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PREFACE 

History of the military and business is written by the victors, most people say.  But 
not all authors are victors, I say. 

The “change” in the title is not a change in retrospect, such as in history 
revisionism, and like victors would do.  Rather, the “change” is an act in the 
present to favorably affect a future outcome. 

As graduate student in science, I also attended the Simon School of 
Management.  Simon was one of President Ronald Reagan’s advisors, whom the 
former President may not remember now.∗ 

The 1980s was an era of downsizing during which corporate conglomerates 
started an unprecedented lay-off of employees.  The basic contract between the U.S. 
employer and the U.S. worker was changing radically.  A memorable milestone 
came in 1984 when John Sculley, then CEO of Apple – a company known for 
giving huge bonuses and leisure time to employees – announced that the traditional 
corporate commitment to provide workers with long-term employment would be 
replaced by a new one – help them to have more valuable skills when they leave 
than when they arrive. 

It was a huge social change.  Prior to that time, employees – The Silent 
Generation (born before 1945) and Baby Boomers (born between 1946 and 1964) – 
were accustomed to having jobs for life, unless they decided to quit on their own 
accord. 

Hostile takeovers, leveraged buy-outs, junk bonds, savings and loans 
restructuring were the topics of discussions.  Wall Street was supreme, with people 
raking in millions.  Japanese business models were the envy of all. 

TQM and reengineering were the buzzwords of the day. 
Upon graduation, the labor market was very tough.  I remained in a tenured 

faculty position as program director at a supercomputer institute, Florida for a total 
of 8 years, during which I attended the law school whenever time permitted.  Those 
were academically very prolific years.  They were also rewarding learning years. 

Boredom set in, I relinquished the tenured faculty position and headed west to 
Silicon Valley.  Not for gold, of course.  Forty-Niners were by-gone days of a 
century and a half ago.  Silicon Valley, California, is the holy ground of high 
technology.  As I entered into this high-pace world from the academic sector, I 
found that I was among a very young crowd of Gen Xer engineers and 
programmers.  My business training was lacking.  Soon I was both an executive 
and an MBA student. 

                                                        
∗ President Ronald Reagan has Alzheimer’s disease. 
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Books on globalization, followed by knowledge economy, entrepreneurship, 
and intrapreneurship during the dot.com mania, started to appear.  During the 
Internet Boom, all that people were interested in was stock tips.  Silicon Valley was 
supreme.  It made Wall Street of the 1980s low-stakes poker table.  Silicon Valley 
tycoons raked in billion instead of millions of dollars, at least on paper. 

IPO was the buzzword of the day. 
Just as I graduated from the MBA program, I found what I had learned in the 

pedantic classes were obsolete or not applicable in the real world.  The general 
training in the science, law, and business, however, has been an asset to me.  But 
all the how-to MBA methodologies seem so irrelevant.  The real world is full of 
contradictions.  It is much more hostile – technology espionage, takeovers, mergers 
and acquisitions, lay-offs; more ephemeral – dot.com hypes and dot.demise; 
friendlier – telecommuting, home-based business, entrepreneurial organization, 
dot.comedy; more full of opportunities – farmed out services and production, 
entrepreneurships; riskier – civilian airliners turned into missiles to attack 
landmarks like the World Trade Center towers, anthrax hysteria, bioterrorism, 
missed business cycles, law suits; healthier – breakthroughs in biotechnology and 
healthcare; more comfortable – advances in information technology, gizmos and 
infotronics; smaller – global village, modern transportation, electronic mail, 
teleconferencing, nanotechnology; more diverse – four generations: the Silent 
Generation, Baby Boomers, Gen Xers and Gen Yers or different ethnicities 
working together. 

Learning organization was the buzzword of the day. 
In other words, there are constant technological, social, educational and 

business shifts, and change is a constant.  But overall, the change is for the better. 
A gradual or continuous change is a comfortable change because the past is 

the guide to the future.  But when the change is not continuous, the status quo will 
no longer be the best way forward.  The best way forward will be less comfortable 
and less easy, but no doubt more challenging.  Change is a word we often use to 
signal an uncertain mix of danger and opportunity.  If we wish to capitalize more 
of the opportunity and inherit less of the risk, then we will have to understand the 
operative role of change better. 

This is the goal of this book.  Whenever there is a change, it normally leads to 
a disequilibrium and more often than not, also to paradigm and social shifts: 

Change → Disequilibrium → Shift 
Writing this book is not easy.  Sitting in front of a blank computer screen, 

motivated only by the need to fill it up and thereby meeting deadline, the result is 
usually hackwork.  But on happy occasions, fired up with inspirations, writing can 
become less a chore than a disguised form of presentation or recollection of past 
experience.  Spilling out notions can even be pleasure in such moments. 
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The ideas of the book come from many sources, including what I saw and 
heard while stuck in traffic jams driving up and down Silicon Valley, or stopovers 
at airports.  Fellow business friends and colleagues, whom I met at venture fairs 
and high-tech networking events around the world, and many other cyber friends 
whom I have never met have all provided varying viewpoints. 

