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THE SUMMARY IN BRIEF

Peaer Drucker, widely regaided asthe father of modernmaragemet) gave
Elizabeh Haas Ederhém unprecederted acces for the 16 morths prior to his
death. At Drudker's request, Ederdheim spoke with him about the developmert of
moden businessthroughout his life and how it continuesto grow andcharge at
aneva-increagng rate.

Peaer Drucker is credted with inverting the discipline of maragenert. He
wrote 39 books that have beentrandatedinto dozers of languages. Druckeris also
known for single-handedy counseling the chairmenof GM ard Ford, advising the
presidentof theWorld Bark ard the CEO of GE ard reportedly telling Margard
Thathe to privatizethe ertire British mining industry.

TheDefinitive Drucker cagureshis visionary managmentcorcefds; applies
them to the key businessrisks andopportunities of the coming decadesard
impart Drucker’'s viewson currentbusness practicesecanomic changesard
trends— many of which he fir st predcted decadesago.

Delivering keenandysisard revealirg insights into business, The Definitive
Drucker is acelelration of this extraadinary manandhis life work, aswell asa
uniqueoppatunity to leam Drudker's final lessanson how to stratedze, compete
andtriumph for the long tem.

INTHIS SUMMARY, YOU WILL LEARN:

» How to succeed in a Legoworld, where the bushessorganizaionsare
piecedtogether, pulled apartand ressembled.

» How to determinewhethe your custoners’ peraeption of value alignswith
your own.

* How to innovate like GE, as well as when to abandonfundamental
assunptionsbefore they derail the company.

» How to structurea sucaessful collaboraion.
» How to investin people and knowledgefor your organizaion.
» How the CEO sds thetonefor a compary.
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THE COMPLETE SUMMARY: THE DEFINITIVE DRUCKER

by Elizabeth Haas Edersheim

Doing Businessin the
LegoWorld

The staid world of businesfiasbea turnedupside
down by a silent revoluion. Changecamegradudly and
predicably to busnessesn the period following World
War Il throughthe early 1990s But thentherevolution
struck, taking placeon five fronts:

1. Information flew. Sincethe expangn of the
Internet informationtravelsinstantaneously.ln the
globally integratedeconomymanagenentmustmake
decsionsat all hoursof theday andnight

2. The geographic reach of companies and cus-
tomers exploded. Companiesandthdr customes now
haveanastoundinggeographichreach.Even smal
firms canscourtheworld for reurces.

3. The most basic demographic assimptionswere
upended. To managersthe biggest effect of demao
graphicchangess thatnew populatons with new
demandsdrive societes, markds andworkplaces.

4, Customers stepped up and took control of compa
nies. Customes are engagedwith companiesin waystha
would haveadounded Henry Ford or Thomas Watson.

5. Walls defining the inside and outside of a com-
pany fell. Thesedays,a companydrawson cgpabilities
outside of its own walls in waysthatwould havebea
unheardof justafew yearsagp.

Drucker observe thatwe arenow in anothe critical
moment:thetranstion from theindudrial to the knowl-
edgeeconomy.We shouldexped radicd changesin
sodety as well asbusihess.

The LegoWorld

The managenert world isflatonly if youtake an
indudrial perspective. If you justwantthe loweg cost,
the capalili tiesexist virtualy everyplacein theworld to
getthe lowed cod. But if costis notyour only concen
andyou recognize thattheindudrial world hasgiven way
to aninformaton- and knowledge-driva world, you will
seethatthe world is not flat andtha Indianaandindia
are not interchangeable.Indeed the abiity to puttogethe
andconned the piecesin differentwaysand with the cus

tomer all the time defines an enterpriseés performance.

