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			Introduction

			Is it any wonder we’re confused?

			On October 18, 1993, USA Today revealed that the Golden State Warriors offered a $74.4-million, 15-year contract to 20-year-old Chris Webber, who had not played a minute of professional basketball at the time. On the same day, the Financial Times headlined the strong threat to the jobs of 400,000 European auto parts workers. Three months later, in January 1994, Business Week published a poll reporting that 90 percent of executives foresaw sales going up during the year. Yet, despite this optimism, over half the execs planned to maintain their payrolls as is — or lay off more employees.

			The world is wackier than ever.

			Go figure. In the span of a few weeks in the summer of 1993, MCI and British Telecom do a huge deal. Time Warner and U.S. West team up, then Time Warner and Silicon Graphics. Then U.S. West and Microsoft and General Instruments join hands. Then Telecommunications Inc. and Time Warner and Microsoft. Like a new solar system forming from galactic dust, a monstrous, multitrillion-dollar computer-software-cable-TV-telecommunications-publishing-entertainment-electronics-information-services megaindustry is born in cyberspace and on my television screen.

			Meanwhile, a whole continent, a whole civilization — Asia — breaks loose. China’s economy grows 14 percent in 1992, but is expected to “slow” to 10 percent in 1993. However, growth in its first quarter comes in at 15 percent. Sophisticated Singapore’s per-capita income passes Britain’s. And, speaking of sophistication, advanced electronic design work in Asia now extends far beyond Japan’s borders — to Taiwan, Korea, Malaysia, Thailand, China, and India.

			When several party delegates to the 1993 Guangdong Communist Party meeting arrive in gold-painted Mercedeses and the Chinese are rioting to acquire stock share applications, is it any wonder that the chairmen of General Motors, IBM, Westinghouse, American Express, and Kodak were all fired within a few months of each other?

			Since that day in early 1992 when the stock market value of Microsoft, with $2 billion in revenues at the time, surpassed that of General Motors, with $120 billion in revenues, should it come as a surprise that Boeing, Kodak, Digital Equipment, Compaq, Daimler-Benz, and … and … ICI, Philips, Hyundai, Volkswagen, and Bosch have announced restructuring “revolutions” — which often decimate the workforce, starting with the whitest of the white collars?

			If Hewlett-Packard can run its 9,000-person ink-jet printer business with a “headquarters” staff of four people, and companies in general are flattening and outsourcing at warp speed, is it difficult to believe that Manpower Inc., America’s largest provider of temporary workers, now has more than a half-million people on its roles? Or that the temporary worker population in general has risen 250 percent since 1982, while the nation’s total workforce increased by only 20 percent? Or that some temp firms are growing like Topsy by supplying transient CEOs and VPs and senior project managers to “networked” companies that view permanence as a mortal business sin?

			When we confront an average of 300 programmed electronic microcontrollers each day, and my new Minolta 9xi camera has more “intelligence” than my 1982 Apple II computer, should we be nonplussed by Nintendo, with only 892 workers, racking up $5.5 billion in sales ($6 million per employee) and ranking third in 1992 profits in all of Japan?

			And with Nintendo outpacing the world and the Internet gaining a million new members a month, should I wonder that my airplane magazine-reading for a recent trip included Online Access: The Magazine that Makes Modems Work and the premier issue of, get this, Going Bonkers?

			Into the Beyond(s)

			The titles of the nine chapters that follow all begin with the word “beyond” — “Beyond Change,” “Beyond Decentralization,” “Beyond Empowerment,” “Beyond TQM,” and so on. Each “beyond” captures a management model now in vogue.

			Though often superficially or only poorly implemented, these models (empowerment, etc.) clearly have utility and value. And yet the intention of my seminars — and of this book — is to push far past today’s utility and value to look at tomorrow’s.

			So you buy the empowerment idea (who doesn’t?) and you’re struggling to implement it (who isn’t?) in your nine-person auto body shop or your 19,000-person telecommunications firm. Fine. Well, fine as far as empowerment goes. But in Chapter 3, I urge you to imagine not just empowering employees but turning them into full-fledged businesspersons. That’s right, a company of 100 percent entrepreneurs.

			In a sense, each “beyond” constitutes a complete model of organizing; yet each also builds on the “beyonds” that precede it, until a comprehensive notion of organizing and managing emerges in the end.