This book builds in parts on my sporadic business writings.  But the whole 
book would not have been possible without the change in and wonders of modern 
technologies.  Thanks to all the timely publications: CNN News, New York Times, 
San Francisco Chronicle, Wall Street Journal, Washington Post, and many other 
online publications and books too numerous to mention each by name, I manage to 
buoy in the torrents of the whitewater of changes.  Justice is not fully served 
because I have been able to acknowledge specifically only some of these excellent 
publications in the text as footnotes. 

I applaud the generosity of D’Trends for the time while I am on trips, in 
flights, between flights, in traffic jams, late evenings, and on numerous occasions 
during work when inspiration strikes.  I like to thank all my ballroom dancer 
friends who help me unwind every Friday and Saturday evenings after a week of 
hectic chores.  I also admit the child in me when I take a breather and watch Tom 
and Jerry cartoons in the wee hours.  The company of ballroom dancers and the joy 
from watching cartoons are the ballasts that keep my sanity in check. 

I acknowledge the patience of many a colleague, with whom I have business 
ventures, for being so understanding and so supportive.  These ventures also 
provide me a lot of hands-on experience, more realistic and pragmatic than any 
MBA courses can ever prepare me. 

This book is addressed to the general readers who would like to have a fresh 
and comprehensive perspective of the changing world, many aspects of which we 
take for granted. 

Writing this book is my way of reminiscing my academic days and recounting 
the learning process in my early industrial career.  I am also sharing my 
experience.  However, I do take E.B. White’s advice to heart,  “Write in a way that 
draws the reader’s attention to the sense and substance of the writing, rather than 
to the mood and temper of the author.”  I hope that I am drawing the readers’ 
attention and reading this book will help them not to duplicate my mistakes, but 
rather, to gain from them. 

I cannot claim myself a victor in the business world, at least not yet.  But 
completing this book has made me one. 
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CHARACTERISTICS AND HOW TO USE THIS BOOK 

This jargon-free book is written for general readership.  Each chapter is self-
contained.  It begins with a quote pertinent to the chapter right after the chapter 
heading.  The chapter body commences with a story, antimetabole, excerpt, or 
something, and closes with the same story, antimetabole, excerpt or something. 

Quotes, stories and anecdotes are interspersed throughout the text to make 
reading easier and less monotonous. 

There are different ways to read the book. 
The obvious way is to read from cover to cover in the manner unchanged since 

the appearance of alphabetic writing three thousand five hundred years ago.  This 
is the way most books and novels are written – with a preceding chapter leading 
into the following chapter. 

For this book, the reader can also selectively read chapters of interest 
independently since each chapter is self-contained. 

With the exception of the beginning and closing subchapters – the latter being 
the conclusion of the former – the reader may elect to randomly pick out a 
subchapter and read it independently.  Since there is still not an accepted way to 
have hypertext features in printed forms, an equivalent of clickable links is the 
table of indices.  In this reading option, the reader may also want to use the table of 
indices to locate related topics in other subchapters. 

Thus, the reader can read the chapters, subchapters in any sequence he or she 
so chooses – the way that the reader was told not to do at schools.  In this reading 
option, we recommend that the reader read as many related subchapters as 
possible. 

The chapters – changes in social fabric, education, work environment, legal 
systems, technology, notion of nation-states and warfare – all coalesce together as 
different bubbles in the ever-changing rich lava lamp emulsion of life.  One 
particular bubble will be larger than others, rises to prominence and then subsides, 
just like changes in different aspects of life become prominent at different times.  
To filtrate or single out any of these bubbles would be to miss the intimate 
interplay of these facets in the tapestry of life. 

Ultimately, the larger picture that emerges is more far-reaching for the future, 
revealing why the fundamental mechanism of change is the way things come 
together and connect. 

 
January 2003          Hal 
Silicon Valley          California, USA 
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ONE:  CHANGE PLEASE, PLEASE CHANGE 

Younger workers - Generation X and now Generation Y - are facing the challenge of building lives in a 
world where job stability, career paths, safety nets and pensions are history, where everyone is on their own, 

where the only constant is that change keeps getting faster, where everyone around you is looking prosperous 
and the only security is what you can produce that has market value today. 

- Aryae Coopersmith, High Tech HR Forums, 2000. 

Change Please 

“Change please,” a voice came from behind Hal1 while he was walking along Pier 
39 in San Francisco, California some time ago.  When he turned around, a stranger 
accosted him.  Half taken by surprise, several thoughts crossed his mind.  He could 
not have been doing so poorly in his career that someone would actually approach 
him and ask that he change. 

