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Joy at Work
A CEO’s Revolutionary Approach
to Fun on the Job
Dennis W. Bakke (Pearson, Seattle,
2005) $24.95

REVIEWED BY JOHN QUAY

In 1982 Dennis Bakke and Roger
Sant, coworkers at the Mellon Insti-

tute of Carnegie Mellon University,
formed Applied Energy Services (later
AES) with a $60,000 bank loan and
some private investment. Their idea
was to create an enterprise that valued
people in all contexts—as employees,
customers, suppliers, and society in
general.

Both men had worked together in
the Federal Energy Administration 
in the 1970s during the energy crisis.
Both concluded that electrical distri-
bution should be separated from
electrical generation and that the lat-
ter should be deregulated and al-
lowed to compete freely, bringing
more power on line and the price of
energy down.

As the business grew—mostly by
acquisition—the founders worked out
a variety of operating policies and im-
plementing strategies, including:

• Commitment to four major shared
values: to act with integrity, to be fair, to
have fun, and to be socially responsible

• Decentralization of the human re-
sources function to line operations

• Annual performance evaluation is
based on self-review combined with
advice from colleagues and super-
visors.

• Education comes from getting ad-
vice, making decisions, taking action,
and being accountable for results—
not from classroom training programs.

• Management information—includ-
ing profits, budgets, costs, and bal-
ance sheet numbers—is shared with
all employees.

• All employees are salaried.

• Some 99% of all important decisions
are made by nonleaders at the lowest
practicable organizational level.

• Leaders are primarily mentors,
teachers, helpers, and cheerleaders.

Joy at Work contains many good
ideas. Some of them are not new. Par-
ticipative management, for example,
has been around for a long time. In
the 1950s Ralph Cordiner of GE came
up with the mission statement “to
seek the balanced best interests of
owners, customers, employees and
suppliers.” And in the 1940s Robert
Greenleaf at AT&T began developing
the idea of servant leaders as those
whose prime concern is for the devel-
opment and welfare of their subordi-
nates. I know of no company, however,
that has carried, or even tried to carry,
Bakke’s principles to the extreme
achieved by AES.

• No more than three and in a few
cases four layers between the CEO
and entry level personnel (for a com-
pany of 40,000 employees!)

• “Honeycomb” teams of 15–20 mem-
bers representing various specialties
to decide virtually every aspect of op-
erations

• Pushing all decisions down to the
lowest level, provided the decision
maker seeks advice from appropriate
sources inside and outside the com-
pany.

By 2000, AES—by then, “The
Global Power Company”—was on the
New York Stock Exchange, its stock
was up to $70 from an IPO of $19, it
was operating in 31 countries, and it
had assets of $33 billion.

Undoubtedly the most unique fea-
ture of AES was its treatment of per-
sonnel. In this book, Bakke lists 15
key differences between his company
and the conventional approach. Some
examples:

• No approval by supervisors is re-
quired for spending company money;
only obtaining advice is mandatory.

• There are no official organization
charts and no job descriptions—em-
ployees write their own or “do what-
ever it takes.”

• Auditing, capital allocations, and
global sourcing are performed by vol-
unteer teams (it’s educational!).
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Unfortunately, the Bakke story has
a sad ending. In the midst of the
Enron scandal and the energy crisis of
2001 and 2002, AES stock dropped
below $5 per share, Roger Sant
(Bakke’s former partner and CEO)
was brought back from retirement to
head up the company, and Bakke,
though still in his 50s, was retired.

In a later chapter of his book,
Bakke defends his principles and phi-
losophy that work should be fun (that
is, challenging, exciting, creative, re-
warding, and successful) and that
workers should have control over
their own work. He wants to reverse
the Biblical curse put upon Adam that
by the sweat of our brow we must
earn bread. Unfortunately, the re-
demption of mankind still seems a
long way off. We still need rules, di-
rection, carrots, and sticks. At one
point, Bakke writes that “fairness or
justice means treating everyone differ-
ently”—a sure prescription for em-
ployee contention. Or again, using
volunteer teams for most company
functions is educational but it is also a
time-consuming and inefficient way
to run a business.

As a committed Christian, Bakke
has let his religion override his experi-
ence of human nature. Sainthood and
martyrdom are individual choices.
They are not options for leaders of na-
tions or large organizations. Despite
many good ideas and legitimate criti-
cisms of both governmental regula-
tions and conventional business
practices, Bakke’s book is not a good
manual for business management. It
gives full rein to the better aspects of
human nature without the structure,
direction, and control required by hu-
manity’s incompetence, misjudgments,
and sins.

Fair to say, under new manage-
ment AES is emerging from its diffi-
culties. Its stock is approaching its
original IPO value, and its mission
statement retains some useful vestiges
from the Bakke era.

JOHN QUAY ( jquay61163@aol.com) is a 

retired CMC in Cincinnati whose specialty 

was helping organizations use their people 

for best results.

