most profound change since the Chinese more or less invented hierarchy thousands of years ago.

		I’m serious!

		The D-E-A-T-H of distance. Y-I-K-E-S!

		
		
			B-I-G IDEA

			Death of Distance.

			big idea: WE ARE ALL NEXT-DOOR (NEXT-BED?) NEIGHBORS.
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		YIKES!

		
			The nerds have won!

			Bill Gates, richest man in the world2!

		

		When I began working as a management consultant at McKinsey & Co. in 1974, “we” (the professional service people—accountants, lawyers, consultants, ad agency denizens) were considered the PARASITES … living off the sweat of real people’s brows.

		Times have changed. And how!

		The nerds have won! Bill Gates is the richest man in the world! It is the Age of Brainware. Now … the people who lift “things” (the … RAPIDLY … declining fraction) are the new parasites living off the carpal-tunnel syndrome of the computer programmers’ perpetually strained keyboard hands.

		Overstatement? I think not … (or barely).

		
			B-I-G IDEA

			Death of Distance.

			big idea: A-L-L VALUE FROM BRAINWARE!

		

		Washed up at 21!

		
			“Videogames are perfect training for life in fin-de-siècle America, where daily existence demands the ability to parse sixteen kinds of information being fired at you simultaneously from telephones, televisions, fax machines, pagers, personal digital assistants, voice messaging systems, postal delivery, office e-mail, and the Internet…. Those to the joystick born have a built-in advantage. Neo-Luddite polemics to the contrary, kids weaned on videogames are not attention-deficient, morally stunted, illiterate little zombies who massacre people en masse after playing too much Mortal Kombat. They’re simply acclimated to a world that increasingly resembles some kind of arcade experience. From computer-generated weather reports to interactive kiosks at the local megamart, from Hollywood to the Pentagon, we are swimming in animated icons, special effects, and computer simulations.”—J.C. Herz, Joystick Nation3
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		Younger people are “more comfortable with technology than with a person,” Jeffrey P. Luker of Andersen Consulting argues.4 Could it be true? Quite probably. No. Change that to … absolutely.

		A New World “mental” order is being invented—at literally the speed of light. Who are today’s technology experts? There are, as I see it, none older than 12. I’m kidding … barely. I started programming computers, with punch cards and pencils, as an engineering student at Cornell University in 1962. (CORC … Cornell Computing language.) I “get this stuff,” to some degree, intellectually. But if you want to find someone who really gets it … watch an 8- or a 9- or a 10- or a 12-year-old attack (and I do mean attack) a new videogame. She or he gets it in the fingertips, intuitively.

		Xerox’s legendary Palo Alto Research Center (PARC) recently invited seven techno-savvy high-school students for a six-week brainstorming session called Workscapes of the Future. Can’t wait to see (and buy) what they came up with!5

		Forget federal and state child-labor laws: If your information systems/information technology operation doesn’t have a “senior executive” under the age of 15 … or at least under 25 … you’re in trouble.

		
			B-I-G IDEA

			Death of Distance.

			big idea: THE YOUNG SHALL LEAD US!
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		Cray for $199!

		It was a little (tiny!) item in Management Review. Nintendo, we were informed, would soon be giving us (read: our nine-year-olds) a Game Boy, for $199, that has more computing power than the fastest Cray supercomputer of only 25 years ago.6 (You know … the one used by four-star generals to control missiles for the Strategic Air Command.)

		So?

		We are all in the technology business. Travel-services organizations (our reservation service is us). Twelve-table restaurants (our customer-preferences database is us). As well as, of course, financial-services (our communication and transaction systems are us). And any industry, as I said, that you can name. The computer revolution is now more than 50 years old … but what’s coming makes what’s here look Neolithic.

		
			B-I-G IDEA

			Death of Distance.

			big idea: R-E-V-O-L-U-T-I-O-N IN COGNITIVE PROCESSING.

		

		YIKES!

		The cannibals (a.k.a. brainware players) are coming!

		
			Stock market value of Microsoft + Intel > General Motors + Ford + Boeing + Kodak + Sears + J.P. Morgan + Caterpillar + Kellogg7

		

		
			A. Coca Cola: 18/115
Merck: 17/78
Microsoft: 6/71
Intel: 16/62
Disney: 19/42
Oracle: 3/22

			B. Ford: 137/43
GM: 169/42

			C. Harley-Davidson: 1/4

		

		It’s the age of V-R-R-O-O-O-O-M!
(Patent Pending)

		
		Consider these statistics from the 1996 Business Week Global 1000, ranked by total stock market value. Coca-Cola’s revenues were $18 billion … and its stock-market value was $115 billion. Merck: $17 billion in revenue, $78 billion in stock-market value. Microsoft: $6 billion in revenue, $71 billion in stock-market value. Intel: $16 billion in revenue, $62 billion in stock-market value. Disney: $19 billion in revenue, $42 billion in stock-market value. And Oracle: $3 billion in revenue, $22 billion in stock-market value.8

		Also on the list of 1,000 largest companies were a couple of names vaguely familiar to my fellow AARP-card carriers. Namely, Ford: $137 billion in revenue, $43 billion in stock-market value. And GM: $169 billion in revenue, $42 billion in stock-market value.