The innocent-looking one-and-a-half four-letter word, “change,” according to 
the college edition of Oxford American Dictionary,2 as a verb, can mean 

1. to make or become different, 2. to pass from one form or phase into 
another, 3. to take or use another instead of, 4. to put fresh clothes or 
covering, etc, on, 5. to go from one to another, 6. to exchange, 

and the corresponding nouns. 
“Change” may be used in various ways: 

– change is a constant in life these days (a noun universal); 
– there is a drastic change in the dot.com business environment (a noun  
   particular); 
– please change the business plan (a verb transitive); 
– I will not change and be doomed for demise (a verb intransitive); 
– where do I change my plan to succeed (a verb metaphorical); 
– the entrepreneur is an excellent change agent (an adjective); 
– please count your change (a noun metaphorical), 

and other examples.  We intend to discuss “change” in all these, and possibly other 
contexts. 

Hal recalls two personal experiences.  The first is mundane.  When Hal was 
young, he left his birthplace Malaysia for the United Kingdom to further his 
studies.  Later he came to the United States for graduate studies.  After a score of 
years in the academic sector and a couple of years working for two companies, Hal 
now runs his own company in Silicon Valley, California.  Hal still has very fond 
memories of the day in 1975 when his mother and father sent him off at the airport 
                                                        
1 Hal are the initials of the author.  Hal is also the name of the supercomputer in the flick Odyssey 2001. 
2 Oxford American Dictionary, Heald Colleges edition, (Avon Books, New York, 1986). 

PDF created with pdfFactory trial version www.pdffactory.com

http://www.pdffactory.com


Hwa A. Lim, Ph.D., MBA         Change 

ALL.doc  EN Publishing, Inc.          21/575 

for the first time.  He was a teenager then.  Now – twenty-five years later, or to be 
precise, Hal is a quarter of a century more ancient – whenever he sees his mother, 
she still treats him the same way she had treated him just before he left home for 
the first time.  Hal has changed, but for his mother, time has stood still during his 
absence.  He is always that young chap in her mind.  Most great mothers in the 
world do this. 

The second experience is more pertinent to the discussion of this book.  It 
comes from Hal’s work experience.  Hal visits China regularly for business.  China 
has been developing by leaps and bounds in the past ten years.  However, for those 
Mainland Chinese who left the country in the late 1980s or early 1990s, time has 
stood still.  Immersed in a foreign country to experience the change in that foreign 
country, they just assume that China has not progressed in those intervening years.  
In their minds, China is still as primitive as when they left home.  Hal personally 
finds this laughable. 

China is, of course, an example.  The same applies to many political refugees 
or immigrants.  Most seem to have nothing good to say about their birthplace.  
Once admitted or naturalized, it is only loyal to pledge allegiance to the country, 
but there is no necessity to bad mouth other countries.  This is rather sad, but it is a 
fact of life. 

These instances are, but one aspect of change.  It is change in a more passive 
form.  The “change” discussed in this book is a more active or operative form of 
change.  By operative, it excludes history revisionism.  History revisionism is, but a 
way for the victor to tell its fabricated and embellished version of the story.  It will 
not change the future much.  By active, change in the operative sense is to write 
the future of history by coping with present change. 

The Change Constant 

If change is a river, we are sitting at the confluence of many of its tributaries and 
are made aware of all the factors funneling into the moment.3  History is nothing 
but the history of change, the history of turbulence (for example, the Second World 
War, 1941-1945), the history of challenges and appropriate responses (for 
example, the Great Depression, 1929-1931), the history of dangers and 
opportunities (for example, the dot.com hype, 1997-1999), the history of a few 
communities of excellence that changed the world (for example, Civilization along 
the Yellow River, China in 5000 BC), the history of a few revolutions that changed 
the world (Eight Days that Change the World, Russia, August 19, 1991), the 
history of few companies that changed the way we live (for example, Visa Card, 
1951), the event that changed warfare (for example, the September 11, 2001 event 
                                                        
3 William M. Boast, Master of Change, (Executive Excellence Publishing, Provo, Utah, 1997). 
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in  which civilian communal airplanes were turned into missiles to attack the 
World Trade Center towers), and the event that changed business accounting 
practice (for example, Enron and other telecommunications companies 
bookkeeping gimmickry to hide losses of 1999-2001).  No one has straightened 
change out yet.  No one has resolved humankind’s dilemma yet.  And fortunately 
for humankind, no one has used up the opportunities, and no one ever will.  The 
mandate of history is clear: capitalize on the opportunities of change. 

Wall Street and stock exchanges exist because we live in a world that is not 
predictable – a world that is at its very best, questionably probable or improbable, 
depending on which side one is arguing from.  And yet we constantly complain 
about fluctuations and rapid changes in the stocks. 

Ironically the very how-to methodologies and MBA programs designed 
supposedly to handle these situations are only effective when applied to stable and 
predictable environments.  They are inadequate in rapidly changing environments 

For most people, status quo is a comfortable no change because the past is the 
guide to the future.  Frequently we hear employees complain, “I wish management 
would tell me what they want me to do and then get out of my way and let me do 
it.”  Unpredictability and change may be the very reason employees still have jobs.  
If management could determine exactly what it is employees are supposed to do, 
management could automate the process and replace employees with a computer!  
So if we want to remain in our jobs, we had better expect change to occur and look 
forward to challenging change. 