In the 21stcentury, busheses existin a Lego world.
Conparies arebuilt from Legos Peopé Legos, Product
Legos Idea Legos,Redl Estate Legosand soon.
Everythingis visible to evayoneall thetime.These
piecesare constantly beng puttogeter, pulled apart
and reasembled. In an organkization, we can connect
individuds’ strengths,minimizing their weaknesses.
And acrossorganizational boundaies, we can connect
strengths of each corpordion and provide the cusbmer
with far greder value than can any single enterprise.

Dell is a classic example of a Lego manufacturer. It
has configured its offering so thatcustome's cancustom
build compugkrs to med thear individud neeals. Michael
Dell claims tha thefirm’s important capailitiesarethe
manaement and integrdion of information andthe
ability to quickly build a compute to a cugomer’s spee
ifications.Déll’s Produd¢ Legosincludeanything from
processor and memory capecity to saeen size. However
Dell’s recent performance undescores the needto con
stantly reconfigurein the Legoworld. Michael Dell has
stepped back and is shifting the Legosand the consumer
connections as therequrements havechanged.

In theretailing areng Amazon exenplifies the Lego

(continuedon page3)
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Summary: THE DEFINITIVE DRUCKER

Doing Businessin the LegoWorld
(continued from page 2)

approachit connets with other vendorsthathave
experti®€ in makingeveryting from textbooksto toys.

A New Solution Space

The mog significanttrendsaffecting businesgran-
scand al companiesandall indugries. Businessas we
know it is disappedng. Companiesaren't selling prod
ucts; they're selling experence. Relationshipshavegone
far beyondtherolesof buyerand seller. Accordingto
Drucker, thereareno longercompditors, just beter
solutionsandmorechoicesthatcan be put togetherin
moreways.Companiefocusedon compettorsare
focusal on the past not a future full of technologicd
anddemograhic opporunities.

The evolution of cell phonednto instrumentscapable
of doingmuchmore than hardling voice communication
— capturingandtransmittingstill and movingdigital-
izedimages connectingwith the Internet,evenfunction
ing asaTV — not only meanssaving awide rangeof
corsume needsbut alsoguaanteesthatcustomes will
upgradeto a newdevce frequently beaus they want
the lates vergon with newand erhan@d capabilities.

Implications for Managers

Oneof Drucka’s talens washis ability not justto see
trendsbut alsoto shedlight on ther implicationssotha
managersould acton them.Accordingto Drucke,
therearethree consequenced the silent revolution:

1. Financial markets now value knowledgemore
highly than they value hard asses, underlin ing the
emergerce of the knowledge economy. Drucker noted
the developmentshatdrovethis shift to soft assets—
intellectud propery, patens andconnections.Old com-
panies suchasBoeing,werebeng revdued as their
physicd assetdook a backseato ther knowledge,rela-
tionshipsandability to connectlnnovaive companies
suchasGoogle,Yahoo!andcragslist werelaunchel in
cyberpace with very little in theway of physicd assts,
providing serviceghathadnever existed before.

2.The U.S. ecanomic engineis facing the graves
threat of the pag 100years: the needfor corporations
to be strategc cdlaborators rather than unilateral
superstars. Amelica’s institutionsaredesgned for the
individualism of anindustrialeconomy,nota Legoworld.
However, the ganme haschangedAmericanswill hawe to
play asequals somethingthat's not easywhenyou've
spent a good part of the centuryasthe undisputed\o. 1.

3. Strategy hasbecomea crucial ongoing activity
for management,not simply an annual planning

Soundview Executive Book Summaries®

exercise Straegyhasto moveandberefinedata speed
comparable to wha usel to be called tactics; it hasto be
in real time.You don’t havesix monts, or eventhree
months, to create a master plan.

