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) Northstar V8 and a 15-speaker

BOSE SURROUND SOUND SYSTEM

the other will).

320 horsepower propels you from a standing start.
In under six seconds you reach 60 mph. Smooth.
j Effortless. Exhilarating. You find an open passing

lane and with 315 Ib-ft of torque, take it with

| ease. In the technologically advanced world located
just under the hood of the new Cadillac STS V8,
\compromlse between horsepower and torque

is simply not an option.
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J \ | The engineering prowess of the 4.6L Northstar
V8 VVT becomes evident with a rush of incoming air.
At just the right moment, 32 electronically controlled
valves are put into perfectly synchronized motion.
Both intake and exhaust valves — four per
cylinder—open and close with intense
precision. The intervals vary. Overlap is
key. Without pause, every cylinder fills
with an exact mixture of air and fuel.
Timing is optimal, guaranteeing one thing:
highly pressurized combustion, delivering
power of world-class proportions. Innovative.
Uncompromising. Variable-valve timing technology
provides the ideal combination of horsepower

and torque every time your foot finds the throttle.

With its impressive power and refined performance,
the 4.6L Northstar V8 VVT is an exhilarating prelude

to an unforgettable driving experience.

For an unforgettable experience of
an entirely different dimension,
take a seat, any seat. You're

in one of the most acoustically

superb spaces in the world. Literally. The new STS is
the first prestige luxury sedan to offer the Bose Studio

Surround™ Sound system.

Engineered for the unique acoustical environment of
the STS cabin, 15 speakers are strategically placed,
creating an individual sonic zone at each seating
position. Power. Depth. Spatial accuracy. Inside
STS, you're wrapped in a truly immersive surround
sound experience where the nuance of every
instrument and voice is delivered with exceptional
quality. In the front row, Bose Personal™ surround
speakers are also integrated on either side of the
headrests, setting a new acoustical standard for 5.1

sumomnd sound delivery.

“81" refers to the multi-channel system,
which is what distinguishes surround
sound from two-channel stereo. With
surround, three separate channels are

in front of you. Two more are in the rear.

An additional channel, the .1, handles
low-frequency bass notes. They work in perfect

cadence, producing incredible lifelike pitch and

tone from nearly every disc format on the market.

And with Bose proprietary Centerpoint® signal process-

ing, the system delivers a home-theater like experience

from conventional CDs. So, just press a button, and

you're seated —virtually—in the audience.

Performance-tuned in every capacity, the new
Cadillac STS V8 will move you in ways like never

before. Discover more at cadillac.com.
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To really be impressed by this beauty,
you'll have to check under the hood.

__Introducing the Dell™ Latitude™ D610 featuring Intel® Centrino™
Mobile Technology for greater mobile productivity.

Tri-Metal™ chassis melds the strength
of magnesium, aluminum and steel into a rigid,
lightweight and overwhelmingly tough outer
skin to protect sensitive internal components.

L 2
> DDR2 Memory is the next generation
ExpressCharge™ makes the most of low-power memory that should be able
of downtime, letting you recharge your to match faster processor speeds for up to

battery in about an hour. 100% potential improved throughput.




Dell recommends Microsoft® Windows®
XP Professional

MOBILE
TECHNOLOGY

Notebooks are powered by Intel® Centrino™
Mobile Technology.

- The sum of its parts makes for a whole new way of wireless computing.

> Intel® Centrino™ Mobile Technology — » PCl Express I/0 Bus and Graphics Interconnect » Altiris Local Recovery™ is available
tuned for optimal wireless performance — lets you help improve performance for integrated features to Latitude customers at no additional
take your office on the road, reclaiming unpro- such as graphics, networking and other high-speed charge, allowing you to create, back up
ductive downtime no matter where the day takes interconnects and recover data with a single keystroke.
you — all without wires, hassles or holdups*

L L ]

» Dell Image Watch™ can provide Smart Card Technology combines portable Strike Zone™ shock absorber
notification of any upcoming system changes integrated circuitry with password verification software helps protect your hard drive from
months in advance to help you manage your to secure your systems and data, while a Trusted the rough and tumble reality of mobile
business. Platform Module (TPM) chip stores and generates computing.

onboard encryption keys for additional security

GET MORE, AND MORE, AND MORE, OUT OF YOUR NOTEBOOK.
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Lean Consumption
James P Womack and Daniel T. Jones

Lean production squeezed inefficiency out of the
manufacturing process. Now lean consumption aims
to remove wasted time and hassle from the consuming
process. By streamlining the way you provide goods
and services, you can strengthen customer loyalty and
save everyone a lot of time and money.