For those in charge, continuity is comfort, and predictability ensures that they 
continue to be in control.  Instinctively, therefore, they prefer to believe that things 
will continue to go on as they have been. 

Circumstances do, however, combine occasionally to discomfort the advocates 
of the status quo.  Wars, of course, are the greatest discomforters – a case in point 
is World War II, which led to many social upheavals.  But so is technology, when 
it takes one of its great leaps forward as it did in the Industrial Revolution, or 
recently, in the Information Revolution.  So is demography, when it throws up 
baby boomers or busters.  So is a changing set of values, like that which occurred 
during the student unrest of 1968, the hippie era.  And so are economies, like the 
recent dot.com hypes of 1996-1999 and subsequent demise.com of 2000. 

In the dynamics – turbulent change – we cannot reengineer.  We have to 
recreate.  Bureaucracy and administration are for the basics – times of no or slow 
change.  Creativity and leadership are for the dynamics.  Bureaucracy must support 
the leadership and leadership must guide the bureaucracy, but never the other way 
round. 

H. Gordon Selfridges, who built one of the world’s largest department stores in 
London, is known to have said: 

The boss drives subordinates; the leader coaches them. 
The boss depends upon authority; the leader on good will. 
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The boss say “I”; the leader, “we.” 
The boss fixes the blame for the breakdown; the leader fixes the breakdown. 
The boss knows how it is done; the leader shows how. 
The boss says “go”; the leader says “Let’s go!” 

Paul Dickson summarized all these succinctly in two facetious rules: 
1. The boss is always right. 
2. When the boss is wrong, refer to Rule 1. 

We should understand that the causality relationship between training or 
education and an excellent job has also changed.  In days past, a good education 
was a passport for a good occupation.  In modern days of rapid changes, we need 
more than an education. 

Alfred North Whitehead, one of America’s great philosophers, gave a 
definition of education, “Education is the acquisition of the art of the utilization of 
knowledge.”  Notice that it is NOT “the acquisition of knowledge.” 

It is time to realize that no program is going to “do it” for us.  Only 
individuals can do that.  The program is there only to support the individuals, not 
the other way round.  Somehow we have to equip individuals with the breadth of 
knowledge and the tools with which to think so that they can successfully 
maneuver through the whitewater of change.  The object is not to take the white 
out of whitewater, but to put a master in the raft. 

Education means, above all, mastery as a generalist.  Both the specialist and 
the generalist – the wide span and narrow span of tolerance – are valuable.  Only 
humans can change from moment to moment, provided they have not been limited 
already by their training or expectations. 

E.M. Forster calls people who have only one dimension to their lives “flat 
people.”  He prefers round people.  In modern days, round people are better called 
portfolio people.  A portfolio is a collection of items, a collection with a theme.  
The whole is greater than the parts. 

Thus, flat people are specialists.  Portfolio people are generalists, each with a 
specialty. 

Ever heard of the man who lived by the side of the road and sold hot dogs for a 
living?4 

 Being hard of hearing, the man never listened to the radio.  He was also 
visually impaired and so he never spent much time reading newspapers either.  But 
he owned a booming hot dog business.  People who saw his advertising signs on 
the highways stopped to experience this businessman’s hot dog delicacies.  Every 
business day, he would stand on the side of the road and sincerely beckon, “Come 
buy the greatest hot dogs around.”  And buy they did.  To meet rising demand, he 
had to increase his bun orders and purchase a larger cooker to keep up with sales. 

                                                        
4 Glenn Van Ekeren, Words for All Occasions, (Prentice Hall, Paramus, New Jersey, 1988). 
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Needing more hand, he finally decided to ask his son to come home from 
college to help handle his expanding business.  Being an educated fellow and well 
read, the son asked, “Dad, haven’t you been hearing on the radio about the 
recession we are in and the economic tough times ahead?  The newspapers are full 
of failures in overseas and domestic markets.  Surely, this hot dog business cannot 
last long.” 

“How could I be so naïve?” the gaffer thought to himself.  “Why did not I 
consult my educated son first?  He has been reading and listening.  He ought to 
know what is going on.” 

Heeding his son’s warning, the man cut back on his meat and bun order, took 
down his signs along the highway, and quit standing by the side of the road asking 
people to buy his hot dogs.  Soon his sales plummeted. 

“Thanks for the warning.” The father said to the son.  “We certainly are in the 
middle of tough times.  Our hot dog business is no longer sustainable.” 

Capable Specialist Copable Generalist 

When dynamics or rapid changes predominate, our job is to see that we inherit the 
opportunities.  Whether our hostile competitors inherit the dangers in any given 
crises is of secondary importance.  When routinizations or basics predominate, the 
job is to be sure that we have the appropriate specialist on staff to engineer and 
optimize the constant and predictable solutions. 