			A comprehensive model? Yes. A comfortable one? Never. In fact, discomfort is the point.

			“But hey,” you say, “my company still hasn’t caught up with the management mandates of the 1980s. This is just too much.”

			Wanna bet?

		

	
		CHAPTER 1

		BEYOND CHANGE

		TOWARD THE ABANDONMENT OF EVERYTHING
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		Change. Change. Change. We must learn to deal with it, thrive on it. That’s today’s relentless refrain. But it’s incorrect.

		Astoundingly, we must move beyond change and embrace nothing less than the literal abandonment of the conventions that brought us to this point.

		Eradicate “change” from your vocabulary.

		Substitute “abandonment” or “revolution” instead.
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		“There’ll be

		only two

		kinds off

		managers —

		the quick

		and time

		dead.”

		David Vice,
Northern Telecom

		CRAZY TIMES

		Crazy times call for crazy organizations.

		Our task in this book is to examine those six words and the stunning mandate for managers, staff professionals, and frontline workers that they imply.

		There’s little doubt that the times are crazy, and getting crazier — whether you’re a banker, software producer, restaurateur, or public official. And if the times are crazy, well, then, what makes more sense than crazy organizations? But if you grant me that premise, then you have to conclude that our principal organizational problem today is the lack of craziness. In short, we’re trying to use sane organizations to cope with an insane business world.

		I would argue that my thesis is anything but crazy, despite its use of the C-word twice. The six-word sentence is cold, logical, rational: Crazy times → crazy organizations. What has kept me awake at nights since writing Liberation Management in 1992 is the growing realization of how stale, dull, and boring most organizations are. And yet even our new theories of management steadfastly ignore the issues of creativity and zest. In fact, more than a few of today’s theories actually imply strangling creativity and suppressing zest at a time when they’ve become the prime creators of economic value.

		The New Metabolism

		“The nineties will be a decade in a hurry, a nanosecond culture,” said Northern Telecom’s David Vice. “There’ll be only two kinds of managers — the quick and the dead.”

		That line invariably gets a laugh in my seminars, but I think what I’m actually hearing is a titter of terror. For white-collar-wearers and blue, for CEOs and receptionists, the bodies are piling up on the street, and, despite a nearly three-year-old recovery, there is no sign that the blood has stopped flowing. On the contrary.

		“Recently,” wrote Toyoo Gyohten, one-time vice minister of finance in Japan, in Changing Fortunes, the book he coauthored with former Federal Reserve chief Paul Volcker, “I was talking to one of Japan’s best foreign-exchange dealers, and I asked him to name the factors he considered in buying and selling. He said, ‘Many factors, sometimes very short-term, and some medium, and some long-term.’ I became very interested when he said he considered the long-term and asked him what he meant by that time frame. He paused a few seconds and replied with genuine seriousness, ‘Probably 10 minutes.’ That is the way the market is moving these days.”

		
			TRUTH IN NUMBERS

			Tragedy to Movie

			Jonestown, 1978—513 days
Waco, 1993—34 days

		

		Most of us aren’t in foreign exchange, but I’m not sure it makes much difference what business you’re in today. The market’s metabolism has raced out of control. “New developments in telecommunications technology seem to come about twice a day,” MCI’s head of strategy and technology, Dick Liebhaber, told me in late 1992. I don’t think he was kidding. “Since 1979, when Sony Corp. invented the Walkman,” wrote Steven Brull in the International Herald Tribune in March 1992, “the company has developed 227 different models, or about one every three weeks.” How would you like to compete with that?

		Foreign exchange, telecommunications, consumer electronics, spaghetti sauce (64 new varieties in 1991 alone), and everything else is moving at an accelerated pace. A recent Harper’s Index noted that 513 days elapsed between the Jonestown Kool-Aid slaughter, in 1978, and the first television movie covering it; in 1993, the gap between the fiery resolution of the Branch Davidian affair, in Waco, Texas, and the first TV movie was just 34 days (indeed, the movie was under way well before final events took place). That’s a 15-fold contraction.

		My own innocence about this increasing pace of commerce was bluntly pointed out to me in June 1993, when I purchased a laptop computer. (I was tired of being the only businessperson in the airplane without one, even nervous I would become publicly known as a Luddite.) After a bit of study, I settled on an Apple PowerBook 165c. I came home and proudly showed it to my 27-year-old stepson. “That,” he sneered, “is the old one. I think it’s been out four or five months.” He quickly realized what he’d just said and laughed at himself. But he was right. It was an old one — an antique at age 120 days. (It was officially discontinued in December 1993.)

