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RECOMMENDED
READING

H

Peter Drucker on the 
Profession of Management
Peter Drucker (Harvard Business School Press,
Boston; 1998) $29.95

This gets my vote for the management
book of the year. Not because the

essays here are new (all have been pub-
lished before in Harvard Business Review),
but because I can’t read them again with-
out stopping to think deeply about what
I’m doing and why, to consider how I
might act differently, to decide to do so,
and to believe I will be more effective as
a result.No other writer on management
consistently gets me doing that.That is
management consulting beyond compare.
These essays cannot be summarized;each
is too full and succinct.So, I’ll let Drucker
speak for himself, and hope you find
something in this sample you can use.

On People

Executives spend more time manag-
ing people and making people deci-
sions than on anything else—and they
should.No other decisions are so long
lasting in their consequences or so dif-
ficult to unmake.And yet,by and large,
executives make poor promotion and
staffing decisions.At most one-third 
of such decisions turn out right;
one-third are minimally effective; and
one-third are outright failures.

In no other area of management
would we put up with such miser-
able performance. Indeed, we need
not and should not. Managers mak-
ing people decisions will never be
perfect, of course, but they should
come pretty close to batting 1,000—
especially since in no other area of
management do we know as much.

Since World War II, the U.S. mili-
tary . . . has learned to test its place-
ment decisions. It now thinks
through what it expects of senior
officers before it puts them into key
commands. It then appraises their
performance against those expecta-
tions. And it constantly appraises its
own process for selecting senior
commanders against the successes
and failures of its appointments. In
business, by contrast, placement with
specific expectations as to what the
appointee should achieve and sys-
tematic appraisal of the outcome are
virtually unknown. Managers need
to allocate human resources as pur-
posefully and as thoughtfully as they
do capital.And the outcomes of those
decisions ought to be recorded and
studied as carefully.

Making the right people decisions
is the ultimate means of controlling
an organization well. Such decisions
reveal how competent management
is, what its values are, and whether it
takes its job seriously.

On the Power of Little Ideas

The future cannot be known.The
only thing certain . . . is that it will be
different from . . . today. [It] is as yet
unborn, unformed, undetermined. It
can be shaped by purposeful action.
And the one thing that can effec-
tively motivate such action is an
idea—an idea of a different econ-
omy, a different technology, or a dif-
ferent market exploited by a different
business.

But ideas always start small.This is
why long-range planning is not just
for the large company.That is why
the small business may actually have
an advantage in attempting to shape
the future today . . . .All that [it needs]
to be successful is just one small, spe-
cific development.

On Effectiveness

The bulk of time, attention, and
money first goes to “problems” rather
than to opportunities, and, secondly,
to areas where even extraordinarily
successful performance will have
minimal impact on results.

The major problem . . . is funda-
mentally the confusion between
effectiveness and efficiency . . .
between doing the right things and
doing things right. There is surely
nothing quite so useless as doing with
great efficiency what should not be
done at all.
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Results and costs stand in inverse re-
lationship to each other. While 90
percent of results are . . . produced by
. . . 10 percent of events, 90 percent of
costs are produced . . . by the remain-
ing and result-less 90 percent of
events.

In fact, the most expensive and po-
tentially most productive resources
(highly trained people) will misallo-
cate themselves the worst. For the
pressure exerted by the bulk of trans-
actions is fortified by the person’s
pride in doing the difficult—whether
productive or not.

On the New Challenge

The single greatest challenge facing
managers in the developed countries
of the world is to raise the produc-
tivity of knowledge and service
workers.This challenge, which will
dominate the management agenda
for the next several decades, will
ultimately determine the competitive
performance of companies.

In manufacturing,working smarter
is only one key to increased produc-
tivity. In knowledge and service
work, working smarter is the only
key.What is more, it is a more com-
plex key, one that requires looking
closely at work in ways that Taylor
never dreamed of.

On Management
Management is about human beings.
Its task is to make people capable of
joint performance, to make their
strengths effective and their weak-
nesses irrelevant.This is what organi-
zation is all about, and it is the reason
that management is the critical,
determining factor.

Every enterprise requires simple,
clear, and unifying objectives. Its mis-
sion has to be clear enough and big
enough to provide a common vision.
Management’s job is to think through,
set, and exemplify those objectives,
values, and goals.

It is also management’s job to
enable the enterprise and each of its
members to grow and develop as

needs and opportunities change.This
means that every enterprise is a learn-
ing and teaching institution.Training
and development must be built into
it on all levels—training and devel-
opment that never stop.