In the basics, we work as an engineer.  We develop formulas, principles, rules 
and methodologies and we seek predictability and excellence in continuous 
recurrence.  But in the dynamics – in ambiguity, inconsistency, and the action of 
the dynamic world – we must continuously create new solutions for every new 
problem.  If we do not know what we are doing, we need an informed and thinking 
brain with at least some vision and imagination. 

That is why in the basics, we need capability.  In the dynamics, we need 
copability. 

Consider the fact that millions of years ago, Western Colorado was a swamp 
inhabited by, among many other things, dinosaurs and cockroaches.5  The 
dinosaurs had become tremendously successful.  They were the largest creatures 
that ever roamed the earth.  Not only were they great in size, they were so great in 
numbers and in variety.  They ranged from the very large to the very small, the 
very swift to the very clumsy, and some even could fly.  The dinosaurs had become 
very well adapted to living in the swamp – the epitome of success.  Then one day, 
the dinosaurs became extinct.  But the cockroaches are still here.  There are many 
theories about how the dinosaurs disappeared, including a meteor hitting the earth 

                                                        
5 William M. Boast, Master of Change, (Executive Excellence Publishing, Provo, Utah, 1997). 
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killing the dinosaurs, but that is a moot point.  The cockroaches made it with its 
wider span of adaptability. 

Too many companies are living dinosaurs.  The larger they get, they more 
inertia they have to resist change.  They become less adaptable to change in 
technology, to change in the social fabrics and other changes. 

Similarly, too many individuals are dinosaurs with all the answers written into 
their genetic systems.  The more workshops they attend and the more degrees they 
acquire, the more specialized they become and the more restricted their span of 
adaptability and range of flexibility.  Specialization is knowing more and more in 
less and less. 

The twenty-first century will need generalists with a specialty.6  And 
specialists need to know that the required specialty will change every 3-4 years.  In 
the new world, we must constantly become transformed specialist, standing solidly 
upon generalized knowledge that comes from a real education in its broadest sense. 

Specialists without a generalist background cannot know the context even of 
their own specialty.  Only specialists will ensure the quality of the basics.  
However, only generalists can handle the turbulent change that whirls and spins 
about. 

Traditional academia is the world of critique, not the world of action.  So are 
many corporate managers who are no longer close to the frontline of the products 
or services their companies provide.  They survive through their ability to critique, 
reorganize, and ensure that their shareholders reap greater reward.  In the basics, 
we can absorb a few critics, but in the dynamics we need action-centered people. 

Leadership should take cues from Olympic coaches and stop relying on 
committees.  After all, the goal is to find one person who can jump seven feet high, 
not seven people who each can jump one foot high.  Too much time is wasted in 
committees where people talk, and not enough time is given to action.  If 
organizations would simply devote more time to selling, or to improving the 
products and services of the company, and devote less time to talk, goal, and more 
talk… their results would be greatly improved.  A committee is mostly for talk and 
occasional plans that might lead to action.  Indeed, meetings have become rests for 
committees between coffee breaks. 

A team or a task force is for action.  A task force is a team because each 
member is, first of all, a generalist.  Otherwise, it is not going to be a team.  They 
are together not because they share the same specialty, but because they each are 
generalists and can absorb the varying specialties of the others into a broader 
context.  Every good team depends upon each member being a consummate 
generalist and then a fine specialist.  As generalist, they are unified, and only 
where they are generalists do they find the nexus to exercise their respective 
specialties. 
                                                        
6 William M. Boast, Master of Change, (Executive Excellence Publishing, Provo, Utah, 1997). 
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A Responsible Intelligent Effective Generalist With A Specialty 

In ancient Greece, great orators declared that to be persuasive speakers must be 
effective, intelligent and responsible.  Throughout history, great leaders and 
thinkers who have found rich roots in the classics have followed the principle to 
the best of their ability.  Meeting only one or two of the criteria will not suffice.7 

Governments, companies, and individuals in the second half of the twentieth 
century have been quite satisfied with just one of the criteria – effectiveness.  They 
have shown few signs of the other two. 

Governments are notorious for achieving effective foreign policies in the short 
term, but they often lack the intelligence to try to understand the culture and 
tradition of the other countries so that long-term success can be sustained.  
Stronger nations usually tend to export wholesale their ideologies.  For example, 
the recalcitrant Middle East conflict and Middle Asia issues.  History has repeated 
itself time and again that every time the U.S. topples a regime and installs another 
in its stead, that same puppet government, in a few years after it has gotten 
equipped with U.S. weapons, is the very hostile government that the U.S. has to 
fight against. 

Company must be effective in selling products, but if, out of ignorance, the 
products immediately fail to perform as marketed, the companies will gain a 
reputation for a poor design and lose their edge in the marketplace.  We do not 
hear of these companies much because of their ephemeral existence.  Most dot.com 
companies during the dot.com hype of 1997-2000 belonged to this category.  In 
most cases, they were selling on promises that they never delivered. 