Make the Rules or Your 
Rivals Will
G. Richard Shell (Crown Business,
New York, 2004) $27.50

REVIEWED BY ALEX W. ZABROSKY

Richard Shell has written a really
good book. I liked everything

about it except its title, which I find
an unfortunate understatement of the
wealth of fun and knowledge found
between its covers. I would have
named the book BUSINESS . . . THE
POWER, THE POLITICS, THE LAW, 
all in bold caps. That would have
more accurately belied the endless
treats inside.

This is one of those rare books that
successfully combines history, poli-
tics, economics, sociology, psychol-
ogy, and darned good anecdotes. In its
first few pages, it addresses those
mundane questions that always lurk
in the back of our minds: “Why is the
suburban livery stand a mile from the
taxi stand at the airport?” “Why are
there weighing stations blockading
the interstates?” But the author
springboards these daily situations
into analogies with the Pepsi-Coke
wars, Disney’s copyright protection of
Mickey Mouse, the AT&T-MCI bat-
tles, and the birth and growth of Mi-
crosoft. He goes back to the political
encounters Cyrus Hall McCormick
faced in the 1800s. These are all fasci-
nating stories that will grab your in-
terest, but they also weave into the
theme of “he who makes the rules,
rules.” 

After tantalizing readers with these
nuggets, Shell picks up the beat by
discussing their political science as-
pects and dovetails into the legal mi-
lieu that, as businesspeople, you or
your client must—as he says and as I
agree—be nimble in maneuvering.
Make the Rules or Your Rivals Will. (I
guess it is a good title after all, if not
as catchy as the one I have proposed.)

It is no time for lawyer or politi-
cian jokes in the environment that
Shell is so accurately laying out. The
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“Today we’ll be voting one of you off the payroll.”

 



lawyers help you make your way
through the laws and the system. The
politicians legislate the rules that can
make you or break you. Both are crit-
ical to the process and to your welfare.
Shell admonishes you to work with
them whether you are a limousine
driver or the CEO of a multibillion
company.

He lays out exquisite explanations
of the U.S. litigation system—of the
definition of such “legalese” terms as
summary judgment. Between the lines,
he is telling readers that they are at
fault for being intimidated by what
they simply dismiss as “legalese.” He
explains it purely and simply, and the
book is worth reading if only for this
exposition. In addition, Shell includes
a dialectic of when it is worth suing
and when it is worth settling.

On a more complicated level, the
author tackles the antitrust and unfair
competition laws. Again he does a fine
job in describing price fixing, barriers
to market entry, standard setting,
predatory pricing, protectionism, and
the like.

I wish I had had Shell’s book when
I was taking my unfair trade and an-
titrust classes in law school. I may not
have learned any more, but I would
have had more fun while at it.

ALEX W. ZABROSKY (azabrosky@gcd.com)

is a partner in the Chicago office of the law

firm Gartner Carton & Douglas LLP. He is head

of the firm’s Consultancy Law Practice Group.

The Future of Work 
How the New Order of Business
Will Shape Your Organization,
Your Management Style, 
and Your Life
Thomas W. Malone (Harvard Business
School Press, Boston, 2004) $29.95

REVIEWED BY FRED NICKOLS

I have been a student of work, work-
ers, and working for more than 30

years now, and the first thing I can tell
you about The Future of Work is that it
isn’t about work—at least not accord-
ing to my definition of work. It is
about Malone’s belief that (1) the
falling costs of communication make
possible a shift from centralized, hier-
archical organizations to more decen-
tralized forms of organization, and (2)
this shift is already taking place and
will continue for decades to come. Ac-
cording to Malone, a professor at MIT,
this shift toward decentralization
promises to blend the benefits of small
enterprises with the advantages of
large ones—a marriage of freedom
and flexibility with economies of
scale. It is, then, a book about the con-
ditions and circumstances in which
and under which work will be done,
but it is not about work itself.

Malone bases his belief on what he
identifies as an “amazing pattern” in the
evolution of societies and businesses.

1. People start out operating in small
groups, and decision making is ini-
tially decentralized.

2. Later, larger groups are formed,
and decision making becomes cen-
tralized.

3. Still later, large groups remain, but
decision making once again be-
comes decentralized.

In the evolution of societies, Mal-
one sees this pattern reflected in the
movement from hunter-gatherer
bands to kingdoms to democracies. In
businesses, he sees it in the shift from
small businesses to large corporate hi-

erarchies to distributed networks.
Driving this shift, according to Mal-
one, is a relentless reduction in the
cost of communication—from spoken
to written to printed to electronic to
the Internet.

Malone places four types of organi-
zations on a continuum that ranges
from centralized on the left to decen-
tralized on the right: centralized hier-
archies, loose hierarchies, democracies,
and markets.