What Great Managers Do
Marcus Buckingham

What sets a great manager apart from an average one?
An average manager sees his employees as workers
who fill roles; an exceptional manager sees them as

individuals to build roles around. Managers who home 92 Want Collaboration? Accept-and Actively
in on a person’s unique abilities can mine remarkable Manage - Conflict
performance. Jeff Weiss and Jonathan Hughes
Conflict is an inevitable part of every organization. By
MarketBusting: Strategies for Exceptional learning how to manage this important interpersonal
Business Growth dynamic, leaders can transform it from a major liability
Rita Gunther McGrath and lan C. MacMillan into a significant asset.
Surprise your rivals and delight your customers by recon-
figuring your business’s profit drivers. Indeed, changing 102 THE HBR INTERVIEW
your unit of business or radically changing your key met- Execution Without Excuses
rics can be a powerful engine for growth, particularly for Michael Dell and Kevin Rollins
early movers. Interviewed by Thomas A. Stewart and Louise O’Brien

Down to their toenails, Dell’s leaders know their business
model works, so they expect a lot from their general man-
agers. “Whenever we hear that a business might have to
lose money for a while,” says CEO Kevin Rollins, “we chal-
lenge the GM to figure out how to run the business bet-
ter than anyone ever has and not lose money.”

continued on page 6
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FROM THE EDITOR
The Ideas of March

No one has more to say about processes
than James Womack and Daniel Jones.
In these pages, we offer HBR readers

an exclusive first look at their thinking
on lean consumption—an idea whose
impact is likely to be enormous.

FORETHOUGHT

Customers will control your data...Olig-
onomy? What’s that?...Your headquar-
ters can be lean and powerful...Expand
into Chinese markets...Why metaphors
are bad for business...Why it’s the wrong
time to stop investing in low-wage mar-
kets...Where the jobs are going...In-
creasing threats to industry leaders...
Where marketing is going...JetBlue’s
founder finds richness in the poor.

HBR CASE STUDY
The Shakedown
Phil Bodrock

Pavlo Zhuk, the CEO of U.S.-based Cus-
tomer Strategy Solutions, is facing a
shakedown. Ukrainian tax officials claim
that his software development center

in Kiev owes the government a large
amount of money. That shocks Zhuk,
who knows he’s done everything by the
book. What should he do now?

BIG PICTURE

Off-Ramps and On-Ramps:
Keeping Talented Women
on the Road to Success
Sylvia Ann Hewlett and
Carolyn Buck Luce

Whether they like it or not, many highly
qualified, committed women need to
step off the career fast track at some
point. But it’s not so easy for them to
get back on. New survey data reveals for
the first time the extent of the problem
and what companies must do to reverse
the brain drain.

90

124

143
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BEST PRACTICE

A Practical Guide to Social
Networks

Rob Cross, Jeanne Liedtka,
and Leigh Weiss

When it comes to collaboration, more
isn’t always better. (Do you really want
to add another meeting to your calen-
dar?) But there’s no denying that work
has become a collaborative endeavor.
Learn how to take a strategic view so
you can build the right type of social
network for the task at hand.

TOOL KIT
Inventory-Driven Costs
Gianpaolo Callioni,

Xavier de Montgros,
Regine Slagmulder,

Luk N.Van Wassenhove,
and Linda Wright

Traditional measures of inventory costs
don’t begin to track the real drivers of
profitability for low-margin, short-lived
products. If you can track the hidden
costs, you’ll find the optimal way to
manage them. Here’s how.

LETTERS TO THE EDITOR

Is anyone really 100% healthy and pro-
ductive all the time? Before businesses
can invest money to combat sick-time
issues, a realistic baseline must be
determined.

EXECUTIVE SUMMARIES

PANEL DISCUSSION
The Snap Trap
Don Moyer

Great leaders, we are told, assess their
options and choose a course with super-
computer-like speed. But what’s the
hurry?
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Same flight time.
More sleep time.

Experience our Sleeper Service:

Now you get an extra hour of sleep with British Airways’ Sleeper Service, a start-to-finish redesign of our business class service

on evening flights to London*. A pre-flight supper and a quieter cabin mean you can cozy into our 180-degree flat bed right after takeoff.
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On arrival, invigorate with a shower and spa treatment at our Arrivals Lounge. It all adds up to a better night for a better day.
To learn more, visit ba.com/thesleeperservice.

=

«On flights after 7:30pm from New York JFK, Newark, Boston, Chicago, Toronto and Philadelphia BRI I ISH AI RWAYS



FROM THE EDITOR

l N LMOST EVERY BUSINESS is like
a woven fabric, its people
the weavers. They begin by setting
up a vertical warp of functions —
procurement, manufacturing, distri-
bution, sales, finance, and so on.
Across them they weave processes,
such as product development, order
generation and fulfillment, and sup-
ply chain management.