Individuals must complete their duties effectively, not dillydally through the 
day or in haphazard manners.  Well-thought out and well-planned projects usually 
lead to optimal solutions.  A member of a team who is incompetent and hopes that 
other team members will make up for the slack is a weak link.  A team is only as 
strong as the weakest link. 

Although sheer effectiveness is not enough, that does not diminish its 
importance.  In fact, if you are not effective, you need not concern with being 
intelligent or responsible.  If a nation is in a war and the nation loses the war, it 
simply loses – who are irresponsible or unintelligent no longer matters.  If an 
entrepreneur enters a business to make money and the entrepreneur does not make 
a profit, it does not matter much if he or she is intelligent or responsible.  If an 
instructor teaches in a public school and the students graduate from the class 
uneducated, the instructor has failed.  If a father does not provide good family 
upbringing, it does not matter if he or she is president of the most powerful nation 
on Earth. 

                                                        
7 William M. Boast, Master of Change, (Executive Excellence Publishing, Provo, Utah, 1997). 
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The effectiveness criterion is the pragmatic element of any endeavor and the 
first criterion that must be met.  Effectiveness may pay off in the short term, but it 
will take intelligence to ensure that you are effective in the long term.  Doing 
things better is not the same as doing better things.  And to do better things better 
is better still. 

It often seems that we have lost all common sense as human beings.  Today 
the passions for productivity and cost effectiveness have blinded us to the human 
beings as the users of tools.  These passions have led us to seek more and more 
production capacity in each employee and fit more and more into each job 
description as though job description were software and employees were central 
processing units (CPUs).  The software instructs the CPUs to work ever harder.  As 
a result, we have lost a clear distinction between smart work, hard work, and hyper 
work.  We are willing to abandon smart work and institute hyper work under the 
illusion that it is harder work.  We even contrive titles to make such hyper work 
palatable. 

As we become more and more dependent upon formulas and operating 
procedures and do what we are told, take fewer risks, and plunge into hyper work, 
we think less and less and common sense become more and more rare. 

While hard work can be productive, hyper work is quite the opposite.  
Fragmentation of focus is the nature of hyper work.  In hyper work, one goes faster 
and fasters on more and more.  One is made into a computer judged on the 
processing power.  Hyper work is the enemy of quality.  Although quantitatively 
hyper work may turn out more production, the quality declines.  Suddenly the 
human being is no longer a human being, but is now another part of the 
machinery. 

The Post-It notes yellow pad may be one of the greatest innovations for 3M,8 
but it serves many an employee a big disservice.  Ever notice that the number of 
yellow pads used to remind an employee the tasks to be completed increases on the 
peripherals of computer terminals.  The employee, each time when assigned a task, 
will just scribble on a yellow pad the task to be completed and paste the yellow pad 
to the terminal.  In actual fact, if (s)he should think a little to see if the task can be 
completed immediately.  Some tasks require more effort and more thinking.  By 
completing simple tasks, tasks that are not time-consuming nor require much brain 
juice, (s)he can purge the tasks off the brain.  This way, (s)he will get more 
encouraged and be propelled further along, instead of getting drowned amidst tasks 
to be completed. 

In the hyper work of today’s management, managers do not have time to step 
back and look at the multi-task focus.  They hire consultant after consultant until 
the multitude of focuses at the top looks more like the compound eye of an insect, 
made up of at least four thousand lenses that break up the world into small pieces.  
                                                        
8 Damon Darlin, “Thank you, 3M”, Forbes Magazine, September 25, 1995, pp. 86. 
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As a result, the context is lost.  If the job to be accomplished is routine enough, 
then multi-tasking may be used.  But in dynamic and ambiguous times, multi-
tasking may be detrimental when trying to form a creative and appropriate 
response. 

Companies should let computers and automation machines do all the hyper 
work and return human beings to smart work whenever possible, and hard work 
whenever necessary. 

Smart work begins in focusing on one thing at a time.  By building a 
community of people who are effective, intelligent, and capable of the focus of their 
full capacities, they will create an environment for smart work.  The smarter the 
people work, the more likely they will create a synchrony of effective process and 
intelligent design.  They must learn to use human resources humanely and 
appropriately, just as they must learn to use technological tools effectively and 
appropriately. 

In anything we do, if we are also responsible – the third criterion, the 
effectiveness will be reinforced beyond measure.  In fact, we are not truly effective 
until we are responsible. 

Businesspeople are responsible for the way their products affect customers.  
They are responsible for the effect of the pricing of products on the economies of 
the communities where they do business.  Governments are responsible for the 
effects their administration have on the people who live in their countries and who 
depend upon their laws.  Teachers are responsible for their students.  Parents are 
responsible for their children.  Employers are responsible for their employees.  
Employees are responsible for their job performances.  Students are responsible for 
learning in the courses they take. 