After defining each type and exam-
ining their relative strengths and
weaknesses, Malone provides exam-
ples of the three more decentralized
forms of organization and a framework
for determining when and if increased
decentralization is appropriate. The
examples, drawn from numerous or-
ganizations, also illustrate that these
forms can be, and apparently are,
adopted in specific situations but not
as a general form of organization.
Projects launched at Google are cited
as examples of a loose hierarchy in op-
eration, but no one is likely to argue
that Google itself is a loose hierarchy.
Voting on whether or not to hire an
employee at Whole Foods supermar-
kets is cited as an instance of partici-
pative or democratic decision making,
but Whole Foods is not a democracy.
Auctioning off project work at Elance,
Inc., is cited as an example of a mar-
ket organization, but Elance itself is
not organized as a market. So, in the
end, I was left with the nagging feeling
that the long-standing notion of or-
ganizing for the task at hand might be
a good idea still, and that the hierar-
chy might be with us for a while yet.

In the last part of his book, Malone
articulates his view of the management
practices needed in a more decentral-
ized decision-making environment—
what he calls “coordinate and culti-
vate.” This term, Malone’s replace-
ment for “command and control,”
refers to the coordination of activities
and the cultivation of people. Coordi-
nation is a function of three basic con-
ditions: capabilities, incentives, and
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connections between activities and in-
formation. These conditions enable
people to produce desired results. No
surprise there. 

Cultivating people (and organiza-
tions) boils down to finding the right
balance between controlling and let-
ting go (which is very reminiscent of
the “loose-tight controls” articulated
by Peters and Waterman in The Excel-
lent Companies almost 25 years ago). 

There is little in this section that is
likely to strike experienced manage-
ment consultants as new. In the book’s
favor, Chapter 9 does contain an inter-
esting framework for examining vari-
ous kinds of dependencies among
activities—flow, sharing, and fit—and
I’ll likely make it a point to find out
more about that framework, which
grows out of Malone’s work on what
he calls “coordination theory.” 

Frankly, I found reading Malone’s
book a difficult task. Not because it is
poorly written but because I nonethe-
less had to force myself to read it. I
thought at first it might hold promise
regarding the problem I’ve been track-
ing for more than 30 years now,
namely, how to make “knowledge
work” more productive. But I was dis-
appointed in that regard.

Is Malone’s basic premise—that or-
ganizations will move toward ever
more decentralized decision-making
arrangements—valid? Probably, but
more than likely only on a situational,
narrowly defined basis and not as a
general management or organizational
strategy. Indeed, as Malone himself
admits, the shift can only occur with
management’s support, and manage-
ment is likely to continue holding the
reins of power tightly in hand for
many years to come. Furthermore, 
despite his attempt to set forth a
framework for thinking through the
decentralization decision, I found
very little in the book that is what a
colleague of mine calls “actionable.”

In the last analysis, Malone’s book
is a highly speculative venture, an ex-
ercise in visioning and in imagining.

Consultants to management are not
likely to find much “meat” in it. On
the other hand, consider John Seely
Brown’s ringing endorsement from the
back cover of the book:

Filled with evocative examples,
The Future of Work provides an
insightful, balanced and accessi-
ble tour through the various
ways to organize, from strict
hierarchies to loose hierarchies
to auction-based systems to par-
ticipatory democracies. I highly
recommend this book.

Should you buy it or even read it?
Well, in keeping with Malone’s belief
that we’re moving toward ever more
decentralized decision making, those
are decisions you’ll have to make.

FRED NICKOLS (www.nickols.us) is a senior

consultant with Distance Consulting.

Developing Knowledge-Based
Client Relationships 
Leadership in Professional
Services (2nd edition)
Ross Dawson (Elsevier, London, 2005)
$20.95

REVIEWED BY FIONA CZERNIAWSKA

The future of professional services
is all about people, knowledge

and relationships.” Few people would
disagree with this statement by Ross
Dawson. Clients want specialist
knowledge and to work with consul-
tants who respect them and are pre-
pared to share their expertise with
them. Moreover, transparency may
not be what just clients want; it is also
in a consulting firm’s economic inter-
est. “Black-boxing the consulting
process deprives clients of a chance to
learn from consultants and leads 
to commoditization.”

Dawson is right to say that there
are mounting pressures that make it
harder for clients and consultants to

establish and maintain these knowl-
edge-based relationships: increasing
client sophistication, which raises the
bar for the consultant; and gover-
nance, which makes clients less com-
fortable with long-term dependency
on their advisors. Differentiation is
difficult, and knowledge is one of the
most important ways in which consul-
tants can make themselves stand out
from the crowd. 

Not particularly revolutionary, you
might think. But where Dawson sets
himself apart from the plethora of
other writers on professional relation-
ships and knowledge management is
that he melds these two disciplines to-
gether. He talks about the process of
getting the content across to the client:
most writers talk about one or the
other. This is, of course, the big chal-
lenge to consulting firms. Most firms
would boast they have a small number
of individuals who are excellent at
building up their personal network of
relationships. Most would also say
they have invested in bringing the col-
lective knowledge of their firm to-
gether. But few would say they’ve got
the link between those individuals and
their knowledge systems (and vice
versa) working effectively. The rela-
tionship builders, able to sell the time
of their immediate team without
problem, may feel no incentive to
start introducing different, less famil-
iar ideas to their clients. Similarly,
they may lack the time or inclination
to drip their thinking into the collec-
tive knowledge pool.