		You don’t have to be an astrophysicist to see the difference between the top and bottom halves of the list. The top half—Coca-Cola, Microsoft, Disney, and so on—are pure “players” in brainware. The bottom half are still lumpy-object purveyors, though automobiles are much “smarter” than they used to be.

		Harley-Davidson, with revenues of about $1 billion and stock-market value of $4 billion, is an interesting and instructive anomaly. Yes, the Harley is, to many, the ULO (Ultimate Lumpy Object) … analogous, then, to Ford and GM. But Harley has much more in common with Disney and Coca-Cola than with the big carmakers. Harley is selling, first, Harley-ism … and, second, that lumpy machine. That is, Harley clearly belongs to the (almost) pure brainware players.

		[image: ]

		Think about it. Marvel at it … and marvel at this: Harley-Davidson is trying to patent its … noise … its V-R-R-O-O-O-O-M. Why? The Japanese can’t for the life of them … make noisy, powerful-sounding bikes. (Bless them.) So they “reverse engineered” Harley’s sounds—that is, they’ve considered imbedding a sound generating chip in their engines to produce more Harley-like sounds. Getting wind of it, the U.S. bikemaker decided to protect its (VERY NOISY) machines (read protect its … INTELLECTUAL property). I’ve got to say it … Welcome to the age of V-R-R-O-O-O-O-M! (And the Japanese: They’ve learned about lawyers—!!—from the Americans and are … of course … challenging the patent!)

		
			B-I-G IDEA

			Death of Distance.

			big idea: VALUE = V-R-R-O-O-O-O-M!

		

		[image: ]

		YIKES!
You can’t cut your way to success!

		
			“Boosting profits through downsizing was easy; all executives had to do was take the heat from layoffs.”9

			—G. William Dauphinais, Price Waterhouse

		

		[image: ]

		
			“In the final analysis, you can’t continue to reduce costs and grow.”11

			—Paul Cook, founder, Raychem

		

		[image: ]

		
			“No business can cut its way to success.”12

			—Bill Dahlberg, chairman, The Southern Company

		

		
			“Wall Street won’t pay any more for raising profit margins on a stagnant sales base. The crucial issue has become how far does a company stretch for growth.”13

			—Pankaj Ghemawat, Harvard Business School

		

		
			“For the past decade and a half, companies in every industry have obsessively devoted themselves to managing the supply side of their businesses, from manufacturing through distribution and pricing…. We have made enormous improvements in productivity. But opportunities and ideas to drive incremental growth are drying up…. As the 90s draw to a close, so will the viability of this strategy. Increasingly, companies will be forced to focus on the top line.”14

			—Peter Georgescu,
chairman and CEO, Young & Rubicam

		

		Of course, downsizing wasn’t easy. And damn few executives I know took it lightly. (None relished it.) But I agree with William Dauphinais’ remarks. And so does Arthur Martinez, Sears’ much-admired chairman and CEO. And so does Paul Cook, founder of Raychem. And so does Bill Dahlberg, chairman and CEO of The Southern Company.

		Dahlberg is leading a revolution at the giant electric utility. The company is too fat, and he’s acting as dietician. But he acknowledges that cutting can take you only so far. And not that far at that.

		Analysts on T-H-E S-T-R-E-E-T are becoming skeptical of downsizing-as-total-solution, too. In the long run, they argue, the real bottom line is the top line.

		Revenue enhancement (new products, innovation in general) is the ticket. While relative costs must remain under control, and fat kept to a minimum, it’s the builders, in the long haul, who will reap the rewards from Wall Street. Cutting jobs is hard work. Creating jobs is genius.

		
			B-I-G IDEA

			Death of Distance.

			big idea: SHRINKING (CUTTING VS. GREATNESS.)

		

		YIKES!

		You can’t “improve” your way to success!

		
			You don’t

			
		

		
		
		
			
			
			
		

		EUREKA!

		He’s got it!

		
			
			
		

		
		
		
		
		
			
			
			
		

		Eureka!

		
		They got it, too!

		
			
			
		

		
			
			
		

		
		
		
		
		
			
			
			
		

		EUREKA!

		He’s got it, too!

		(And so should you!)
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“You can’t
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to greatness.”

—Arthur Martinez,
chairman and CEO,,
Sears, Roebuck
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