If all leaders in every corporation, government, or organization would begin 
with the sincere belief that they alone are responsible for the success or failure of a 
undertaking, and everyone else on their teams or within their groups were to join 
with those leaders in the sincere belief that the success and failure of the 
undertaking depend on them, failure would have a small chance indeed.  For each 
person would have accepted his or her responsibility and made a solid commitment 
to the undertaking. 

Success is the synergy of the whole, including leaders, members, undertakings, 
and those stakeholders who will benefit from the undertakings.  The same applies 
to governments as well as to businesses.  Only responsibility can build the 
confidence and trust that are so essential for leadership and mastery. 

Ignorant Stupidity 

If maturity can be defined as seeing the world through eyes other than your own, 
creativity might be defined as seeing the world through sufficiently new eyes so 
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that new solutions appear.  In fact, creativity can take two forms: invention – in 
which we create totally new things, for example, the invention of the computer, 
and innovation – in which we do old things in new ways, for example, manufacture 
the computer cheaply so that it is affordable. 

We now return to more Post-It Notes. 
The 3M Company encourages creativity from its employees.  The company 

allows its researchers to spend 15% of their time on any projects that interest them.  
This attitude has brought fantastic benefits not only to the employees but also to 
3M Company itself.  Many times, a spark of an idea turned into a successful 
product that boosted 3M’s profits tremendously. 

More than a decade ago, a scientist at 3M’s commercial office took advantage 
of the 15% creative time.  The scientist, Art Fry, came up with an idea for one of 
3M’s best selling products.  It seems that Fry had to deal with a small irritation 
every Sunday as he sang in the church choir.  He marked the pages in the hymnal 
with small bits of paper.  The small pieces would invariably fall out all over the 
floor. 

Suddenly, an idea struck.  He remembered an adhesive developed by a 
colleague that everyone thought was a failure because it did not stick very well.  “I 
coated the adhesive on a paper sample,” Fry recalls, “and I found that it was not 
only a good bookmark, but it also was great for writing notes.  It will stay in place 
as long as you want it to, and then you can remove it without damage.” 

This resulting product is Post-ItTM.  This is one of 3M’s most successful office 
products. 

Ignorance means they do not have the necessary information.  Stupidity means 
they have all the necessary information and then fail to or misuse it.  With 
information providing us with a tremendous quantity and quality of knowledge, we 
have little excuse to be ignorant or to remain ignorant.  However, it seems we have 
regressed in our ability to overcome stupidity – sloppy thinking and sloppy 
solutions.  Software companies and peripheral equipment companies are going to 
have to give as much attention in training their customers on how to overcome 
stupidity as they give to help their customers overcome ignorance.  Unless both are 
overcome, neither service will have much value. 

A Chinese proverb says 
Men are four: 
He who knows and knows not that he knows.  He is asleep; wake him. 
He who knows not and knows not that he knows not.  He is a fool; shun 

him. 
He who knows not and knows that he knows not.  He is a child; teach him. 
He who knows and knows that he knows.  He is king; follow him. 

No matter how comprehensive our set of information, if we fail to use it or 
misuse it and inappropriately organize it, we will only incur error that may be 
costly to rectify.  Therefore, we must do two things: 
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q We must seek hard to educate the mind to overcome ignorance, either 
through the traditional methods of acquiring facts and information or 
through new methods of information systems. 

q We must seek to develop our intelligence, learning new ways to use our 
knowledge. 

The acquisition of knowledge requires us to become, more and more, 
specialist.  Although we are in an information age, we are certainly not in the 
thinking age.  We may well be along the path to overcoming ignorance, but we 
have hardly moved one step forward in overcoming stupidity.  We have more 
information than ever, but we are still primitive in our ability to order and organize 
by thinking critically about the information we have. 

Today’s trends is to replace critical thinking – an active verb – with predefined 
formulas, rules, regulations, policies, and procedures – all passive nouns – where 
everything is done by the book and quality is tediously quantified.   

As we become more and more dependent upon formulas, mechanical models, 
policies, and procedures, and as we do what we are told, become more risk-averse, 
and plunge into methodological work, we think less and common sense becomes 
more rare.  People who would otherwise use common sense fade away. 

This methodological approach only works in mechanical and predictable 
conditions, but it is dangerous for times that are unpredictable and ambiguous.  
Where free will exists, the mechanical model is one of the poorest models 
available.  The organic model – the biological model from life – is better here, 
though more subtle. 

Traditionally, common sense has meant the focus of all the five senses – 
vision, auditory, touch, olfactory, and taste – upon any challenge or problem.  
There are people who can look but not see, who can listen but not hear, who can 
touch but not feel, who can smell but not appreciate, who can eat but not digest.  
Common sense calls for both seeing and hearing, listening and hearing, touching 
and feeling, smelling and appreciating, eating and digesting.  The senses must be 
alive and the mind alert.  Common sense is derived from observation and 
interpretation of what the senses perceive.  Common sense is practical, pragmatic, 
and utilitarian. 