This makes Dawson’s book an im-
portant one, and it’s no surprise that
this is a second, expanded edition.
Knowledge-based relationships, he
argues, should go beyond the one-to-
one model to which we’re so accus-
tomed. Teamwork, value pricing,
communication channels, and increas-
ing clients’ own capabilities are just 
as important, and Dawson has many
thoughtful and insightful suggestions
to make so far as the nitty-gritty of 
getting things done is concerned. 
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But will it change how consultants
work or the firms that employ them? 

Poor writing is my main gripe
about this otherwise excellent book.
Dawson may be a highly effective con-
sultant, but he’s a writer in desperate
search of a good editor. Let’s take an
example: “Creating a self-reinforcing
circle of knowledge-based relation-
ships, involving deeper customer
knowledge, greater openness, and
service customization, enable positive
client lock-in through superior value
creation.” Now, I know what this
means, but that doesn’t mean I like it.
If you’re trying to change the way peo-
ple behave (and I assume that’s Daw-
son’s aim, along with, rather unsubtly,
winning more work), then finding
clearer, less jargon-mired ways of
doing it surely is possible.

FIONA CZERNIAWSKA (FionaCz@

arkimeda.com; www.arkimeda.com) is the

founder and managing director of Arkimeda,

a firm that specializes in researching and 

consulting on strategic issues in the consulting

industry.

Hardball: Are You Playing to
Play or Playing to Win? 
George Stalk and Rob Lachenauer
(Harvard Business School Press, 2004)
$25 

REVIEWED BY PETER MEYER

Some books are useful for the way
the authors structure the ideas,

helping us see events in new ways.
Some books are useful for the anec-
dotes they use to illustrate their ideas,
and Hardball fits that category. Does
that make it a good investment of time
for a management consultant? Yes, I
think it does—the stories are worth
reading. You, and your clients, can
gain from the experiences of these ac-
counts from the Boston Consulting

Group. The value will come from
what you do with the stories.

But first, what is “hardball” man-
agement? What is playing to win in-
stead of playing to play? The phrases
are hard to define, and the authors
don’t help much. However, the impli-
cation of the word hardball is that
management is playing for keeps, tak-
ing no prisoners and showing no
mercy. It brings images of Jack Welch
and Alfred Dunlap, at their worst.
Don’t be put off by those images.

Instead, look at hardball as a syn-
onym for focused. The success stories
are of executive teams that get things
done with incredible focus. They do
not rape and pillage, even when they
are luring competition into traps. In-
stead, they set a goal and keep to it,
with unwavering intensity. That con-
centration on a path defines the sto-
ries here. 

Hardball managers do not spend a
lot of time on wider social issues.
They do not invest 15% of their
month in public events to burnish the
image of the company or manager.
They deliver results and let the results
do the talking. Of course, they hire
consultants like BCG to guide their
focus and make sure they understand
their own business. If this does not
sound like an earth-shattering revela-
tion, remember that many good ideas
are flashes of the blindingly obvious. 

The authors lay out a half-dozen
key “hardball strategies” and discuss
how to string them together into hard-
hitting and sustainable market victory.
The six strategies are straightforward:

1. Unleash massive and overwhelming
force. Much as this wording suggests,
the idea is to overwhelm the compe-
tition. Using examples from General
Motors and the Frito-Lay–Eagle Snacks
competition, the authors describe how
each victor structured the win. 

2. Exploit anomalies. This is perhaps
the most useful chapter. The title re-
fers to identifying what does not fit
normal patterns in a business and

then finding ways to take advantage of
those anomalies. Here is a well-written
description of how Wausau Papers
turned what they saw as a weakness
into a rapidly growing revenue stream.

3. Threaten your competitor’s profit
sanctuaries. This title is code for “hard-
ball pricing” and runs dangerously
close to predatory pricing. The au-
thors warn us to stay on the defensible
side of the law and then recount the
history of two consumer products
companies. Tellingly, they do not di-
vulge the names of the companies.
Their story is fascinating and serves as
great advertisement for the authors. It
also might make your client’s attor-
neys cringe.

4. Take it and make it your own. Don’t
just copy, but copy and enhance. “Not
every hardball strategy requires great
originality of thought,” but if you use
someone else’s ideas, you must im-
prove upon them to gain competitive
advantage. One example is the
Batesville Casket Company and how it
used techniques from the automotive
industry to change the way it manu-
factures and markets burial caskets to
funeral homes. The more interesting
example is how Ford’s service division
chose to copy and improve upon
Honda’s service story. The details
make the chapter.

5. Entice your competitor into retreat.
This is a feint-and-lunge strategy, in
which a company tries to lure compe-
tition into less dangerous markets.
Exemplified by Federal-Mogul and JP
Industries, the emphasis is on under-
standing your cost structure better
than your competitor understands its
own. This is a clear opportunity for
consultants who can take apart a man-
ufacturing operation and recast the fi-
nancial implications.