As Drucker mantained for morethan 70 years,busk
nesses are the critical engine of a thriving and sustai-
able sodety tha values individuds and rewards achieve
ment with managenment effectivenessthe determining
factor in keeping the enginerunning. Busnessisn't just
busnes. It’s the economic engine of denocracy. m

The Customer: Joined at the Hip

On paper it seenslike the most obviousnotion: The
customer is in the driver’s seat. And yet few organiza-
tions, busy with al theyare doing insidether ownwalls,
are truly focused on the outsideworld of the customer. If
you are in business bewae. The silent revolution of tech-
nology and demography has given each cusbme his or
her own handy remotecontrol

Everything has changedaboutyour cusbme's ard your
relaonships.You've neve had asmany people around
the globe to reach. Customes aren't justin the driver's
seatthesedays; they're gassng up the vehicle, doing
same of the savice andcontrolling a fair anount of the
traffi c on the road

Connecing With Your Customer

When Drucker talked aboutthe cusomer, he hadfour
classic themesthathe came back to repetedly. He
asked every oneof his clients:

1.Whois your cusome?
2. What doesyour cusomer consder value?

After longdisaussbnsansvering those two questons,
he would then ak:

3. What areyour results with cusomeas?

4. Does your cusibome strategy work well with your
busnes straegy?

Rethinking the answers with Drucker charged how the
clients thought about the businessesthey were in.
SouhernPipe,aregional plumbing company,recefined
its cusgome; indeadof serving contradors alone, its
brarches began serving local communities and home-
owners aswell.

Custome Versus Compstitor?

In this networked world, your cusome oftenturns
outto beacompeitor as well. In somecases, your
productmay be packagedwith others andsold asan
integraed unit. Thosesales may increaseyour revenue

(continuedon page4)
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Summary: THE DEFINITIVE DRUCKER

The Customer: Joined at the Hip
(continued from page 3)

but decreaseyour brandidenity, becausethefinal prod
uct may not carryyour brand.

It is becomingincreasingy difficult to tell friend from
foe. In theonline busines world, theline betweencom:
petition and cooperabn is espeialy blurred andcont
stanty changing.In our newworld, where relationships
have proliferaed, the cugome you areultimately serv
ing canchangefrom transaadbn to transaction. The
gusstion nealsto be akedagan andagan.

DoesYour Customers’Peacepion of Value Align
With Your Own?

In this data-richworld, firsthandemotionalintelli -
gencestill maters.Thatis why, on ary given day, you
may find Procte & Ganble president andCEOA.G.
Lafley in the kitchenof aVenezielan housewifeor
walking aroundin the mostdangerougpart of Sao
Paulo andRio de Janeiro Braal, to see firsthandhow
consumes arebuying andusingP&G produds. The
analy$s can be delegatd, but not the custome contact.

How do connetivity andrelaionshp influence value?
Beyondthe significanceof the produd itself, the value
perceived by a cusbmerincreasngly dependson his or
he relaionshipwith the compary andcontrol of the
endresut. Thathasremanedtrue evenas face-to-fece
interadions havegivenway to cyberpace transations.

Sumeset Houseboatsoostel online sdesdramati@l-
ly by moredirecly engagingthe custometin the proces
of building a boat.In the 1970s, Sumersetwasa neigh
borhood conmpany,ard localswould comein daily to see
their boatstaking shapeWhenSumeset’s online busk
nes took off, it wantedonline customes to hawe the
sameopportuniy aslocals.Today, Sumersetustomers
go onlineto cusbmizethe plansfor their boatsandto
view photosof their boatsbeingbuilt. Thisis away to
empaver cusomersandcreae a senseof community. m

Innovation and Abandonment

Nobodywasbetterat defining andhdping companies
captureopportunitiesthanDrucker. He oftensaid,
“Tomorrow is anopportunty.” For Drucke, if youdon't
undestaend innovation, you don’'t undestandbusiness
theory.Starbucksexemplfies whathe consideedto be
true innovation.Beginning with a single storein 1971,
Starhucks grewto morethan12,000locationsin 37
countriesin 2006.Starbucksdidn't just offer a better
cup of coffeethan the averagaestaurant;it ddivered
instant community — a sharedexperence Much of

4 Soundview Executive Book Summaries®

Starbucks’innovaion has to do with marketing, not
product andit is fundamentl, notincremental.