		It doesn’t matter what kind of business you examine. During a seminar in Philadelphia in late 1992, Hal Rosenbluth, CEO of Rosenbluth International, a travel-services company, said, “Our industry is beyond revolution.” Indeed, his company’s revenues had grown at a rate that would have seemed incredible not long ago — from $40 million in billings to $1.5 billion in less than 10 years, thanks in part to the introduction of new, proprietary software packages sometimes as often as (shades of Sony) once a month. Voom, varoom! (And yikes!)

		Or consider IBM’s Austin, Texas, personal computer operation. In the last three years, what was already a thoroughly modern operation has, according to The Economist, cut its average manufacturing cycle time from 7.5 to 1.5 days and new product development time from 24 to 8 months, increased its product portfolio from 19 to 85, and simultaneously shrunk the payroll from 1,100 to 423 people.
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		But an enterprise doesn’t have to be high-tech to get caught up in today’s acceleration. Few industries are older or more traditional than mineral extraction, yet Australia’s Kalgoorlie Consolidated Gold Mines more than doubled production between 1989 and 1992 — at the same time cutting back the number of workers from 1,500 to 720. Ho hum.

		Revolution? The word is not too strong. And it’s not the same thing as change.

		Change? Change! Yes, we’ve almost all, finally, embraced the notion that “change is the only constant.” Well, sorry. Forget change! The word is feeble. Keep saying “revolution.” If it doesn’t roll easily off your tongue, then I suggest you have a perception problem — and, more to the point, a business or a career problem.

		What we do. What we make. How we work. Each is the subject of nothing less than revolution.

		Disembodied Enterprise

		Remember the day when all the people needed to do a job worked with you in the same building? When you took it for granted that the best folks for any task were already on your payroll? When you could go months without attending a meeting where outsiders were present? How dated — and silly — all that seems now! Read this description, from Lewis Perelman’s School’s Out, of music recordings being made, circa 1992:

		
			Most records no longer are mere transcriptions of a group of people in a room playing together. Now recordings are assembled from component parts created all over the world: Tracks are laid down by a lead guitarist in London, a drummer in New Orleans, a keyboard player in Tokyo, a singer in Toronto, and maybe even some riffs by a South African jive chorus and a Czech chamber orchestra. The pieces might be put together anywhere from a Hollywood studio to a barn in the Berkshires.

		

		Perelman, who plumps for “the end of education” (as we know it), then admiringly describes the new, disembodied look of lifetime learning. The National Technological University, he explains, is:

		
			… an electronic graduate engineering school with no campus and no full-time faculty, [which] beams its 12,000 hours of courses by satellite from its Fort Collins, Colorado, headquarters to over 5,000 engineers in video classrooms at work sites of scores of subscribing organizations scattered all over the United States. Leading faculty at over forty participating universities nationwide provide NTU’s tele-courses. Students — generally, engineers with jobs pursuing continuing education and professional development — can attend courses either in real time at the workplace or by taped delay. They communicate with professors by telephone or electronic mail. With new digital signal-compression technology, NTU now can deliver courses anywhere a satellite dish can be put up at one-quarter the cost of a typical college class, according to NTU’s president Lionel Baldwin.
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		We have disembodied enterprises for producing things (recordings), disembodied enterprises for coping with the knowledge revolution per se (individualized lifelong education as delivered by NTU). In fact, dispersed, ad hoc networks are becoming the new, if ephemeral, spine of enterprise based on knowledge — knowledge gathered from whomever, wherever, and instantly packaged to meet customers’ fickle demands. Tomorrow’s economy will revolve around innovatively assembled brain power, not muscle power.

		Down with Lumps!

		“We are trying to sell more and more intellect and less and less materials.” These words, spoken by 3M’s strategic planner (now retired), George Hegg, will animate much of the discussion to follow.

		3M is by birth and tradition a lumpy-object company, a materials company. Yet it is trying to go light on lumps, heavy on intellect. A marketing executive from the company’s Austin-based electronics sector told me, “Tom, our salespeople don’t carry sample kits anymore. Now the battle is our flowchart versus their flowchart. That is, does our process enable us to custom-engineer a solution [product in yesterday’s language] for a customer’s specific needs more rapidly than our competitors can?”

