INTERVIEW

Interview: Louis A. Venetz

OP: Prof. Davis, how do you
define business, organization
and information?

Prof. Davis: Business and or-
ganization are not the same. A
business applies resources to
create products and services
that meet market needs, in
relation to competitors. Auto-
mobile, book, computer, de-
fense, energy, and food com-
panies are each in different
businesses.

An organization is the way
in which those resources are
administered — the house-
keeping — which includes the
structure, systems, employees,
and culture of the organiza-
tion.

Constant awareness of this
simple distinction between
business and organization, so
often forgotten or ignored, is
the key to good management.
When people keep it in the
forefront of their minds, they
stay focused on why they are
keeping house, not the way
they are keeping house. When
they invert that order, they
and their company lose their
effectiveness. Good house-
keeping should never be an
end in itself.

Information is the core tech-
nology of today’s economy.
Form and function are the
essentials of the information’s
architecture, a distinction
made as early as Aristotle. It
comes in four forms: data,
text, sound, and image. These
forms are all mental impres-
sions that we receive through
the senses, and in this econ-
omy the senses of sight and
hearing are the most impor-
tant. Other forms that infor-
mation comes in relate to
other senses. Taste, touch, and
smell, for example, may be-
come important in the bio-
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Tomorrow’s businesses

foday

At the DEC Symposium
on Concurrent Engi-
neering in Zurich, Prof.
Stan Davis introduced
his latest book 2020
Vision”. He looks
ahead to the decades
in the next century
when our lives and
businesses will be
completely trans-
formed by information
and bio-technology. He
demonstrates how
companies will use
information, not just to
cut costs and add
services, but to grow
new life-cycle-
businesses to
guarantee their future.

if you know what
the path of devel-
opment is you can
make some pro-
jections into the

future.

Stan Davis ist 2,02 m gross und liebt es, auf zwei ineinander
gestellten Stithlen zu sitzen. Wenn die Leute daran Anstoss
nechmen, erklirt er seine Sitzweise damit, dass mittelgrosse
Menschen auf zu kleinen Stithlen Schwierigkeiten haben. In
derselben Weise betrachtet er auch das Geschift: Er sucht nach
Maéglichkeiten, vorgegebene Situationen in einem vollig neuen
Licht zu betrachten. Diese Denkweise widerspiegelt Stan Da-
vis’ einzigartige und anspruchsvolle Perspektive. Er kann Din-
ge auf dermassen cinfache Art erkliren, dass die Leute sagen:
«Ja klar, daran habe ich noch gar nicht gedacht!» Seine kreative
Denkweise schafftdic Verbindungen zu véllig neuen Geschifts-
praktiken. Die Zeitschrift Fortune nannte deshalb sein Buch
«2020 Vision» das beste Managementbuch 1991: «The most
mind-bending book of the bunch.» Auch fiir sein einfluss-
reiches Buch «Future Perfect» erhielt er aus demselben Grund
den Decade Award von Tom Peter. Stan Davis ist Autor von
sicben Biichern, die in fiinfzehn Sprachen iibersetzt wurden.

Nachdem er sein Doktorat in Sozialwissenschaft beendet
hatte, verbrachte Davis zwei Jahrzehnte an der Harvard
Business School sowie an den Universititen Columbia und
Boston. Nach dieser akademischen Laufbahn wandte er sich
mehr und mehr Geschiftstitigkeiten zu, um intellektuell mog-
lichst aktiv zu bleiben. Nun ist er sehr aktiv in der Forschung,
als Autor, als Berater, als Redner in Seminaren, Training und
Video. Er arbeitet im Moment an zahlreichen Projekten mit,
die vorwiegend mit Ausbildung zu tun haben.

Dr. Dayvis ist Berater in den Bereichen Strategie, Manage-
ment und Organisation fiir grossere und schnell wachsende
Unternehmungen. Viele seiner Kunden haben ihn in den ge-
schiftsfiihrenden Vorstand miteinbezogen. Zu diesen Kunden
zihlen Apple, Arco, Bank of America, Chase Manhattan Bank,
Chemical Bank, Citibank, Digital Equipment, First Chicago,
Herman Miller, Marriott, Mercedes-Benz, Metropolitan Life,
Primerica, Olivetti, Sun Microsystems, Wang, Xerox und viele
Mitglieder von Young Presidents Organization.

economy of the future, but
their commercial engineering
is many decades away. Other
senses, such as intuition and
extrasensory —perception, are
also in their infancy insofar as
commercial applications are
involved, and they too belong
to the next economy, if at all.
Neural network computers
and artificial intelligence will
have to evolve much further
before we may even under-
stand. the potentials of these
senses.

The basic forms of informa-
tion start to get more complex
when you realize what can be
done with them — their func-

tion. Basically, we do four
things with information: gen-
erate it, process it, store it and
transmit it (Figure p. 32: The
Architecture of Information).
Anything that is done with
any product or service, that
deals with any of the four
forms of information, can be
described in this way. Doing
one or more of these is what
make the information aspect
of business become the most
valuable part in the future.
OP: Are these forms and func-
tions a kind of multimedia?
Prof. Davis: Yes, the combina-
tion of those is multimedia,
anyone by itself is not.
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OP: You are looking ahead to
the decades in the next century.
How do you know that?

Prof. Davis: Economies, and
the industries, businesses, and
products within them -
people and all other living
things — have a /ife cycle. For
each cycle, the first phase is
embryonic, a gestation period
within the framework of the
previous economy, like a child
born and reared by adults.
After this relative long period
of gestation and development,
a critical take-off point is
reached and the new economy
enters the growrh phase, com-
parable in human terms to
carly adulthood. Also like
people, an economy develops
further, into maturity. The
forth and final phase is the
aging where vitality and eco-
nomic results diminish no
matter how many resources
are pumped into the effort.