Creaing Your Tomorrow

Drucdker wrote aboutinnovation for decades—long
before anyoneheard of Stabudks, or even the Internet
It fascinated him. By theViethamWar years, hewas
predicting tha technobgy would changeeveything
abouttheway we do business Drucker felt thatfinding
abdane wascrudal to bushesssurvival. “You can't
throw everything out, or you'll haveanachy,” he said.
“You can’t hold onto evaything, or you'll die.”

Druckerundergood from persanal experience the diffi-
culty of innovating for the future while harging on to the
pag. In 1935, heleft London to make his first trip to the
United States He'd deddedthenard there to leave
Europe “America” he wrote, “was starkly differentfrom
Europe In America, pegle were looking to tomorrow.

In Eurgpe, they were trying to re-aede yesteday”

When discussing innovaion with busnesses, Drucker
had four basc questions

1. Wha fundanental assumptonsdo you haveto
abandonto create roomfor innovaion?

2. Do you systamatically sesk opporunities?

3. Do youus adisdplined proaessfor converting
ideas into practicd solutions?

4. Does your innovdion straegywork well with

your bushes strategy?

In many organizations,innovdion is stymied by
excessve loydty to theold producs andto the old ways
of doing things Drucker putit this way: Most compa
nieshang on to the businessthey haveandare hugel
reluctant to loosen their grip. This preventsthemfrom
innowating and determining their own destiny. Kodak
built alegenday film bushess,butit finally hadto
abandonthis manstay in orde to investtalent and
reourcesin thedigital imaging business

How Innovaion EnablesGE's Longevity and
Valuation

GE isinnovdive to the core, has outpeformedthe
overdl market and hasadoptel a Druckerian approach
to innowetion. The compary was founded on technologi
cal brilliance and has devdopel into a hugeglobaltech
nology conglonerate. From 1995to 2005,GE grew 7.9
percentper year, at almostthreetimes the profit mamgins
of 10.2percent of the average net profit markets.

GE hasinnovaionin its DNA. It ewolved from thelega
cy of its founder, Thomes Edison— notonly a brilli ant
inventor but also a cusomea-driven innovdor. He saunded

(continuedon pageb)
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Innovation and Abandonment
(continuedfrom page4)

Drucker on Collaborations

alot like Drucker “I neverperfeted an inventionthat! did
notthink abaut in termsof serviceit might give others.”

As GE foundout early on, no conpanyisimmuneto
changesn the environment. GE wasalmostbankrupta
year after its founding, during the panic of 1893when
centralpower staions could no longerafford to pur-
cha® newmaterials.To survive this crisis, the compay
completdy changedts strategy,shifting to aninnova-
tive focuson solving customelproblems. However,
Edisonwasnot asgooda manage ashewasaninven
tor. He wasaskedto leaveby J.P Morgan, who replaced
him with professionamanagers.

Despite the neardisaser, GE remaned focusedon its
produds andcreateda culture tha encouragel innova-
tion. Drucker workedwith everyGE CEO from Gerald
SwopethroughJack Welch, helping themcreatean
innovative culturethatchallengedthe statusquo. =

For additional information about GE’s innovation,
go to: http://my.summary.com

Collaboration and Orchestration

Peaer Drucker’'svision of collaborationremans
immengly relevanttoday He believed tha to give your
custonerswhattheyneed,you mustfollow two rules:
play to your strenghs andcollaborae with otherplayes
— sometimes thoseyou consder competiors.

Three Drucker Questions

Whendiscussingcollaborationand orchestrationwith
busnes=s,Druckerwasknownto ask threegroupsof
fundamentalquestions:

1. What are the goals of your collaboration? What
arethe shortcomirgs of the traditional businessmodd?
Whatarethe needghatit leaves unfilled?And what is
the prize a collabomtive businessmodelcould ddiver?