		
			LUMPS→BRAINS

		

		Flowcharts and intellect. That’s the story, even if a lumpy object (a cable or connector or other device, in the case of 3M at Austin) does eventually change hands. My new Minolta 9xi is a lumpy object, but I suspect I paid about $10 for its plastic casing, another $50 for the fine-ground optical glass, and the rest, about $640, for its intellect: the microprocessors and software that drive the beast and perform acts unimaginable a couple of years ago.

		It is a soft world. Nike, a “shoe” company, is consigned to Fortune’s service 500 list, not the industrial 500 one. Nike contracts for the production of its spiffy footwear in factories around the globe, but it creates its enormous stock market value via superb design and, above all, marketing skills. Tom Silverman, founder of upstart Tommy Boy Records, says Nike was the first company to understand that it was in the lifestyle business. How else can you explain the “shoemaker” shelling out a $1 million signing bonus, a guarantee of $375,000 a year for 15 years, and Nike stock options to entice Duke basketball coach Mike Krzyewski to chuck his Adidases and “Just do it.” Shoes? Lumps? Forget it! Lifestyle. Image. Speed. Value via intellect and pizazz.

		[image: ]

		Up with Imagination!

		“Microsoft’s only factory asset is the human imagination,” observed The New York Times Magazine writer Fred Moody. In seminars I’ve used the slide on which those words appear at least a hundred times, yet every time that simple sentence comes into view on the screen I feel the hairs on the back of my neck bristle. “Only,” “factory,” “asset,” “human imagination” — that’s a mouthful and a mindful. At any rate, it seems so in an era when most companies, if you look beneath what may be a New Age surface, are still holding onto the management doctrines of the Industrial Revolution.

		After exposing an audience to the Microsoft quote, I ask a telling question: “Does anyone here know what it means to ‘manage the human imagination?’” So far, not a single hand has gone up, including mine. I don’t know what it means to manage the human imagination either, but I do know that imagination is the main source of value in the new economy. And I know we had better figure out some answer to my question — quick.

		
			“Does anyone know what it means to manage the human imagination?”

		

		Hegg, of 3M: more intellect … less materials.

		Microsoft: only asset … human imagination.

		The concepts embedded in these two “simple” phrases are turning the world upside down.

		Fractional Value

		Look at the new upside-down craziness quantitatively in the form of three fractions. The first is 116/129.

		A few years back, Philip Morris purchased Kraft for $12.9 billion, a fair price in view of its subsequent performance. When the accountants finished their work, it turned out that Philip Morris had bought $1.3 billion worth of “stuff” (tangible assets) and $11.6 billion of “other.” What’s the other, the 116/129?

		When I learned accounting, “book value” was what mattered — the meltdown value of the steel in the smokestacks at the Kraft factories and the value of the Velveeta cheese in inventory. But today that story has been turned on its head.

		
			116/129_ _ _ _ _

		

		You bop in to see your local banker, borrow a cool $13 billion, and after the accountants have turned out the lights and gone home you can figure out where only a billion of your money went. The rest is invested in “other.” Call it intangibles, goodwill (the U.S. accountants’ term), brand equity, or the ideas in the heads of tens of thousands of Kraft employees around the world.

		Welcome to a world where, in the words of one executive I know, “If you can touch it, it’s not real.” I don’t know about you, but that’s a tough concept for an old (me) civil engineer (me, again) to get.

		It’s a tough concept for many managements to grasp, as well. It seems as though the people running most businesses still spend the greater share of their time managing the 13/129 that they can touch — the fixed, tangible assets. They pretty much let “other” (the 116/129) sort itself out. Company managers will devote a half-dozen meetings to a $50,000 capital proposal, then just skim over training issues and go through the whole year without a serious discussion about imagination, which is the basis of all those intangibles.

		Here’s another fraction to ponder: 97/100.

		ABB Asea Brown Boveri is a classic heavy-industry behemoth that competes in such business segments as power plants, power transmission, power distribution, transportation, and pollution control. This $30 billion, Zurich-based outfit is looking to reduce the cycle time of everything it does by 50 percent in the course of the next few years. Success could have an enormous impact on the bottom line.

