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FOREWORD

his is a book about hope. Rather than serving up yet

another rendition of the difficulties currently besetting

our nations and corporations, Ken and Terry’s book
takes us on a path of growth and renewal. They show us, in
very convincing terms, that there is a light at the end of the tun-
nel, and that by embracing a few simple truths, we can all start
moving towards it.

At the center of their argument is the need for today’s com-
panies to establish and maintain a healthy balance between
continuity and innovation. Concentrating on the present with
scant regard for the future is akin to driving forward while look-
ing out the rear-view mirror. Eventually you're destined to hit
something. Similarly, overinvesting in tomorrow’s opportunities
without first protecting and shoring up your current businesses
can be disastrous—you’re likely to run out of steam before
tomorrow arrives. Getting to the future first is essentially a two-
step process: improving the present while creating the future.
Neither step takes precedence over the other. Both are critical.

Self-evident as this argument may be, the fact is that it’s sel-
dom applied in practice. Many leaders like to believe they keep
things in balance, but in reality most put much more energy

into preserving what they have than creating that which they
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don’t have. Present pressures always seem to win out over
future considerations. Thus, most organizational transformation
agendas are more about improving the present than they are
about creating the future. As yesteryear’s “mass” markets con-
tinue to decompose into ever smaller market niches, it is
becoming increasingly apparent that tomorrow’s market leaders
will be those who are able to continually differentiate them-
selves. Costs, quality, and speed will become prerequisites for
survival. Success will become increasingly tied to innovation
and creativity. Rather than looking at their markets through a
single lens, managers must begin looking at them through bifo-
cal lenses—they must become skilled at scanning the horizon
for new opportunities, while keeping their eyes on the road
they are presently on.

Difficult as it may be, developing bifocal vision is only one
of the challenges facing today’s leaders. Another is the need to
find a balance between the opposing interests of the company’s
different stakeholders. Shareholders seek a quick return on their
investment, employees want security and increased benefits,
and customers want your product or service to be high quality
but low price. Trying to keep everyone happy at all times is
impossible. It's a matter of sustaining a healthy tension between
the different constituencies, taking care never to let things get
skewed too far in any one direction. This is not easily accom-
plished, yet by recognizing the pressures built into the system,

by using information technology to build bridges and destroy
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walls, and by building a sense of community around a shared
vision and set of values, trust between these different stakehold-
ers can flourish and all things become possible.

This is what Ken and Terry’s book is all about. Read it once,
then put it aside for awhile and let your thoughts ferment. Then
read it again, and let it do its magic on you. We think you will
find it worth the investment of your time. As its simple truths
begin to penetrate your soul you'll come to discover that it real-
ly is true—everything is possible.

We wish you success on your journey.

Jon Madonna
Chairman
KPMG International

Ruud Koedijk

Member, Executive Committee KPMG
Chairman, KPMG Europe
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INTRODUCTION

It is possible that most people working after the
turn of the century will be working in industries
that don’t even exist now.

Nicholas Imparto and Oren Harari, Jumping the Curve

nce there was a time in business when you could

experience a change and then return to a period of

relative stability. That era was followed by one in
which, as soon as you got one change handled, you had to get
ready for another.

Nowaways, the changes are occurring rapid fire—one on
top of another. There’s no rest and there’s no getting ready. In
the heat of this chaos, it’s hard for people to maintain perspec-
tive. This situation reminds us of the story about the little girl
who comes home from school one day and asks her mother
(today it certainly could be her father), “Why does Daddy work
so late every night?” The mother, in an understanding way,
replies, “Well, honey, Daddy just doesn’t have time to finish all
his work during the day.” The little girl, in her infant wisdom,
says, “Then why don’t they put him in a slower group?”

Alas, there are no slower groups. Constant change is a way

XVIii



MISSION POSSIBLE

of life in business. In fact, to stay competitive today, you not
only have to pay attention to what you’re doing now in order to
perform better, but to what you have to do tomorrow to stay
competitive in the future. In other words, you have to simulta-
neously manage the present and plan the future. To highlight

this idea, we ask you to consider the following metaphor.

N

ON THE BEACH

isualize a large sandcastle that has been built at the

edge of the water. Several features of the sandcastle are

suggestive of the traditional organization: its roughly
pyramidal shape, its rising turrets, the crusted wall and battle-
ments. The group of people who built this castle have until
recently been working to improve it: rechanneling the moat,
shoring up the main entrance, rebuilding the wall by using
sticks for reinforcements, etc. Now the tide has come in, and
parts of the castle have been eaten away by the invading
waters. Having seen what high tide has done to other castles,
the group realizes that efforts to rebuild the old castle have
been for naught. As the rising waves continue to bite into the
foundation, the group concludes it’s only a matter of time
before its structure will cease to exist, so the group gives up and

wanders off disconsolately down the beach.
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Now also imagine that at the upper end of this castle, above
the tide line, a newer, flatter structure is being formed by a sec-
ond group. The group working on this project is sculpting a flat,
streamlined structure, a more efficient version of the old castle,
precisely at the tide line. This group’s notion is that by building
its structure above the point the waters can reach, and by mak-
ing it flat and aerodynamic, the model will be safe from wind
and wave.