Just as we need a diversity of mea-
sures to assess the health and perfor-
mance of a person, we need a
diversity of measures for an enter-
prise. Neither the quantity of output
nor the bottom line is by itself an
adequate measure . . . Market stand-
ing, innovation, productivity, devel-
opment of people, quality, financial
results—all are crucial to a company’s
performance and indeed to its sur-
vival.

The result of a business is a satisfied
customer . . . there are no results in-
side [the enterprise’s] walls.

Other essays in this collection are
about the theory of a business, effective
decisions, disciplined innovation, the
information executives truly need, the
new organization, the new society of
organizations, what businesses can learn
from nonprofits, and the post-capitalist
executive. Each essay stands on its own,
and is fresh and relevant.

Master of insight that he is, Drucker
reminds us that our essential work is not
insight but decisions and action. His
writing is crisp, direct, and provocative;
and loaded with illustrations and practi-
cal advice.

I particularly like his belief that enter-
prises need services to suggest how to
use knowledge, services that consider the
user’s business and practices, and provide
interactive consultation.He thinks may-
be the most popular provider of those
services, especially for smaller enterprises,
will be the independent consultant.

The Courage to Teach
Parker J. Palmer ( Jossey-Bass, San Francisco;
1998) $22

Most exceptional management con-
sultants spend much of their time

teaching.They may not think of them-
selves as teachers, but they do teach.
Sometimes they do so because that’s all
they’ve been hired to do; sometimes
because clients’ ignorance demands it;
sometimes just for the pleasure of shar-
ing what they’ve learned; but, at their
best, they teach because they know that
the managers they’re working with must
grow, or their business will not.

Since Senge’s book The Fifth Disci-
pline, much has been written about what
we must learn to deal effectively with the
information age.But there’s little on how
important it is for us to teach, for us to
see teaching as an essential part of our
job, for us to recognize that much of our
time will be spent teaching, and much of
the rest will be thinking hard about what
we should be teaching and how best to
do it.

Given that, I recommend this book.
The crossover is easy: Just substitute
“management consultant”whenever the
book says “teacher.”With that, most all
of it works and is useful.

Even so, you may be uncomfortable
if all you read are books on information
or technique.There’s some of that here,
of course; but more than that, this is a
book of philosophy, a book on character,
on the kind of people it takes to be great
management consultants. No platitudes;
rather, a serious exploration into the heart
and soul of teaching by an eloquent and
thoughtful master. Serious, yet com-
pletely understandable and engrossing.

Well,what are we to learn and teach?
First, Palmer challenges our overreliance
on technique, and gives us an explana-
tion and course for the times when tech-
nique fails.Great management consulting
has much to do with external factors and
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often requires technical expertise; but
effective management consulting also has
much to do with who we are as indi-
viduals.As we consult, the person we are
is a central part of the message others get,
how well they get it, and what they
learn. For example, if we are manipula-
tive, selfish, greedy, and dishonest, those
characteristics are apparent to our clients
and colleagues. They are inherent in
everything we say and do, and others
adopt those values and learn to be the
same, or they leave, one way or another.
If we have a different character—say, col-
laborative, cooperative, open, willing to
share, always seeking the truth, and truth-
ful—those values too are projected, and
powerfully affect those with whom we
work. If we are to be as effective as pos-
sible, we can benefit from considering
that truth and its implications for our
practice.

Palmer is equally provocative in chal-
lenging our obsession with objective
knowledge,with facts and data; and he is
equally useful in prescribing more sub-
jective engagement with ourselves (what’s
going on inside us), and the people with
whom we work.Now don’t leave me or
Palmer here.We tend to want our work
to be objective, impersonal, and fact-
based, and we often get uneasy when it
isn’t.But our primary work is with peo-
ple, and we cannot deal with them effec-
tively in an impersonal way. We must
learn this or we’ll never really understand
the human-to-human transactions that
underlie all successful management con-
sulting, and the results we achieve will
constantly fall short.

Palmer also challenges our excessive
reliance on intellectual analysis. He
teaches how emotions can freeze people
or free people to think and act, and he
shows us how to avoid the former and
use the latter. Since our task is to get
clients to do something different in order
to get a different result,we must become
masters at creating the conditions under
which people become eager to do that.

Palmer challenges our habit of seeing
things as black or white. He leads us to
a more sophisticated and useful mindset
which admits that many complex mat-
ters are not either/or but both/and.That
is, sometimes truth is a paradoxical join-
ing of apparent opposites. If we want to
know that truth, and make use of it, we
must learn to embrace those opposites as
one. And we must teach our clients to
do the same.