		
			_ _ _ _ 97/100_ _ _ _ _ _ _ _ _ _ _ _

		

		As part of this so-called T50 program, ABB carefully analyzed the sales-to-delivery cycle (sales, order entry, engineering, specification development, planning, manufacturing, delivery). It turned out that manufacturing accounted for only about 3 percent of cycle time. The rest, the remaining 97 percent, could be labeled “other.” As an ABB executive told me, “We manage the dickens out of the three percent, creating ‘manufacturing superhighways’; then we let the rest pretty much take care of itself.”

		To verify that a similar distortion of concern exists in general, all you need to do is travel down to the local bookstore. You’ll find the shelves groaning under tomes on reorganizing the factory. But spot a good book on engineering management or laboratory organization, and you’ve got a better eye than mine.

		Finally, consider 94/100.

		One analyst estimates that 6 percent of IBM’s ever-dwindling number of employees work in a factory. The remaining 94 percent are engaged in “other” — that is, in intangible, intellectual service activities such as engineering, accounting, personnel, logistics, design, and finance. Moreover, today even the 6 percent working in the factory mostly perform service tasks. Factory “hands” (ah, words!) now spend much of their time working with outsiders in multifunctional teams that streamline processes, improve quality, or customize products. In any case, their strategy ought to be clear, as it is for the other 94 percent: Apply more intellect, apply more imagination.

		Brains R Us (Or Else)

		More and more intellect and less and less materials. Only factory asset is the human imagination. Welcome to the world of soft, the world of gray matter. And watch out if you still think brawn defines a worker.

		
			_ _ _ _ 94/100

		

		Research by Isabel Sawhill, then at the Urban Institute, throws a scare into seminar participants around the world. Sawhill determined that average U.S. family income grew 20 percent (adjusted for inflation) between 1968 and 1977. In the American tradition, the rising tide lifted all boats equally: High-school dropouts added 20 percent to their paychecks; college grads, 21 percent. Then the Age of Information, Knowledge, and Imagination hit us square in payroll accounting. Over the next decade, from 1978 to 1987, average inflation-adjusted family income jumped 17 percent, but this time the high-school drop out suffered a 4 percent loss, while the college graduate gained a whopping 48 percent. Sufficient reason for revolution? You bet.
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		The previous economic revolution (the Industrial Revolution) gave us Karl Marx. The information-imagination age hasn’t found its Marx. Yet.

		Abandon Everything!

		“Every organization has to prepare for the abandonment of everything it does,” Peter Drucker wrote in the Harvard Business Review Drucker isn’t given to overstatement, yet note the key words in his sentence. Mr. Drucker didn’t say, “Most companies ought to be prepared to change significantly in the face of changing times.” No, he didn’t say “change.” He used the words “every,” “abandonment,” and “everything” — which are dramatically different.

		I have said to seminar participants, “Forget your detailed note-taking today. Instead take a single piece of paper and simply write on it, ‘every,’ ‘abandon,’ and ‘everything.’ That’s it. Then, when you get back to work, slip the page beneath the glass on your desktop. Refer to it hourly.” When I tell them that, I’m in earnest. Coming to grips with no-baloney words — “abandon,” not “change” — is a big part of the task we face.

		
			“There is an absolute dearth of new and exciting fashion-forward products.”

			David Glass, CEO, Wal-Mart

		

		As I’ve mentioned before and will mention again, the world is turning upside down. This upheaval is of the once-every-two-centuries sort, and that’s almost impossible for people who have been alive 25, 35, or even 50 or 60 years to imagine. The technology revolution is getting up to speed just in time to coincide with the arrival of the global village. And there is no place to hide, no placid backwater in which to sit this one out.

		During recent trips to Asia, Oceania, Europe, the Middle East, and Latin America, I couldn’t help but note that every developed and developing economy is pursuing precisely the same strategy: “Create a value-added, knowledge-based, export-led economy.”
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			Among the 16,143 new products that hit the shelves in 1991, where is the equivalent of the early microwave oven, the video cassette recorder, or the Walkman…?

		

		I heard these, or equivalent, words in Argentina, Brazil, Ireland, Singapore, Malaysia, Korea, Australia, New Zealand, and the United Arab Emirates — as well as in the United States, Japan, and Germany. Also in Thailand and Indonesia. And India and China. Everywhere.

