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Preface

“I wasn't let go in the latest cutbacks. I should be very thankful—jobs are
hard to get. It's just that I ended up with all the work from the people who
left my department. Now I'm worried that if I can’t keep up, they'll fire me.
Regardless of what they say, I think more cutbacks are coming. I really need
this job.”

That paragraph opens this book. It captures some of the anxieties people
are feeling in a workplace where reengineering discredits experience,
where Continuous Quality Improvement negates predictability, and
where constant change creates constant threat to those enduring the
changes.

People who have long been retired might wonder what the fuss is about.
“When was it written that work should be fun?” they might ask. “Work is
work.” Of course they are right, but they worked under an old rule that was
often unspoken but seldom broken. It was a rule that valued experience,
provided predictability, and blunted the force of change. The rule simply
stated:

Do a good job and you’'ll keep a good job.

It didn’t always work, but even when textile jobs moved south, people
could follow. When small farming ceased to be viable, manufacturing jobs
were being added at a prodigious rate. Jobs changed gradually; they did
not just vanish overnight, as have thousands of jobs in banking.

Today's anxieties spring from the historical reality that many people
started working under that old rule. Many of us still retain some of the
deep-rooted belief in mutual loyalty. This book tries to recognize that fact
and offers several specific paths to a life and career beyond the corpora-
tion—a life of self-reliance.

One path leads back to your present job and company, exploring what
you might change in your present situation to create viability. Another
leads to examining other jobs and other companies. We will also explore
some seemingly off-beat options such as bartering and seminar leader-
ship.

Another path, however, constitutes the bulk of this book. This path
leads to the four routes to business ownership: buying a business, buying
a franchise, starting a business, and forming a consulting practice.

xi



xii Preface

Whether you choose employment or ownership, you must find your way
to becoming your own “economic enterprise.” As your own economic en-
terprise you will invest in yourself through training and education, and you
will need to promote yourself so that people will know who you are, where
you are, and how good you are.

For at least ten years, with increasing shrillness, writers and commen-
tators have been chronicling the millions of layoffs and the personal and
social upheaval that result. They offer a menu of causes—foreign compe-
tition, corporate greed, intellectual sloth—and several political, social, and
economic theories about what can be done. On Your Own offers a basic,
practical, and personal approach. The strategy is to create options; the

goal is self-reliance.
C. D. Peterson
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PART I
Reality Check

“| wasn't let go in the latest cutbacks. | should be very
thankful—jobs are hard to get. It's just that | ended up
with all the work from the people who left my depart-
ment. Now I'm worried that if | can’t keep up, they’ll fire
me. Regardless of what they say, | think more cutbacks
are coming. | really need this job.”

Talk to enough working people today and you will
certainly hear similar words. These are good peo-
ple, the survivors. They were judged valuable in
courts of harsh economic necessity. Unfortunately,
much like the firms they work for, the accumulated
equity of a person’s past performance—in some
cases a life’s work—has been seriously devalued.
Consider how companies’ activities today affect
those who work for them.

Reengineering erases former understandings of
the rules of work and, with them, people’s personal
reputations for performance.

What management says: “Reengineering means we have
to forget about the way things used to be done. The old
ways are out. We need new ways to do the work.”

What people hear: " All my years of hard work don't
mean a thing. It's ‘what have you done for me lately’
from now on.”

Continuous Quality Improvement, by definition,
promises only that change is constant and that the
prospect of meeting the basic human need for pre-
dictability is gone.

(Continued)




{Continued)

What management says: "We can't rest on our suc-
cesses. Improving quality must go on indefinitely, continu-
ously. Quality is a pursuit that will never end.”

What people hear: “We'll never have time to savor our
accomplishments, no time to practice what we've learned
or to feel comfortable with our skills. The pressure we're
feeling now will never go away.”

Change is necessary, but the view of change dif-
fers between those who initiate change and those
who are affected by it.

What management says: “Like it or not, we have to face
reality. This is business foday.”

What people hear: “Like it or not, we have to face real-
ity. Life stinks.”




— CHAPTER | 3

The New Realities
of Corporate
Employment

At midcareer, a self-reliant person can always find bright spots. Nonethe-
less, reality can sometimes paint a dark picture. People today cannot en-
trust their lives and futures to the institutions and practices that have
existed since the end of the Depression. These served well in the past, but
a new century will require new perspectives. The final decade of this cen-
tury will be a forge in which individual self-determination will be tested.

1990 began the decade of self-reliance. Corporations abandoned pater-
nalism and cast off any traces of obligatory loyalty. Government help at all
levels is shrinking. International competition respects only economic
strength and vigor.* As in America’s early days, each of us needs to kindle
a pioneering spirit of rugged individualism. Tough as it may seem after
giving and receiving corporate loyalty, it is going to be up to you to take
care of yourself and your family—to be self-reliant beyond the corpora-
tion.

Organizations will continue to be the major source of employment and,
after waves of downsizing, will slowly stabilize as the baby boomers begin
to retire at the end of this decade and a labor shortage sets in. Only a few
years ago large corporations such as IBM, GM, and Sears were being called
“dinosaurs.” Today they are stable, and IBM reports that it is hiring 10,000
people a year in its services division. Being self-reliant and working as

*Consider that a company can pay one year's wages to a software engineer in Bangalore for
what it would cost to buy just one month of the same skills in Seattle.

3



4 Reality Check

a team member within an organization are not in conflict. A good team
player is not only reliant, but reliable.

What Happened to Loyalty and Job Security?