Well, that is just a taste of what
Palmer has to offer. If you care passion-
ately about bringing out the best in oth-
ers, and know what it feels like to
succeed at that, and what it feels like to
fail, then you will appreciate this chance
to watch a master at work, to learn from
him, and to be affirmed in your work as
an agent of change.For it is still true that
more character, more sensitivity, and
more wisdom produce more and better
business. We can learn. We can teach.
There is a feast here for those who are
hungry to become better at that.

Organizational Culture and
Leadership,Second Edition
Edgar H. Schein ( Jossey-Bass, San Francisco;
1992, 1997) $24.95

Much is written today on managing
change in organizations and the

frequent failure to make those changes
work. CEOs and management consul-
tants alike are criticized and fired at
unprecedented rates for those failures.
One reason for many of those failures is
that we pay insufficient attention to the
culture of the organizations with which
we work.We routinely analyze finance,
products, operations, markets, even peo-
ple; but seldom analyze culture. It is not
so much that we intentionally disregard
the importance of culture; it is more that
we do not know how to analyze culture
and interpret the results as well as we do
the other variables in business.The chal-

lenge and opportunity, thus, is to learn to
do it better.No better teacher exists than
Edgar Schein, the grand master of orga-
nizational development; and no book I
know is more instructive than this up-
dated classic, now available in paperback.

Culture, says Schein, is the set of
shared, taken-for-granted basic beliefs
that the organization assumes is the right
way to see, think, and feel about how it
operates. Culture is the cognitive struc-
ture of the organization. In individuals,
we call this personality. In organizations,
we call it culture.

This culture is imbedded in the be-
liefs of the employees in the organiza-
tion. But the practical reality is that we
must first deal with the beliefs of the
leaders, since it is leaders who create,
change, and manage culture. If the lead-
ers are new, their beliefs may differ quite
markedly from the beliefs of the organi-
zation. If the leaders have been there
long, their beliefs and those of the orga-
nization are probably more congruent.
In any case, the only way to decipher the
culture of an organization is to work
directly with the leaders in the organi-
zation—to discuss what they do and how
they do it,what they value and want, and
the possible assumptions that underlie all
that.We must question, clarify, test, and
challenge these leaders to get clear about
the assumptions that drive their every-
day perceptions, feelings, thoughts, and
behavior. Make no mistake:We do not
do this simply for the sake of doing so;
we study culture because the organiza-
tion is challenged, and we cannot find a
way to adequately meet that challenge
without understanding the underlying
dynamics of the system in which and
with which we are working.

Like it or not, this requires confronta-
tion. As Kurt Lewin noted more than
fifty years ago, the best way to understand
a system is to try to change it. In the
inevitable dialogue that arises, the under-
lying beliefs come clear, and (if we are
experienced and perceptive) we find out
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what to change and how to change it.
Naturally this works best when it is a
joint effort, and when clients want to
change and see benefits from the process.
But, in turnarounds (or transformations
as they are now fashionably called) where
people may need to be forced to change,
a culture can be analyzed, understood,
managed, and changed even if the play-
ers resist.

Culture is created and maintained
primarily by what leaders pay attention
to, measure, and control; how they react
to critical incidents and crises; how they
allocate scarce resources; their deliberate
role-modeling, teaching, and coaching;
how they confer rewards and status; and
the criteria they use to recruit, select,
promote, retire, and fire others. If smaller
units within the organization form cul-
tures of their own, leaders must get peo-
ple from these different subcultures
working well with each other—by fos-
tering the evolution of common goals,
common language, and common proce-
dures for solving problems.

The vital strategic issue for leaders
and management consultants is to decide
which core beliefs to reinforce and
which to change.The tactical issue then
is to institutionalize the new beliefs so a
new culture takes form that functions
better than the old.This requires exam-
ining the core beliefs in the culture,
whether they work, and whether con-
sensus exists for them. If so, we use our
influence to strengthen that part of the
culture. If not, we choose new and bet-
ter beliefs, hold out a vision of how
things can be different and better, and
build consensus for that. And, if we are
wise,we never underestimate our power
to influence the beliefs and consequent
behaviors of the people with whom we
work.

This puts a demand on us to develop
more insight into the underlying reali-
ties that make leaders and organizations
work the way they do. It means we must
become better able to change cultural
beliefs; and more willing to suffer the pain

of learning and changing, especially in a
time when organizations and ourselves
are becoming harder to define.We must
become more resilient, so to manage our
own insecurity and the insecurity of
those around us, as continuous learning
and change become commonplace.We
must become more skilled at involving
others and getting their willing partici-
pation in this process. And we must get
better at efficiently deciphering the
beliefs of a whole new organization as we
move on to our next assignment.