6. Break compromises. A more accurate
title here would be to think outside the
box. The authors use CarMax as an ex-
ample of changing the ground rules of
competition. Again, the value of the
chapter is in the story, not the analysis.
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The strategy discussion is the
book’s weakness. If you read it for that,
you may put the book down feeling
that you are reviewing unrelated adver-
tisements for a consulting firm, pack-
aged to look like more than the sum of
the parts. By contrast, the stories are
useful to management consultants or
their clients. Stalk and Lachenauer use
anecdotes that are both fascinating
and well written.

For example: The value of anom-
alies is well presented in the chapter
on that subject. Here, a smart manage-
ment team hires consultants to look 
at things that go wrong, or are unex-
plained, and to find opportunity. The
experience of Wausau Papers in re-
building distribution has enough de-
tail in it that you could transfer some
of these ideas to your clients, even
without playing hardball to exploit
them. 

The book can work because the
value we bring to our clients often
comes from seeing things that others
miss. Why would you want your
clients to read the chapter on anom-
alies? Because it will show them the
value of an outside view, a view that
can find opportunities in the excep-
tions to normal behavior. Much of
Hardball is focused on advertising the
value of management consulting in
general, and BCG in specific, and if
you use the stories judiciously you
can take advantage of that with your
own clients.

Some examples require consider-
able thought before you apply them.
The pricing example, in which one
unidentified company sought to use
pricing strategies to send a message to
another, illustrates a practice that can
be dangerous to the health of a client’s
company. The authors seem to say
that practicing predatory pricing is a
problem when you get caught—so
don't get caught. More correctly, the
question of attacking through pricing
is a question of choosing the battle-
ground so that it maximizes your own
advantage. That includes an analysis of

risk and an opportunity for the consul-
tant. Again, not a stunning expansion
of our knowledge, but a nice story for
our own background and use.

What do we offer our clients?
Good consultants bring analysis, expe-
rience, and different perspectives
based on seeing different things. While
Hardball does not add much value in
analysis, it can help with perspectives.
That assistance is enough to make it
worth spending two hours to read on
your next plane flight.

PETER MEYER (Peter@MeyerGrp.com),

author of Creating and Dominating New 

Markets and Warp Speed Growth, focuses 

on helping companies create and dominate

new markets.

The World Is Flat
A Brief History of the 
Twenty-First Century
Thomas F. Friedman (Farrar, Strauss
and Giroux, New York, 2005) $27.50

REVIEWED BY CHARLTON R. PRICE 

Tom Friedman, foreign affairs
columnist for the New York Times,

is a cheerleader for globalization. Five
years ago, in The Lexus and the Olive
Tree (reviewed in C2M 11:3, December
2000), he touted the power provided
by the Internet and the World Wide
Web, because “everyone is on line, and
no one is in charge.” And he proposed
a Law of the Big Mac: No wars are pos-
sible between any two countries that
both have a McDonald’s. 

There was some carping at Fried-
man’s unalloyed enthusiasm about the
world going global. What about the
dangers and risks of multinational
corporations writing their own rules,
instead of balances of power among
nation-states? What about the deep
disparity between the economies of
most of the North and the South? But
Friedman’s boosterism prevailed.
Lexus was a huge best-seller. It was
what many managers in corporations

and governments—and providers of
professional services to these kinds of
clients, such as management consul-
tants—wanted to hear, and to believe.

Now once again in this new over-
view of the world and the century
ahead, Friedman sees mostly improve-
ment, vitality, progress, and hope. He
means by The World Is Flat that there
is newfound power for individuals—
not just companies and countries—to
compete globally, using neither horse-
power or hardware but rather software
and a global fiber-optic (and wire-
less!) network that has made us all
next-door neighbors.

Friedman identified a number of
“flatteners,” forces promoting a more
level playing field in the world econ-
omy and society. These include
work-flow software, open sourcing,
outsourcing, off-shoring, and supply-
chaining. These forces intertwine,
and they drive interconnectedness as
well as all the ways we are living and
will live from now on.

Friedman proposes to supplement
his Big Mac law with a Dell law. The
laptop (German: schleptop) on which
he wrote this book is an assemblage of
components and production steps
from all along the Pacific Rim (Tai-
wan, Mainland China, Malaysia) as
well as from Austin, Texas, and maybe
Brazil. Dell has plants in all those
places. They interconnect electroni-
cally, creating just-in-time and to-
order chains of design, sourcing of
components, transporting and assem-
bling, more transporting, and sales
and service (now called customer
care). The Dell law says that intercon-
nectedness mutes international con-
flict because it is imperative to create
and maintain these supply chains—
which have sprung into being not just
for computers and other electronics
but also for all kinds of goods and
services.

Friedman believes it’s possible that
the irreversible flattening and ever
greater interconnectedness can sur-
mount or at least soften many current
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tragedies and troubles in many places
around the world. He maintains that a
better future can be realized, because
the forces released on 11/9 (1989—the
fall of the Berlin Wall) can prevail over
the forces unleashed by 9/11 (2001—a
date needing no further definition).

This book features mostly unvary-
ing optimism, cogent reasoning, a
wealth of persuasive anecdotes, many
new facts and factoids, and a breezy
prose style that makes for a good read.
Friedman may well persuade you that
the world has indeed become flatter,
and that this is a good thing.