Before we discuss what it will take to be self-reliant in the second half of
the 1990s, we need to have a common understanding of the forces that
have shaped the dilemma we now face and a common awareness of the
problem to be solved.

For most people reading this book, what follows will be old and sad
news, but they can take heart that their plight is recognized and seize the
means for self-reliance that this book provides. Others may find all this to
be startling news, but that, too, is good because such people need strong
motivation to do the work to become self-reliant.

Looking back, we can see that loyalty grew from the years when pro-
fessional managers wrested power away from the founding owner-barons
and created the orderly pyramid organization, the organization that is now
being flattened and stripped of its tidy structure.

Background

When World War II ended, the United States was the world’s sole eco-
nomic power with undamaged, newly built industrial plants and unchal-
lenged, freshly developed technology. The G.I. Bill sent millions of the mid-
dle class to college, while government policies and loan programs fueled a
housing (and baby) boom from Levittown, New York, to Long Beach,
California.

The Eisenhower years brought billions of dollars into highways and
bridges, providing jobs and a new infrastructure. The United States at mid-
century was strong and secure.

From Strength to Weakness

Strength, however, led directly to a new phenomenon. The strong U.S. dol-
lar was being spent overseas, where new competitors, fresh from rebuild-
ing their war-ravaged businesses, were aggressively challenging us in our
own markets. In the 1960s the balance of payments shifted and the United
States became a net importer.

In 1971 the exchange rates were allowed to float and the dollar fell.
Although this made U.S. goods easier to sell, it also made the now very
large flow of imported goods more expensive to buy, so that prices crept
upward. The oil crises arrived, and by the mid-1970s inflation was at a
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full gallop. At first corporate profits benefited from inflation. Companies
granted expensive and self-perpetuating cost-of-living formulas for wage
increases. Because these and other cost increases could easily be passed
on by raising prices, investments in capital and technology to improve effi-
ciency and productivity were neglected.

The 1980s brought little but financial market legerdemain, creating only
temporary service jobs, debt, and a few millionaires.

From Security to Jeopardy
Near the end of the 1980s Business Week (Oct. 5, 1987) observed:

Companies became trapped in the worst of all possible worlds. By the late
1970s even though profits still seemed strong, productivity growth was slow-
ing to a crawl. The competitiveness of American manufacturers, as measured
by their share of world markets was sagging. The Federal Reserve Board
pushed up interest rates to fight inflation, and the dollar soared. American
companies had to cope with higher credit costs while being priced out of
markets overseas and surrendering big chunks of their domestic markets to
cheaper and better imports.

[In the late 1980s the] adjustment has been painful. Plant closings, layoffs,
restructuring, mergers, and acquisitions have provided the “leitmotiv” of the
corporate drama for at least five years. Some industries have undergone
wholesale elimination of excess capacity in a process of consolidation
designed to carve up a shrinking pie among fewer companies.

In the years since this article appeared, things have worsened. Layers of
managers, thousands of workers, and much of the cadre of financial ser-
vices hires have been laid off as companies face the ferocity of interna-
tional competition against world standards of quality, price, and value.

The Picture Today

Now, unless you take action, it will be you, the individual, who will be
faced with threats to your paycheck from many sides. The very things that
companies do to improve their own security imperils the security of their
workforce. Your company’s programs to improve productivity and lower
costs cause layoffs in the short term. The president and CEO of Data
General announced on a national news show that his company’s improve-
ments in manufacturing processes would allow the firm to shrink from 5
million square feet of space to 2 million square feet and still produce the
same number of products. He foresaw more and more layoffs not only for
his firm, but for others in his industry, as productivity improvement
becomes an ongoing process during good times, not an occasional event
when things are bad.



6 Reality Check

These so-called structural layoffs usually result in a migration of people
to new jobs in new industries or new locations. This time, however, inter-
national competition is eliminating jobs everywhere, often permanently.
Even the U.S. Army is reducing its workforce, using civilian techniques of
offering retirement packages and seeking volunteers, but also resorting to
coercive tactics by withholding reenlistment contracts.

New Factors

This is not a blip caused by a recession. This is an historic restructuring of
the U.S. work force that's taking place over many years.
Dan Lacey, Editor of Workplace Trends

Americans have weathered employment contractions before. In the past,
business cycles seldom hit all businesses at once, and ways were found to
prime the economic pump. Today the economy labors under huge govern-
mental debt, which limits its ability to intervene. Political sentiment to
reduce debt further restricts intervention.

Federal government debt and, in some cases, policy have sucked up
funds that previously flowed into state treasuries and the programs they
supported. The layoff of state workers such as state police and state uni-
versity employees—unheard of in times past—has become commonplace.
State programs aimed at social, welfare, medical, and other such services
are under severe pressure.

As might be expected, the financial pressure at the state level has been
leveraged down to the local level. Local budget meetings have become
contentious and often divisive affairs pitting young parents against the
elderly, environmentalists against business people, and eventually neigh-
bor against neighbor. In my own county, local budgets in several towns are
rejected three and four times, until cuts are made in such previously
sacred accounts as teachers’ salaries and school programs. These rejec-
tions occur at now-packed town meetings that traditionally had been
attended by few residents.

Between the Cracks—More Cracks

Although some resources have been directed to improving our factories,
our productive methods, and our infrastructure, new problems demand
attention.

Insolvencies among companies and their insurers have put pension
funds at risk. You may know some retirees who never imagined they would
face the prospect of poverty as they are trapped between reduced or dried-
up pensions and rising medical costs. Rising health-care costs are forcing
firms, unable to offset or pass on the increases, to shift the added cost to