On a bluff overlooking the beach, above the activity of the
waves altogether, stands a third group of people. Eyes are on
the horizon as people glimpse an approaching storm. To this
group it's clear that the storm will wipe out not only the
remains of the original castle but the improved structure built
by the second group as well. This third group is intent on fash-
ioning a whole new way of operating that is nomadic in nature.
It is not interested in building a permanent structure, as the
other groups wanted to do. Instead it dreams of being able to
break camp almost instantaneously in order to pounce upon
emerging opportunities, regardless of the changing environ-
mental conditions it faces.

The three groups in the sandcastle metaphor represent three
distinct kinds of responses that organizations are making to the

need for change today.

1. The first group sees no need to change. Its members believe that

whatever got them to where they are today will suffice to get
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them through tomorrow. In the spirit of Scarlett O’Hara in Gone
With the Wind, they say, “I'll think about it tomorrow.” They are
frozen in time, paralyzed at the prospect of changing the status
quo. Because of this they are no longer in tune with their mar-
kets, and thus no match for their more fleet-footed competitors.
The future for them looks bieak.

2. The second group is not fixated on yesterday’s success formula,
and its members recognize the need to constantly improve what
they already have. They are striving to fortify their present ways
of operating in an effort to build and sustain customer loyalties
in current served markets.

3. The third group is focused on the future, committed to creating

new competitive arenas. Its members recognize that even if

they get better, they can still be put out of business by an unex-

pected change in markets, customer needs, or technology.
Realizing that tomorrow’s customers are unlikely to resemble

those of today, they are busy dreaming about and creating what

could be.

With the first group out of the race we're left with the last

two, which brings us to this important inquiry:
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QUESTION

Which approach
is better—

improving
what is,

or

creating
what isn't?

A

ANSWER

Yes!
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In other words, do both. Why? For the simple reason that
focusing on either dimension while ignoring the other is a for-
mula for failure. If you don’t organize your company to make
decisions faster and to move closer to the customer, you're like-
ly to lose the market to a quicker competitor. However, if your
fascination with what you already have precludes you from cre-
ating what you don’t have, you're likely to end up as an acci-
dent on the highway to the future. A balance must be struck
between continuity and innovation. You can’t have one without
the other, both are essential. Al Dunlap, former Chairman and

CEO of Scott Paper Company, has said it well:

There are three types of executives in the world. There are
those who can get short-term results and haven’t a clue
where they’re going to take the company in the future.
Conversely, there are those who have a great ten-year plan
but are going to be out of business in ten months. And then
there are those who can get short-term results in conjunction
with a vision for the future. These are the good ones. But
they are in unbelievably short supply.

It's always been hard to do two things well at the same time.
How can you do a good job of managing the present when
you're worried about the future? How can you effectively scan
the horizon of the future when you’r.e concerned about the pre-
sent?

To appreciate the difficulty of striking a balance between

these two important objects of attention consider the words of
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F. Scott Fitzgerald: “The test of a first-rate intelligence \s tme.
ability to hold two conflicting ideas in mind at the same tNne,
and still retain the ability to function.” Getting people to breaks
out of their current world view while continuing to operate
within it is difficult even for the best of us. Yet in today’s hyper-
competitive markets, it must be done. We have no choice. We
must work on the present and the future at the same time. As
Steve Case, CEO of America On Line, said when he was asked
if he was currently focusing more on AOL’s daily operations, or
on its place in cyberspace, “Right now I'm kind of doing both.
We're looking to hire a chief operating officer to handle more
of the day-to-day details, but until then I’'m doing both.”

The purpose of this book is to help you develop your capac-
ity to do exactly that—manage the present effectively while at
the same time creating the future. The book is designed to be a
thought-provoker rather than a how-to-manual. Since your pre-
sent and future realities will be unique to your own particular
set of circumstances, our goal is not to define them for you.
Instead we will provide you with some concepts, ideas, and
frameworks that can help you on your journey toward world
class status.

We've divided the book into five chapters:

1. Once Upon a Sandcastle: Building Tomorrow Today
2. Redesigning the Castle: First-Curve Improvements
3. Taking the High Ground: Second-Curve Innovations
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4. Putting the Right People on the Right Team with the Right Kind

of Support
5. Do | Have What It Takes to Live in a Two-Curve World?

The first three chapters build on our sandcastle analogy.
Chapter 1 presents our rationale for why working simultaneous-
ly on both the present (improving the existing castle) and the
future (fashioning an entirely new kind of living arrangement) is
so important. Chapter 2 contains our best thinking on improv-
ing your present operation, and in Chapter 3 we address the
second critical focus, creating the future. In Chapter 4 we dis-
cuss who should be doing what and examine how to harmo-
nize differing personality styles so as to ensure that desired
improvements are implemented and future innovations receive
the necessary support from both management and employees.
The focus of the final chapter is personal, contending that the
journey toward world-class status and the necessary changes to
achieve it begin within people, whether they are leaders, man-
agers, or individual contributors. We invite you now to set out

on that journey with us.

Ken Blanchard
Terry Waghorn
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