Yet many of the risks and dangers
of our interconnectedness are as un-
avoidable and as nasty as before, and
there are some new ones. All these
Friedman briefly acknowledges, but
then shunts aside. What about terror-
ism, armed conflicts, genocides, irre-
versible damage to the environment,
WMDs already or potentially on the
loose, overdependence on fossil fuels,
and climate change? These forces
are—or may soon become—like
tsunamis or hurricanes, threatening
not only economies and communities,
but also life itself.

Other reviewers of this book have
cited many ways in which the world is
becoming less flat. One kind of choke
hold on progress is the vast difference
in opportunity and outlook between
the generally “have” North and the
generally “have not” South, world-
wide. Another bedeviling constraint is
the worldwide shortage of experience
and motivation for creating and or
maintaining the kinds of legal frame-
works, institutional structures, and
levels of civic responsibility essential
to economic and social improvement.
Progress and improvement in every
community require, first of all, enough
to eat, physical security, shelter, and
health. Even in relatively developed
communities and countries—such as
the former USSR—change can breed

as much disorder and despair as con-
structive innovation and institution
building.

The World Is Flat is essential read-
ing for managers and management
consultants—that is, all those who
seek to manage change and to collab-
orate on designing futures for organi-
zations and communities. The issues
Friedman raises pertain directly to
your consulting practice. If you’re part
of a big firm, start on page 205 to read
about how the Tata Consultancy out-
bid Deloitte for a major industrial de-
velopment—not in India, but in
Indiana. If you are a small firm or a
solo practitioner, your technical skills
and experience in organizational and
systems design, strategizing, coach-
ing, and training are needed world-
wide by many more clients, and more
different kinds of clients. 

Management consultants who can
design and install systems that knit to-
gether technology, human resources,
and market opportunities can be a
new kind of Ugly American. What?
Ugly American, you say? Yes! Please
note: In the book of that title, the Ugly
American is a good guy. He works
alongside and collaborates with his
counterparts and clients so that to-
gether they can solve problems and
together make for a better life with
higher hopes for tomorrow. 

That need or challenge for man-
agement consulting hasn’t changed,
even though, as Friedman, maintains,
the world in many ways is flatter, and
being interconnected is easier and of
more mutual benefit. Management
consultants have to muster the ex-
perience, talent, and courage required
to make the benefits of globalization
outweigh the costs. But as of now, the
cost-benefit ratio seems to be at
break-even. 

CHARLTON R. PRICE CMC (charltonCMC@

kc.rr.com) is a management consultant based

in Kansas City, Missouri.

Business Consulting 
A Guide to How It Works 
and How to Make It Work
Gilbert Toppin and Fiona Czerniawska
(Profile Books LPD, London, 2005)
£20

REVIEWED BY REES MORRISON 

This excellent book, the joint effort
of two accomplished London-

based consultants, helps readers un-
derstand how the business consulting
industry has changed dramatically
and will continue to change. The au-
thors are exceptionally knowledge-
able. For instance, they summarize
the pros and cons of strategic alliances
in a single paragraph. Later, they give
ten useful rules for companies to bear 
in mind when hiring and managing
consultants. Business Consulting rests
strongly on the experience and intelli-
gence of two savvy observers.

To tackle its broad agenda of de-
scribing the new consulting ecosystem,
Business Consulting uses a framework
with six key components. What the au-
thors call the demand side includes
“client markets,” “client organiza-
tions,” and “client projects.” What they
call supply-side components include
the “consulting industry,” “consulting
firms,” and “individual consultants.”
Thus, each side moves from a broad
scope (client markets and the consult-
ing industry) to a smaller scope (proj-
ects and consultants). In the first half
of the book, the authors discuss each
of the six components. These chapters
incorporate statistics, quotes from au-
thorities, references to the business
literature, and examples from actual
clients and consulting projects.

For example, the chapter on the
consulting industry dissects how
generic consulting firms are under
pressure: Pressure from specialist
firms because “consultancy is not an
industry that is driven by economies of
scale.” Pressure from strategy firms
that are eating into the space of middle-
sized consulting firms. Pressure from
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new entrants to consulting, such as
Deloitte, and from systems integra-
tors, outsourcers, and technologists. 

The second half of the book dis-
cusses seven themes of interaction be-
tween the supply and demand
components. For example, the chapter
on reputation of the consulting indus-
try, the theme linking client markets
and the consulting industry, argues
that the industry’s reputation is close
to being damaged by corporate scan-
dals of its own making. Another chap-
ter (the isolation theme) explores the
consequences of clients not sharing in-
formation about what consultants
offer and how they charge. There are
not yet, the authors observe, user
groups of consulting firms! The chap-
ter on relationships between clients
and consulting firms explains the in-
creasing complexity of projects, a 
result of procurement being profes-
sionalized, clients choosing to multi-
source, and the widening roles of
consultants from advisors to imple-
menters. Other themes include “port-
folio,” which links client organizations
to client projects by urging clients to
look at all their consulting projects as
if they were managing a portfolio, allo-
cating and prioritizing costs and po-
tential paybacks. The chapter on the
link between consulting firms and in-
dividual consultants, which the au-
thors label “career,” has to do with the
progression of talent up through a
consulting firm and what can be done
to develop consultants professionally.
In this way, each of the components is
linked to a thematic chapter with con-
tiguous components.