2. How should the collaboration be structured?
Whatwill beyourfront room? Wha does your compa
ny do best?And whatorganiationsor individualsare
best at the otheracivitiesnecesay to fill your cus
tomers neals?

3. How do you orchestrateand operate a suacessful
collaboration? Whatis the beg way to setup your
enterprie to be agile and cost-dfective andto work
with your backroomparnersasonewell-orchestrated
whole?Canyou managedown therisk thatthe partne-
shipwill backfireor be deraled by compitive issues?

Soundview Executive Book Summaries®

To succeed in the Lego world, you must collaborate.
You must tap into resources outside your organization
— no business can isolate itself. Drucker identified the
following characteristics of successful collaborative
organizations:

1. A reputation as a place to work that attracts the
best and the brightest.

2. A flexible, easily adaptable infrastructure and a
highly variable cost structure.

3. Pragmatic political and logistical solutions that
convert potential adversaries into allies.

4. Influence that flows from setting industry stan-
dards that shape the expectations of end users.

5. ldentification with their local communities
through holistic branding.

As you conside thesethree groupsof questionsfor
your conmpary, imagineyou arejust now leavingcollege
and setting up your company from saatch. Thats
Drucker’s way of looking at the viability of a corpora
tion—if youweren't in this bugness,would you enter
it today?Andif so,what would it look like?

Structuring a Collaboration

Thefirststep in structuring collabordion is to idenify
your conmpary’s front room,which Drucker definedas
your strength, or the activity tha is mostimportantfor
you to do — tha which stirs your passion and showsoff
your excdlence. Everything else is your back room
Oneof Drucker's famousquotes is “T he only thing you
haveto do is marketing and innovation.”

In the tradtional model, a busness would add to its
front room an array of ancillary acivities neecedto meet
its cusomes needs. The quality of thoseactivities
might nat have been first-rate, or the acivities might
havebeea relatively high-cost, but the comparny hadto
havethem in place to meet customer neeads. Thelevel of
communication and coordinaton needed to teamup with
anoher organization made any approad impossible for
mog comparies

In the newworld, howeve, you can eliminatemany of
thes andllary adivitiesand do a better job of meetng
cusomer needsvia collabordion. Collaborédion is not
justan option but animperative in the newworld. It is
criticd that you do only what you do beg, thatyou
eliminate or minimize your back roomby teaming up
with ancther organization. With the greater transparency
typical of the newworld, the cugomer sees everything
and knows your flaws andstrenghs.And you cancont

(continuedon page6)
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Collaboration and Orchegrati on
(continued from page 5)

nect to andusesomeoneelses front room, thereby bet-
ter meding custoner needsandstreamlining your ope-
ationin the process.

Technology Collaboration

In theworld of high technologythe classicexample
of collabarationis Linux, anopen-gurceoperatingsys
tem. It hasrevoluionizedthe way software is made and
has emergedasa powerfulmodelof sucessfuldeen
tralized collaboraton. Linus Torvaldswrote the begin
ning, or kernel, of the operatingsystem in 1991and
madeit availableto everyonejnviting othasto improve
onit. His front roomis the original kernd and the deci-
sionauthoritybuilt into the softwae to aceptchangs.
Thebackroomis execuing all the changs.

As the collaborationhasexpaxded,moreof thereview
proess hasbeendelegatecandauomatel, but the fun-
damenta idearemainsthe same Top tech competitors
suchasIBM andHewlettPackardvork togetherwith
distributorssuchas RedHat on setting devdopmentpri-
orities, offering their progranmers time on projectsand
protecting Linux from potental intellectual property
claims. Thetech compangs,in turn, make moneynot
from selling the operating sysem, but from seling se-
vicesandsoftwae aroundthe sysgem Thuseveryone
(with the exceptionof otheroperatng systen creators
suchasMicrosoft) benefis from this cooperdive
ecoystem of globaltechnobgy talent. m