Much of the progress in manage-
ment in the last two decades has come
from paying attention to the weft of
processes. In that field, no one has had more to say than
James Womack and Daniel Jones. Their 1990 book The
Machine That Changed the World (cowritten with Daniel
Roos) described the process-oriented principles of lean
manufacturing that undergird Toyota’s production system.
Since then, the work of their Lean Enterprise Institute has
deepened their understanding of lean production and ex-
tended its influence in business.

Get ready for the lean revolution, part deux.

“Consumption is a process, too,” Womack said to me one
evening at the Charles Hotel in Cambridge. As we con-
sumed drinks, he and Jones outlined the thinking behind
this month’s lead article: The brainpower that businesses
bring to bear to eliminate wasted assets, materials, and time
in production should equally be deployed to improve the
processes of consumption that customers follow. Like their
earlier work, this is both a landmark synthesis of ideas
whose implications haven’t been fully understood and
a breakthrough to new territory. Telling what lean con-
sumption means, then showing the results at the handful
of companies that have grasped its significance, Womack
and Jones offer HBR readers an exclusive first look at an
idea whose impact is likely to be enormous.

And what of the weavers, the people? I’d like to highlight
a pair of important articles in this issue. One is Marcus
Buckingham’s “What Great Managers Do.” Just as every
one of us had a great teacher in school, so we've all had -
or | hope will have—a great boss. Maybe she wasn’t a great
strategist, maybe he wasn’t the most technically skilled —
but he or she got better performance out of you than
anyone ever had. You remember a boss like that with an
emotion not unlike love. But how do great managers do it?

he Ideas of Marc

There’s an enormous literature on
managerial tasks like hiring, motivat-
ing, developing, and rewarding — and
much discussion of the difference be-
tween management and leadership.
But Buckingham —the former Gallup
Organization researcher who is coau-
thor of First, Break All the Rules —takes
a different tack, looking deeply into
how great bosses interact with their
direct reports. What he found is fasci-
nating. Effective leaders, for the most
part, capitalize on the dreams and
fears that people hold in common; many human resource
policies similarly seek to establish common practices in the
laudable pursuit of fairness. Great managers, though, seek
out uniqueness. They figure out what you do well and what
makes you tick. Rather than obscure differences, they de-
velop them. It’'s a powerful insight; understanding it will
make you better at both managing and leading.

“Off-Ramps and On-Ramps” by Sylvia Ann Hewlett and
Carolyn Buck Luce shines the light of research onto a frus-
tratingly intractable problem. Too many highly qualified
women drop out of mainstream careers. If they take a
break —to bear children, for example —they often find they
cannot get back into the workforce even if they want to.
(“It’s the pause that represses,” senior editor Julia Kirby
says.) This article is the first fruit of a multiyear investiga-
tion of why talented women and minorities don’t fully use
the skills they have learned. (A longer research report is
available at www.womenscareersreport.hbr.org.) The prob-
lem is no longer sexism among male executives —though
that persists, of course. Working with survey data and de-
tailed case studies of companies and industries, Hewlett
and Buck Luce have identified structures and mechanisms
that keep the hidden brain drain operating despite every-
one’s best intentions. They have also found companies that
have made tremendous progress—and profited immensely —
from fixing the problem.

Thomas A. Stewart
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connected to hospital admissions

sonnected to a squirming bundle of joy in Milwaukee.
And the myriad sonograms, lab tests and insurance approvals
that make it all happen—now found in seconds.
In real time. On one secure, converged network.
Learn how Cisco is helping change business at
cisco.com/poweredby.

Cisco SYSTEMS

customer satnsfactlon powered by




WOMEN WHO FALL OFF

THE FAST TRACK

OFTEN TAKE THEIR EMPLOYERS
WITH THEM.

THE HIDDEN BRAIN DRAIN:
OFF-RAMPS AND ON-RAMPS
IN WOMEN’S CAREERS
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“MOTOROLA IS TAPPING INTO AUSTRALIA'S
UNIQUE INTELLECTUAL CAPITAL TALENTS.

OUR SOFTWARE OPERATIONS IN PERTH AND ADELAIDE COMPLEMENT SIGNIFICANT GROWTH
IN CELLULAR, BROADBAND AND PUBLIC SAFETY COMMUNICATIONS. AUSTRALIA PROVIDES
A STABLE ENVIRONMENT FOR MOTOROLA'S BUSINESS TO FLOURISH AND OFFERS UNMATCHED
SUPPORT AND COLLABORATION FROM EDUCATIONAL INSTITUTIONS."