Thoughtful, dotted with examples,
and comprehensive, Business Consult-
ing deserves careful study if you want
intelligent commentary on the macro
forces affecting consulting. For exam-
ple, Toppin and Czerniawska stress
that the gap has narrowed between
what clients know and what consul-
tants know; no longer are large-scaled
projects with huge budgets the order
of the day; specialism reigns supreme.

Throughout the book, the authors
point out how information about
management is more readily available
than ever before, notably through the
Internet, and will continue to be com-
moditized. Their material is very au
courant, such as when they discuss
offshoring of consulting services.

The authors see more teaming be-
tween clients and consultants. While
teams often make it harder for consul-
tants to articulate their specific value
because their role is less clearly delin-
eated, the client team members tend
to learn quickly and go directly to the
heart of the problem. Toppin and Cz-
erniawska cite research findings that
the highest performances are achieved
when consultants constitute around
25% of the total team.

The authors also believe that con-
sultants from different firms will in-
creasingly find themselves working
together on collaborative projects.
They call this “multisourcing,” and
they spin out the implications for a
number of pages.

I admire this book. Studded
throughout it are provocative state-
ments that push the attentive reader
to think. “Buyers who experience our
advertising [Accenture using Tiger
Woods] are three times more likely to
put us on short lists than those who
have not.” Or, “the notion that good
leverage automatically yields good
profits is a myth.” “The study-and-
recommend model for advisory work
is dying, if it is not dead already.”
“Consulting work of lasting value
must almost always incorporate the
transfer of significant intellectual
property to the client.” Even if you
disagree with a given point or a pre-
diction, you are the better for having
thought about it and for having your
assumptions tested.

Three cautionary points, however,
deserve mention. Prepare yourself for
ample (but deserved) criticism of the
consulting industry. Second, absorb
the message despite the large-firm
focus, and take the complex frame-

work as a useful (but not perfect) or-
ganizing structure.

A troubling, critical tone runs
throughout the book: consultants too
often have sold snake oil, razzmatazz
without value. “The impact of advi-
sory work is notoriously hard to quan-
tify.” Both authors feel that that past is
gone and that in the new world deliv-
ering value and change will be more
carefully scrutinized. They emphasize
the shift of focus in consultants’ proj-
ects away from inputs and even out-
puts and to look instead at outcomes.
They believe that consultants will be
forced to develop codes of practice
and more accountability. Even more
challenging, they foresee clients shar-
ing information about the perform-
ance of consultants.

Solo and small consultancies will
need to read behind the large-firm ori-
entation of this book: “As consulting
work becomes more specialized in
projects . . . it is rare for a consultant
to work alone.” And: “Independent
consultants find it difficult to charge
for anything other than hours
worked.” Hence, big consulting firms
are getting bigger more quickly than
smaller ones. The authors write that
in the $400 billion global business
consulting industry (in 2004), around
25% consisted of small firms, over
60% of large firms, and less than 10%
of middle-sized firms.

In another indicator of their focus
on large firms, the authors discuss
having an account-management struc-
ture, giving one individual the respon-
sibility of coordinating all selling to
one client. They also talk about hav-
ing professional sales forces, which is
far beyond solo and small consultan-
cies. Still, macro forces affect both
large and small firms, and the book of-
fers much to every size of consultancy.

As to the third caution, the prob-
lem with any book based on a frame-
work is the likelihood that not all
parts of the framework are equally
strong and equally supportable. This
book mostly has powerful chapters,
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chock-a-block with insights, metrics,
and recommendations. A few of the
chapters don’t quite live up to that stan-
dard, but that is only to be expected.
The life-cycle chapter struck me as
bland, with few insights. The chapter
on careers was also thin in its formal-
istic description of what consultants
go through in achieving proficiency.

Setting aside these quibbles, I
could add stimulating observations
galore. Transformational outsourcing
is predicated on the idea that the out-
sourcing client needs to be trans-
formed as much as the process that is
being outsourced. “Ideas that gen-
uinely change clients’ lives for the bet-
ter come from clients themselves,” not
from consulting firms. What consul-
tants can do well is to see apparently
isolated practices as part of an under-
lying system or theme. I especially
liked the point that there is far too lit-
tle R&D in consulting. Thought lead-
ership is not as useful as uncovering
and reporting meaningful data; it
should not be seen as marketing.

The overall message of this book is
that business consulting has matured
into a more complex, faster-changing,
and demanding profession. Both
clients and consultants have ratcheted
up their game, and the matches remain
tight. They paint a picture of an in-
creasingly tougher consulting world,
buffeted by higher client expectations,
leaner economics, new competitors
and changing paradigms. But this wise
book is not just descriptive; far from it.
It gives guidance on how to respond,
survive and even prosper. Business
Consulting is a welcome book, one
with many, many insights, and it de-
serves careful, thoughtful reading.