		A lot of us act as if anyone who doesn’t live and work in North America, Western Europe, or Japan is still making sandals. Hardly. Korea’s Samsung, barely a player a decade ago, has quickly become the No. 1 producer of commodity semiconductor memory chips, or DRAMs. And in Penang, Malaysia, leading U.S. and Japanese electronics companies no longer limit workers to assembly chores; employees design what they build. Bangalore, India, has become a software design hotbed. (A few wags see it as the world software capital in 30 years.) Singapore, the self-styled “intelligent island,” is a global hub for banking, telecommunications, and logistics.

		Shake It Up, Baby!

		We’re flattening our organizations, shedding our bureaucratic excesses. That’s good — and long overdue. But as to entering the Age of Imagination, we’re just barely sniffing at the doorway.

		In October 1992, I talked with Wal-Mart CEO David Glass. “There’s an absolute dearth of new and exciting fashion forward products,” he complained. A dearth?

		In 1981, 2,689 new products made their way to the grocery and drugstore shelves in the United States. Just a decade later, in 1991, the number had soared to 16,143. A new product was introduced every half-hour that year. What was Glass complaining about?
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			Crazy? No.

			So what do we do?

			Abandon everything.

		

		Let’s look back at what he actually said:” … an absolute dearth of new and exciting fashion-forward products.” He’s right. Among all the new products hitting Wal-Mart’s shelves, where is the equivalent of the early microwave oven, the video cassette recorder, or the Walkman — the kind of products, as Glass put it, that sucked people off their couches by the millions and propelled them into his stores?

		New soft and hard products alike are coming at us in increasing numbers from every corner of the global economy, but are they exciting, magical, special? Do they pass the Wow Test (see Chapter 8)? “You can have all these royal weddings and put in place all this [information highway] infrastructure,” multimedia expert Gerry O’Connell told Advertising Age in late 1993, “but it’s going to take real creativity to do something new and exciting.” Or as former Apple Computer chairman John Sculley said, “What’s the new capability? … It’s like Rocky IV and Godfather V.”

		
			[image: ]    Lessons Learned

			
					
					[image: ] Crazy times … crazy organizations

						

					
					[image: ] New corporate metabolism (voom, varoom)

						

					
					[image: ] Disembodied enterprise

						

					
					[image: ] Learning on the fly, forever

						

					
					[image: ] More intellect … less materials

						

					
					[image: ] Only asset … human imagination

						

					
					[image: ] Funny fractions (116/129, 97/100, 94/100)

						

					
					[image: ] “Every organization,” “abandon,” “everything”

						

					
					[image: ] Wow! (And the common absence thereof)

						

			

		

		Reprise: A Very Big Deal Indeed

		We’re trying to cope with the biggest economic change in two centuries. That truth is self-evident. But what does it mean to you? It means that to be scared out of your senses is sensible. To be comfortable is suicidal.

		“The obsession with boosting productivity,” Roger Swardson wrote in the San Francisco Chronicle in the fall of 1993, “has created widely disparate layers of working Americans. One is prosperous, whipping around chanting slogans and wondering what the hell the problem is beyond some bad attitudes; another works each day fearful that it will be the last; and another has fallen through the cracks into dislocation and a dreadful wage depression.”

		
			Will we all be working for _ _ _ _

		

		These are crazy times. And hard times. The latter phrase reminded me of a book I hadn’t read since adolescence. Last summer I went back and read it again, Charles Dickens’s 1854 novel, Hard Times. Everything changing. People moving from farms to factories, from village squares to fetid city slums. I wanted to see how people coped then. Not well. Marx described it, if not so entertainingly as Dickens. The Bolsheviks did something about it. They weren’t so entertaining either.

		Change is here again. What are we doing about it?

		Former Citicorp chairman Walter Wriston and writer George Gilder preach technology: Technology, they promise, will set us free. Probably it will, but that isn’t a new line. Proponents of change such as de Toqueville preached political liberation the last time around. They turned out to be mostly right. But it took six generations, the transformation of ages-old societies, and two world wars to realize industrialization’s democratizing promise. If history repeats itself, and voters’ recent hard turn toward extremist candidates everywhere suggests it might, while the impact of these new technology tools will be largely settled in the next 25 years, the social adjustment will require another century.

		How, for example, do we deal with the widening wage gap separating the haves and the have-nots in our society? What about the have and have-not nations?