Peopleand Knowledge

Drucker stresse thatbusineses including nonprofits,
alwayshadto put peoge first — employeesand cus
tomers as well asshareholderandstakeholdes.
Accordingto Paul O’Neill, the former Treasury secre-
tary, retired CEO and chairman of Alcoaand a former
Drucker student, a testof anorganization’s potentialfor
greatnes is whethereverypernin thatorganization
cansay yesto threequestioneveay daywithout any
resavation or hedgingor stopping to think:

1. Are you treded everyday with dignity and respet
by evayoneyou encounter?

2. Are you giventhethingsyou neal — educdion
andtraining andencouragemntand support— sothat
you make a contribution?

3. Do peoplenoticethatyou did it?

Investirg in Peopleand Knowledge
People arethe businessTheyareyour front room,

Soundview Executive Book Summaries®

your connetion to others and to the cugomer. Theyare
your knowledgeand your accessto changing opporuni-
tiesandresources. Drucker said, “What differentates
organizaionsis whether they can make common people
perform unconmonthings— and thatdependsprimari-
ly on whether people arebeng placed where their
strengths can perform”

Given this dynamic, it is critical to condantly askfive
Drucker questions

1. Who aretheright peopk in your organization?

2. Areyou providing your people with the meanso
achievethar maximum effectiveness andcon
tribute to the organization’s suacess?

3. Do your structure andprocessesinstitutionalize
respectfor peope andinvegmert in humancaptal?

4. Are knowledgeandaccessto knowledgebuilt into
your way of doing busness?

5. Wha is your strategyfor investing in peopk and
knowledge?

Building Knowledge I nto Business

In Drucker’s writings,he did not separate knowedge
from pemle. He wrote aboutthe knowledgeworker,
aboutapplying knowledgeto what the knowledgework-
er does andaboutthereal impact of information. Every
enterprisemustbuild knowledgeinto its value propost
tion, harnessing knowledgein evay agped of theway it
does bugness

In orde to do this, you mug ask if knowledgeand
accessto knowledgeare built into your way of doing
busnes. Forexanple:

1. Isknowledge built into your cusgomer connec
tion? Building knowledgeinto the product or senice a
conpany takesto marketincreasingly createseal value
for cusomers. For exanple, an“intelligert” oil drill that
bends its way to extrad more oil from the pocketsof
undeground oil formations commands more thantwice
the price of a standarddrill.

2. Isknowledge built into your innovation proces?
Simply to remain competitive, the organzation must
coninualy scanrelatedfieldsfor changesthat could
affect its competitive landscape.

3. Is knowledge built into your collaborations?
Collaboktions are often the produd of shared objec
tivesandknowledge In this age of the Internet, collabo
rationis moreimportant than evea. The Interretis the
perfect medium for shaing informéion and creatng
online communities, both of which enhane knowledge.

4.1s knowledge built into your people and knowl-

(continuedon page7)
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Pemle and Knowledge
(continued from page 6)

edgemanagement?Perhapshe mostdirectuseof
knowledgewithin anorganiation is to build its own
capabiities. From Drucker'spergective, this ability to
apply knowledgeto knowledgewill bethecritical factor
in productvity moving forward. The challengeis in
sortingthroughand prioritizing the knowledge.

In the newworld of the knowledgeworker, attracting
andretahning hightalentpeopleis at leastasimportant
asanything elsea companydoes. “ Thefirst sign of
decline of a companyis lossof appel to qudified, able
andambitious people,”Drucke says. Whatattracts
themis work thatis truly interegding and the chane to
makea contributionthatis truly significant

But ashighly skilled andindependent professions,
knowledgeworkersarehighly mobile. Despitetheir
migratorynaure,the knowledgeorganiaion invests in
themandseekdo retainthemby fostering an excdlent
working ernvironment— a culture thatrespects and val-
ues them asknowledgeprofes$onals and that sets them
up to win.