In the life cycle of an econ-
omy, ecach  technological
breakthrough produces a sub-
sequent quantum leap in
business growth. When the
particular technology matures,
growth slows. For example, in
the 1950s, biology discovers
the double helix that have
taken several decades to in-
volve to what we have today in
terms of bio-technology. And
they are just now beginning to
be commercial products.

So the answer is: If you
know what the path of devel-
opment is you can make some
projections into the future.
OP: What do you mean by “in-
formationalize the business’?
Prof. Davis: Today, informa-
tion-based enhancements have
become the main avenue to
revitalize mature businesses
and to transform them into
new ones. In every economy,
the core technology becomes
the basis for revitalization and
growth. Information technol-
ogies are the core for today’s
economy, and to survive all
businesses must information-
alize. From small stores to
giant global corporations, the
point to grasp is not merely
create and control their
destiny. The value of any
product can be increased by
incorporating intelligence, in-
formation content, and serv-
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Dr. Davis consults about the strategy, management and orga-

nization of both major corporations and fast growing enterprises.

ices. Businesses can modernize
even their most mature pro-
ducts and services by embed-
ding information features and
functions. Increased value
does not come from material
changes so much as from new
intangibles. Choice, variety,
and service embedded in tradi-
tional products create smart
products and new market
opportunities.  Profitability
from the new features, in fact,
often exceeds the profit from
the original product or service.

The more information you

put into a product, or the
more you are able to use a pro-
duct to pull out information,
the more you evolve beyond

Information is the
core technology of

today’s economy.

the original purpose into new
ones. These new ones, which
are based on information, may
present even far greateropport-
unities than the original.
OP: The title of chapter 4 in the
book 2020 Vision: “Is it time to
kill your organization, before it
kills your business” seems to be
provocative?
Prof. Davis: What [ mean here
is if you or your company
spend less then two-third of
your time and energies on
your business, and more than
one-third on your organiza-
tion, if so, then you have a
business that exists to support
an organization, not an organ-
ization that exists to support
a business. Then, it may be
time to kill your organization
before it kills your business.
Just keep your ears open the
next time you are in your
office. Are all the people you
meet, whatever their jobs,
energizing about the business
or about customers or em-
ployees? About competitors in
the marketplace? About pro-
ducts or protocol?

The number one-third I
used is with regard to my defi-

nition of bureaucracy in the
book Future Perfect.
OP: What about bureaucracy?
Prof. Davis: 1 define 2 bu-
reaucracy as a business, or any
other institution, that exists to
carry out an organization. That
means if more then one-third
of the talk energy focus atten-
tion of the people then it’s an
organization and if less then
two-thirds of these are on the
business, then you have a bu-
reaucracy.
OP: Thar means to focus on
business more, and on organiza-
tion less?
Prof. Davis: If you work in a
company, whatever its charac-
teristics, the chances are good
that you would like to have a
more flexible = organization.
And a more innovative one. A
more risk-taking and entrepre-
neurial organization, and one
that is more creative, adaptive,
and responsive to change. You
want all those good things.
But do you know what you'll
have if you really get them?
You'll have more organization!
If you really want all these
marvelous attributes in your
organization, the way to get
them is to focus on your
business more, and on your
organization  less. . Today,
poised halfway through our
economy, there is too much
talk about organization, pro-
ducing too few results. The
more it is discussed, the more
we foster its runaway growth.
The more managers focus on
it, the more of it we will have.
We need less organization, not
more. Of course, we do need
management and organiza-
tion, but how do we get the
kind that accurately suits our
human and economic needs?
Here’s how you might begin.
The present organization is
generally a poor predictor of
the kind that is needed for the
future and, therefore, of the
kinds of changes that will have
to be made. Since you should
organize in relation to the
kind of business you will be in,
that not-yet-existing busines-
ses is the best source of infor-
mation for what the future
organization should look like.
The process is straightforward.
First, get the best possible fix
on the business you will be-
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come. Next, as best you can,
understand what kind of
organization it will take to run
that future business. Then,
compare the future organiza-
tion with the one you have
now, and initiate a plan to get
you from here to there.

The best place to look for the
basis of organization change is
in the future business, and the
worst place to look is in the
current organization. The pre-
sent organization, however,
may be a good predictor of
what will prevent you from
developing the kind of orga-
nization you will need. Like all
creatures, it has a vested inter-
est in continuing to exist. Try
telling a parent that the chil-
dren are grown and no longer
need parenting, or a business
function  or  government
branch that it is too powerful
and needs trimming. Rather
than correcting what is nega-
tive in your current organiza-
tion, focus on trying to under-
stand what kind of future

business would be the most
effective, and let the new orga-
nization evolve from it.

OP: Comparing your book
“Future Perfect” with “The

Data

computers
started
here

Mythical Man-Month” of Prof-
Brooks, do you have to revise it
as well?

Prof. Davis: It is more true

Text

now then it was then because I
was writing about the future
and this future is now. I wrote
about time-base competition,
and now, it is a very common

Sound

business. Most of what I wrote
telel’h°3es about then has come to pass.
starte I’m rather amazed that there is

here . .
nothing in the book that I see

Image

that is not true. I am not going
to issue another or a second
edition but in many regards
2020 Vision is the son of
Future Perfect, it is the exten-
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sion of my thinking.

OP: Prof. Davis, I thank you
very much for this edifying
interview. It is impossible to
treat the whole spectrum of your
books, but therefore it is advisa-
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ble to read them. | OP |
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386/SX bis 486/DX Prozessor, von 16 bis 25 MHz, von 60 MB bis 120 MB.
Dank installiertem MS-DOS, Windows und Travel-Point-Maus sind unsere
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