		Even those with the moxie to survive revolution face mind-boggling transformations. How does the average educated person replace knowledge that grows obsolete every half-dozen years (or less)? What does the end of job security portend? Will we all be working for Manpower Inc. 20 years from now?

		Suppose you buy the thrust of my story so far and reserve the right to quibble later over specifics. What do you get for having signed on the dotted line for madness? I think it makes you better able to assess what is coming.

		For instance, you’ve given yourself permission to feel a little nuts. You’ve acknowledged that there are no certain answers to lots of today’s questions. You understand that we don’t even know what questions to ask. For a long time to come a tolerance for ambiguity will be success tool number one for line workers, corporate chiefs, independent professionals, and politicians alike.

		
			…. Manpower Inc. 20 years from now?

		

		You’ve also acknowledged that hiding from change won’t do any good. In a speech on defense conversion, President Clinton marveled that one hard-hit community had survived a base closure without government help, and wondered how much better off it would have been if aid had been given. I’m not so sure that the answer would not have been: worse off. Most government-aid efforts, however well intended, have the practical effect of insulating folks from the inevitable for only a little while longer. When the money runs out, they’re no more prepared than before — and they are further behind. To the extent that we try to “protect” ourselves from the inevitable, we impede our collective ability to adapt to this tectonic shift in our economic base.

		By accepting my story, you’ve agreed to the need to reinvent yourself. Corporations and government must be transformed, and so must we. The race will go to the curious, the slightly mad, and those with an unsated passion for learning and daredeviltry.

		And you’ve agreed that, whatever is happening, it is really big. Maybe that perception alone will make each of us better prepared to weather the shock waves coming our way. Again. And again.

		
			[image: ]     T.T.D. (Things to Do) and Q.T.A. (Questions to Answer)

			1 Look through a sample of 25 catalogs, from pet supplies to personal computers. They’re thick, but are they interesting? How many new offerings take your breath away (those are the right words)? Now try the same thing with your own catalog. If you’re in staff services, make a list of your “products.” Are they scintillating? Dazzling?

			2 Examine the shift from materials to intellect and services. Look at winning “products” in your industry. Are the service and intellectual components growing? How much? (Try to quantify, akin to the Minolta camera example.) Are you and your colleagues discussing this shift and its implications? Do your priorities reflect the importance of these “soft product” attributes?

			3 Are you seriously concerned (preoccupied?) with nurturing “human imagination” (which goes far beyond empowerment — more later)? Is it an issue? If not, toss this book in the nearest recycling bin.

			4 Do you spend most of your time in the office working with the same old mates? Or are you constantly out and about, working hither and thither, via electronic networks, with an ever-changing group of folks from all over? Do you look outside first, rather than inside, when thinking about the resources (people) you need to launch or execute a project? If not, why not? (Are you so arrogant as to imagine that the best and brightest at everything are already working in your building?)

			5 Are you (meaning you, your unit, your company) prepared to “abandon everything”? Take a cold, quantitative, impersonal look around: How many processes and products have been tossed overboard (not “changed”) in the last 12 months? If none or only a handful, why?

			6 What does it really mean to be in the midst of a once-every-two-centuries cataclysm? Are you feeling funny? If not, watch out.

			7 Do you and your colleagues routinely use “hot” words: “revolution,” “zany,” “weird,” “freaky,” “nuts,” “crazy,” “apeshit,” “Holy Toledo” (as in “Holy Toledo products”)? Do a language audit: How hot/cold is your talk, your notes?

			8 Are you prepared to forswear the word “change” for “revolution”? If not, why not? Because I’m an extremist? Or because you aren’t?

			9 On a scale of 1 to 10, how “crazy” (a) are you? (b) is your unit? (c) your company? (d) your most innovative competitor? Are you excited about going to work on Monday? Is the workplace a kick? On a scale of 1 to 10, how dull is your (a) unit, (b) company, (c) closest competitor? How dull are you?

		

		Recall the epigraph to this book: “Only the paranoid survive” — Andy Grove, Intel.

		In the new age, paranoia will not
be a disease. Instead, it’s the first step toward job
security and robust corporate earnings. How about the Paranoid
Corporation? Not a bad idea, and perhaps a very good one,
these days. There is but one key message in this chapter: We’re
going far beyond our traditional, and even our more recently
stretched, conceptions of how much is enough when it comes
to effecting change. Uh, make that abandonment.
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