Yes, this is challenging.Yet we really
have no choice. Organizations are com-
plex and difficult to change, but all must
change continuously to survive, grow,
and prosper. If we are to help, we too
must change, for if the organizations we
work with are to learn and grow, we
must learn and grow.“No problem,” says
Schein with elegant thinking and writ-
ing.We just need to learn how to do it
better, and then get on with it.

Recommended by Curt Kampmeier CMC, who

works with business owners and professionals to

make better decisions about strategy, leadership,

marketing, and people. He can be reached in

Columbus, OH (USA), Tel: 614-488-4401, Fax:

614-488-9611, e-mail: kampgroup@aol.com. 

Selling to the World
L. Fargo Wells (McGraw-Hill, New York; 1996)
$17

T his book explains how small firms
and management consultants can

successfully export their products and
services.The author’s expertise comes
from 20+ years in export/import, in-
cluding establishing the Small Business
Export Development Center for the
U.S. Small Business Administration.

Exporting, of course, can be difficult.
A big help is the baseline offered here
for assessing the relative degree of trad-

ing difficulty for the major areas in the
world.

This assessment counts political sta-
bility, country credit and debt, and for-
eign exchange availability. For example,
the United States’ top export customer is
Canada, which has a very low degree of
trading difficulty. Japan, the second-high-
est export customer for the United
States, has a moderate degree of trading
difficulty. Russia, on the other hand, has
a high degree of trading difficulty.

After targeting areas of the world to
do business, the next task is to generate
leads. Simple, clear, and concise sales
messages are crucial. Leave the jargon at
home.There are many sources of leads
for initial contact, such as the Trade
Information Center, Foreign Traders
Index, National Trade Data Bank, CIA
World Factbook,Trade Opportunities Pro-
gram, Journal of Commerce, Export Con-
tact List Service, and the Agency for
International Development’s Center for
Trade and Investment Services.Addresses
and phone numbers are in the book.

The financial risk of exporting is
reduced by letters of credit, which sub-
stitute the credit of the issuing bank for
the credit of the exporter.Advance pay-
ment,wire transfers, and credit insurance
also need to be negotiated in each case.

If intellectual property rights are at
risk, copyrights can easily be secured
with a single Universal Copyright Con-
vention application, trademarks can be
protected through the Paris Union Inter-
national Convention.

And, should you operate in the
United States, do become familiar with
the Foreign Corrupt Practices Act,
which, among other things, holds the
exporter liable for bribery or activity
related to it.

The book has two drawbacks: (1)
Business visa requirements are not cov-
ered, and they can be challenging. For
example, when I worked for clients in
Canada and South Korea, I had to be
sponsored by local consulting firms. (2)
The author has a fax mindset, not dis-
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cussing the Internet or electronic com-
merce.Nevertheless, this is good reading
and an excellent reference.

Recommended by Judith A. Stimson CMC,

Tampa, FLA (USA), who consults internation-

ally on the management of change. 

Tel: 813-986-0942, Fax: 813-986-7928,

e-mail: 103611.1454@compuserve.com.

The 1998 Annual:
Volume 2,Consulting
( Jossey-Bass/Pfeiffer, San Francisco; 1998)
$94.95

This is the 31st edition of Jossey-Bass’s
loose-leaf collection of resources for

human resource development practi-
tioners, trainers, consultants, performance

improvement technologists (?!), facilita-
tors, and educators.The publisher intends
the materials to be of immediate practi-
cal use, and generally they are.

Now, for the first time, there are two
sturdy, tabbed notebooks, one for train-
ers and one for consultants. All consul-
tants,on occasion,must do some training,
either for clients or themselves.The mate-
rials here can be used as handouts 
in training sessions with client groups,or
for self-development.The loose-leaf for-
mat makes it easy to take out and repro-
duce individual units.The publisher urges
us to do so, subject only to a few restric-
tions stated in the preface.

Three major areas are covered: expe-
riential learning activities; inventories,
questionnaires, and surveys; and presen-
tation and discussion resources.The third

group is apt to be the most relevant for
most management consultants. Topics
include diversity and organizational
change, managing the people side of
mergers and acquisitions, guiding large-
scale organizational change, and collab-
orative contracting.

Because we are all necessarily to
some degree HRD practitioners, no
matter what our technical consulting
specialty, this 1998 Annual is recom-
mended not only to read, but also to
use.

Recommended by Charlton R. Price CMC,

Kansas City, MO (USA), Tel: 816-942-1698.

Mr. Price works internationally on strategic 

planning and the development of consultants 

and consulting organizations.