ED ZANDER, CHAIRMAN AND CHIEF EXECUTIVE OFFICER, MOTOROLA, INC.
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TechnologyAustralia

Perth, Australia

Australia | the place to grow your business in the world's fastest growing region

Australia is the contemporary base for business in the region that
now supports almost half of all global trade - the Asia-Pacific.

Having just been ranked as the most resilient economy in the
world, for the third year in succession (WCY 2004), Australia
offers a stable platform for investment.

Plus, businesses in Australia have the advantage of operating
in the same time zone as Asian markets as well as having their
business day overlap with those of Europe and the US.

Australia not only offers a unique business environment that
reflects an affinity with Asia, the US and Europe. It is also ranked
the best place in the Asia-Pacific in which to live and work (EIU
2004), as well as the easiest place in the world in which to start
a business (World Bank 2004).

Australia, it's the ideal location to grow your business.

Motorola, Inc. is a global
communications leader providing
seamless mobility products and
solutions across broadband, embedded
systems and wireless networks.

In Australia and the Pacific region,
Motorola is a leading supplier of
personal, emergency, government,
and law enforcement communications
equipment and services.

Motorola's Australian operations offer
unmatched research and software
operations, an outstanding
intellectual property portfolio and
wide ranging third party alliances.

With its uniquely talented workforce
and stable business environment,
Australia is a critical component of
Motorola's future global strategy.

Don't make an investment
decision the Asia-Pacific
without visiting
www.investaustralia.com

AUSTRALIA | AT A GLANCE

One of the lowest cost business locations
in the industrialised world (KPMG 2004)

Fourth largest investment funds under
management in the world - US$532b (FEFSI)

Jumped from 19th to 7th most attractive
market worldwide (AT. Kearney FDI
Confidence 2004)

Home to the most multilingual workforce
in the Asia-Pacific (ABS 2004)

Lowest risk of political instability in the
Asia-Pacific region (WCY 2004)

In terms of patent and copyright enforcement,
Australia’s modern and effective intellectual
property regime is ranked first in the
Asia-Pacific region (WCY 2004)

Australian Government

Invest Australia
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of your workgroups are cutting it.
So what’s everyone else doing?

77% of the highest paid, best educated workers in the world
claim they are part of high-performing workgroups.
Only 10% are able to prove it.

That’s why the Hudson Highland Center for High Performance
created the Contagious Success Quotient. Harnessing the
most in-depth workgroup study ever conducted,

CSQ gives you a fast, accurate benchmark
of your company against the best in the world.

To bring the power of CSQ and the critically acclaimed book
—a Fast Company Readers’ Choice™-
to your company, visit:
or call toll-free at 1-877-CSQ-2347.

CONTAGIOUS
SUCCESS
Success is contagious. We make it spread. QU()tlent
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First supercharged engine

to form Daimier-Benz

1950
First “crumple zone” patent

i

Gullwing introduced

atent for the

The sleek and aggressive exterior of a performance coupe. And the sumptuous interior of a world-class luxury sedan.

simply a new class of Mercedes-Benz, but a new class of vehicle altogether. One which defies comparison, simply because

the beautiful new CLS places Mercedes-Benz years into the future of automotive design. And continues our tradition as an




WE DON’T START WITH A

CLAY MODEL.

WE START WITH A

SOUL.

INTRODUCING THE CLS.

THE WORLD’S FIRST FOUR-DoOOR COUPE.

In a word, the CLS is revolutionary. With this unique combination of characteristics, it is not
it is the only one of its kind in the world. With a long list of technological achievements,

esteemed innovator. With an enduring soul. The new CLS. Legendary. Unlike any other. Mercedes-Benz

For more information, call 1-800-FOR-MERCEDES, or visit MBUSA.com.
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GRIST

by DAVID WEINBERGER

The Bettmann Archive of 11 million pho-
tographs is kept secure in a limestone
quarry 220 feet below the earth. The
front room-a painted cavern—holds a
couple of offices, scanning equipment,
and, most important, the card catalog. In
the back room, filing cabinets filled with
photos stretch to the vanishing point.
The Bettmann’s layout embodies the
two basic orders of organization that
have dominated our thinking for thou-
sands of years. The back room represents
first-order organization: the sorting and

Sorting Data to Suit Yourself

arrangement of objects themselves. The
front room represents second-order orga-
nization: information about information
(metadata), which is sorted in a different
way. We encounter this dual structure
in libraries, warehouses—even when cat-
alog shopping. In the physical realm, it
works. But as we digitize the world’s in-
formation, a third order of organization
is emerging that’s undoing many of our
old assumptions.

In the digital age, we are coming to re-
alize how much of what we do is shaped
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