Googles 10 Gdden Rulesfor Knowledge Workers

In early 2005,Druckercommented on Googleand
how powerful online comnunitieswereand would be,
andhow managinghesemoreautononousworkersto
be productve andinnovativeis a chdlenge Eric
Schmidi CEO at Googk, comnental thatthe teamat
Googlehas morein commonwith professionalbaske-
bdl playesthanwith tradiiond workers.In his view,
thereare 10 goldenrulesto operding the business:

1. Hire by committee. Everyonés opinioncounts.

2. Cater to their every need.As Drucker sgs, the
god is to “strip away everything thatges in their way.”

3. Padk them in. Almost evey projed at Googleis a
teamproject.

4. Make coordination easy In addition to physial
proximity, all Googlerse-mail a snippetoncea week to
their work groupdescribing whatthey havedonein the
lastweek.

5. Eat your own dog food. Googleworkers usethe
companytoolsintensly.

6. Encouragecreativity. Googleengneerscan spend
up to 20 percant of their time on a project of their
choice.

7. Strive to reach consensus“We adhee to the view
that‘the mary aresmarterthanthefew’ andsolicit a
broad base of views beforereaching any decision”

8. Don't be evil. “Much hasbee written about

Soundview Executive Book Summaries®

How People M ake the Difference
at Edward Jones

The investment firm Edward Jones was one of
Drucker’s last clients, and he consulted with it as
late as April 2005, at the age of 95. The relationship
started in 1980. Over the years, Drucker met regular-
ly with Edward Jones management groups to dis-
cuss questions raised by the team. He sometimes
jokingly referred to himself as an “insultant” who
had the pleasure of “scolding clients and getting
paid for it” rather than a consultant, based on his
habit of challenging prevailing assumptions.

Edward Jones has quietly built one of the largest,
fastest-growing retail brokerage networks in the
world, with more than 9,000 offices. Central to the
company’s success is finding the right people for the
organization. Jones “looks for people with passion,
confidence, independence and a belief in doing
what’s expected. We like to hire people who under-
stand and can embrace our ‘unfashionable’ approach
to investing.” In many ways, Edward Jones epito-
mizes the knowledge organization that liberates its
people to pursue its mission.

GoogE's slogan, but we redlly try to live by it, paricu-
larly in the ranksof managemnent.”

9. Data dri ves decisions.At Googk, amostevery
decisionis based on quantitative andysis.

10. Communicate effectively. Every Friday, Googke
has anall-handsassembly, all owing manayementto stay
in touchwith whatknowledgeworkers arethinking and
viceversa. m

For information on the four types of knowledge strategy,
go to: http://my.summary.com

Decigon Making: The Chassis
That Holds the Whole Together

According to Drucker, “A decisionis ajudgment.lt is
a choice between alternatives. It is rarely a choice
between rightandwrong. It is often a choice between
two courses of adion, neither of which is provably more
nearly rightthan the other”

Forthatreason,it takessmart decisions and execuion
to travese the newlands@pe evenwith a strategy or
map. Tha meanstheright colleagues, right collabora
torsand strong cugomer connections— eveaything that
hdps spurinnovative thinking. Drucker calledthis the

(continuedon page8)
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Decision Making: The Chasss That Holds

the Whole Together
(continued from page 7)

chasss — the organizaton’s ability to make well-
informed decisionsaboutwhatnealsto be doneandits
resolveto get it done.He waspasionateaboutmanage
menteffectiveness— setting priorities, managingtime
andmaking effective decisbns.His internationallybest-
seling book The EffectiveExecuive is very much about
getting the right thingsdone.The daysof the gray-sui-
ed micromanagetovering ove his employees’ desks
areover.