REES MORRISON CMC (rwmorrison@

hildebrandt.com) is a former practicing lawyer

and the author of six books. He is a director 

of Hildebrandt International.

MarketBusters
40 Strategic Moves That Drive
Exceptional Business Growth
Rita Gunther McGrath and Ian C.
MacMillan (Harvard Business School
Press, Boston, 2005) $26.95

REVIEWED BY JOHN J. REDDISH 

Professors McGrath (Columbia)
and MacMillan (Wharton) assert

that “strategic growth is one of the
most vital, fascinating, and poorly un-
derstood of business processes.” Their
aim in this book is to make it less
mysterious and to help executives
manage it more effectively. I wish I
could say they’ve succeeded.

Fair to say, they do know quite
rightly that the fundamental issue for
all business executives and all consul-
tants who advise them is where to find
new sources of growth, and that today
the rule is innovate and change, or
die. So where does a company or in-
dividual consultant find new oppor-
tunities? How will executives and
consultants enhance their potential
for personal success? How can organ-
izations retain top-quality people?
How will you and your clients take
advantage of changing markets and
competition?

They say the answers lie in market-
busters—actions you and your clients
can take that change the game to de-
liver markedly superior performance.
They expect marketbusters to produce
a 2% gain in market share or a 2% loss
in your competitor’s because of moves
you’ve taken; or annual growth in
sales of 10% or more over at least two
years from a new entry in the market-
place; or annual sales growth that is
5% greater than the growth in the un-
derlying market. 

From three years of research,
they’ve identified 40 strategic moves
that can drive exceptional growth.
Those moves cluster around five core
strategies: transforming the cus-
tomers’ experience, transforming your
offerings, redefining profit drivers, ex-

ploiting industry shifts, and entering
new markets. 

The authors have given descrip-
tive, though challenging, names to
their 40 strategic moves for driving
exceptional business growth—such as
“digitize to combine or replace links
in an existing chain,” “Monopolize a
Trigger Event,” “Launch a Disruptive
Response to Cycles,” and “Bet on Blue
Sky Ventures,” to name a few. Move
no. 1, for example, “Reconstructing
the Consumption Chain,” translates
to identifying how people do business
with your industry and changing the
model. It cites Amazon (book buying
and selling) and Coinstar (counting
loose change) as examples. Move no.
28, “Understand the Second-Order Ef-
fects of the Next Stage,” means that it
is difficult to maintain expertise in
noncore competencies and that you
should be ready to divest to focus on
your core competencies. The DuPont
Photomask division was used as an
example. If you get past the jargon
and into the examples, there are good
thinking points; and if you read that
far, “may the Force be with you.” 

Overall, MarketBusters contains
some very good information and
ideas. The case studies are insightful.
The research is well supported and ref-
erenced. And the appendix contains
15 pages of pertinent, thought-pro-
voking, content-rich questions about
the 40 marketbusting moves. There is
useful material here for any reader in-
terested in strategizing for growth.

Unfortunately, however, that mate-
rial is not easy to get to. If a CEO, a re-
searcher, an MBA, and a marketing
person were to buy the book together
and then razor what they wanted from
it, it would be a great buy (although
they might all fight over the appen-
dix). But each of those individuals
would have too hard a time reading
the entire book to justify the expense.
Truth to tell, the authors do say the
book is not intended to be read cover-
to-cover; rather, readers are encour-
aged to go directly to what interests
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them and come back later for more, as
appropriate. Nonetheless, I don’t
think it works. That’s one objection.

Another objection is this: The au-
thors have identified moves and
strategies that work. But the quantita-
tive and qualitative reasons for the
success of those moves and strategies
have been reduced to B-School analy-
sis and jargon. That may be acceptable
to academics, but executives and con-
sultants are not apt to wade through it
searching for something that’s practi-
cal. The philosopher Jean-Paul Sartre
said it’s difficult if not impossible to
escape our own subjectivity. McGrath
and MacMillan are both academics,
and they have not come out of the
classroom.

My third objection: The authors’
core strategies are useful to think
about for market leaders, established
national companies, and new brands
from major players. For the majority
of companies, however, the strategies
are a reach. Most companies are not
major players; and what works for the
“big guys” doesn’t always (if ever)
work for smaller or entrepreneurial
enterprises. So, again, while there is
good content in this book, its applica-
bility is limited. 

And a fourth objection: Peter
Drucker once laughingly told me that
a key differentiator in books is the au-
thor’s coining or adopting of “catch”
phrases. He went on to say that if all
authors said the same thing in the

same way, nobody would buy any
book after the first. He is right, and
these authors do not differentiate their
content in any really memorable or
significant way. 

Sadly, given the authors, the pub-
lisher, and my anticipation, I found
MarketBusters a bust.

JOHN REDDISH CMC ( johnr@

getresults.com) works with entrepreneurs 

and top executives, showing them how to 

get results faster, less painfully, and in ways

that work for them.
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