Dedsion Making: The Right Risks

Cetainly, risk taking hasalwaysbeenin the natue of
business. Companisthattook greaer risks madeit haid-
er or riskier for thar competitorgdo keep up with them.
Today's greaer uncetainty alongwith a smallerroom
for error meanthatdecisionmakers confrontevenmore
risk. Managersieedto moveforward while takingthe
right risk, not necesarily theleastrisk. This involves
making decisonsat the right level of the organiation
andhaving a disciplined, fact-based proces for evallat-
ing alternaives,makingdecisionsand actinguponthose
decsions. m

The 21stCentury CEO

In the lag yearsof his life, Drucker focusedlike a
laseron whathad increasinglyfasénated him — therole
of the CEO. As corporationggrew moreunwieldy,
worldwide conmpetition sharp@edandcustomersand
shareholdcersbecamemorelitigious, Drucker rightly saw
CEGs asmoreimpottart thanewver. Theyhadto provide
leadership— strategicleadershipmoralleadersip,
humanleaderbip — andbalance. Today's rate andmag
nitude of changdeavelittle room for leaderkip error.

Drucker believedthatthe CEO role wasthe nextarea of
managenentresearchGoodor bad, the CEO setsthetone
for an orgarization, its missionand cultureandits actions
ard resuts during his or hertenure As a consultant and
adviser,Drucker workedwith hundredsof CEGs and
obs&vedaremakablediversity of leaderdip persondities
in action, from JackWelchat GE to Fran@sHessdbein,
head of the Girl Scautsof America.

When exploring the role of CEO, Drucker defined
threecharateristics uniqueto thatleadershipposition:

1. A broadfield of visionand the ability to askand
ansver whatneedso bedone

2. His or her thumbprinton the organiation’s chara-
ter andpersonality
8
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3. Theinfluence he or shehas

/TN
o foviw RECOMMENDED
on people — individudly and &

READING List

colledively. If you liked The
Definitive Drucker,

The CEO Brand you'll also like:
Every CEO, whether at a 1. The Starfish and the

Spider by Ori Brafman

and Rod Beckstrom. The
authors provide a look at
the decentralized compa-

small family company or a
multinaiond, leaves an imprint.

For example, at Campbel nies that are taking the
SoupCo. there was the Dr. John business world by storm.
Dorranceera— whencon 2. What Got You Here Won’t

. Get You There by
densed soupwasinvented and Marshall Goldsmith with
introducedto the massmarket Mark Reiter. The corpo-

; rate world is filled with

- gnd CthGE\SEd soupremans executives, but only a
theidentity of the company handful of them will ever
today The Janes McGowan era ~ "éach the pinnacle.

i 3. Good to Great by Jim
§8.WC?.Iprd| eXp?n(_j Into key Collins. Collins provides a
ingredients. TheWilliam B. guide to business
Murphy erawas defined by the improvement that ranks
company expandng internation-
aly, andthe Doug Conanterais
known for revitalizing the business

company culture as the
leading factor in success.

As the CEO nurtures and forms an organiation’s per
sondity, inevitably his or her own personaity, or brand,
rubsoff onthe place. Drucker saw this thumbprnt as
being of the utmostimportance to the nextgeneraton’s
leading organizations.He wrote, “In the nextsockiety,
the biggest challengefor the large compayy — especial
ly for the multinational— may beits social legitimacy:
its values, its misson andits vision”

Eadch of UsasCEO

What can the sef-managihg knowledgeworker learn
from thee three charaderistics — vision, organizationd
persmality ard influence — as CEO of his or her own
careg? Maintaining a broed field of vision requires having
ases of where you are goingand wha you arebuilding.
Organizationd persandity or brand is aboutknowing your-
sef and what gives you passon. Finaly, the knowledge
worker isinfluenced by and influences others.We are
influercedby the CEO — the premier role modé who
livesthe purpose valuesand principles of the organizaion.

Sucessful careas are not planned, they are managed.
Each of usisa CEO. Theway we manage our careers
— switch from company to company, or becone con
sultants or contactors, or start our own busnesses—
will bethe nextrevolution.

Peer Drucker has left our physial world but kepthis
promiseto “betheré — hisinfluence is embeddedin
our management past, our managenentpresent andour
manayenent future m