Contexture Thinking 

In the rapidly changing world, often times there is no way to collect enough 
pertinent data to arrive at a meaningful conclusion in the time necessary to reach 
the solution.  The details are simply not there to give one the answers one needs 
when one needs them.  To deal effectively and intelligently within a dynamic 
world, the individual must carefully assess the context of the problem without 
fixing on the incomplete set of semi-related details.  The Oxford dictionary defines 
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context as “to weave together, to connect the coherence between the parts, and the 
idea that this connection of parts determines the meaning or the significance, the 
total environment in which any event or product occurs.” 

Our problem comes from too much attachment to details, lack of vision, and 
poor context perspective.  Business managers, as a rule, see their business goals 
and objectives clearly.  They know what they want to accomplish, and they have a 
pretty good idea of how to go about doing it. 

But it is not enough to see the context of a problem from a company’s 
perspective.  First of all, the context also includes all of the customers and 
employees.  Then it includes the economy of the community and nation in which 
the business is being conducted, the politics and social structure of the culture.  
Problems arise if they do not understand the context in which the business 
functions, whether it is inward to their employees or shareholders, or outward to 
their customers and society. 

The business must have constant interaction with its market, the customer and 
community, and the consistent capacity to provide what the consumer and 
community want, when, and where it is needed.  As a corporation operating in 
many different communities – physical, virtual and cyber, it must assure itself that 
each of these communities is better off with its presence.  The company must also 
believe that revenue is inseparable from mandatory social responsibility and that it 
is an integral part of the local, national, international, virtual and cyber 
communities in which its activities are based. 

In other words, management must come to see the context of the world as an 
interlinking fabric, as the following story indicates. 

A small town chamber of commerce invited a speaker to address its annual 
dinner.  The community’s economy was bad, people discouraged, and they wanted 
this motivational speaker to give them a boost. 

During her presentation, the speaker took a large piece of white paper and 
made a black dot in the center of it with a marking pen.  Then she held the paper 
up before the group and asked them what they saw. 

One person quickly replied, “I see a black dot.” 
“Okay, what else do you see?” 
Others joined in in agreement, “A black dot.” 
“Don’t you see anything besides the dot?” she asked. 
A resounding “No” came from the audience. 
“The most important thing has been overlooked,” replied the speaker. “No one 

noticed the sheet of paper!  Listen carefully,” she pleaded.  “In our business, 
family, personal, and social lives, we are often distracted by small, dot-like failures 
and disappointments.  There is a tendency to forget the wonderful things around 
us.  Those blessings, successes, and joys are far more important than the little black 
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dots that monopolize our attention and energies.  Finally, this community will 
become strong and grow as you learn to focus your energies on what’s right.”9 

The Past, Present And Future 

When we consider how dramatically the appearance of agriculture changed the 
human conditions.  Or how dramatically the long periods of cold some 5,200 years 
ago, and again 2,800 years ago, and then again some 350 years ago reshaped 
cultures and living conditions.  Or how dramatically the ventures of Columbus and 
other explorers impacted old nations and created new ones.  Or how dramatically 
the Industrial Revolution affected every level of society.  Then surely the 
appearance of globalization, high technology, and cyberspace will bring an even 
greater period of dramatic change than we have witnessed to date. 

Cyberspace is not geographic.  Therefore, there is little room for nation-states.  
Since cyberspace is the new frontier where the 21st century becomes the new 
reality, then both the facts and ground rules are equally new and will give rise to 
totally new solutions and methodologies until they, too at some point, be replaced. 

All signs and trends clearly indicate that everything – nations and 
governments, warfare, businesses, and corporations, culture, society, legal matters, 
economics, and the people and families in every part of the world – will be 
changed dramatically and in new ways never dreamed of.  Virtually nothing in the 
world will remain as it has been as we move into the cyberspace and hyperspace. 

With the acceleration of information technology, biotechnology, medicine, 
communication, and transportation, we know only one thing for sure: change will 
leave nothing untouched, and change will occur more frequently than ever before.  
Even change itself is not immune to change.  Changes are picking up pace. 

The Enlightenment gave us the mechanical model.  Then the Industrial 
Revolution ushered in the processes and inventions that took that model to its 
extreme, both for good and for bad.  That machine-like model is no longer 
appropriate.  Management, leadership, business, government, and social sciences 
should abandon this mechanical model and turn their attention to a more effective 
and responsible model, the organic model.  The organic model is not linear but 
synergic, not predetermined but alive, not prescriptive but self-adjusting, not 
engineered but self-adapting.  We expect more obituaries of old concepts so that a 
new breed in the new context may be born.  There will not be a war of destructive 
physical violence, but there certainly will be wars that will destroy things that are 
no longer appropriate – old ideas, old concepts, rigid bureaucracies, tired systems, 
and inflexible nation-states – so that there is room for new ones. 

                                                        
9 Glenn Van Ekeren, Words for All Occasions, (Prentice Hall, Paramus, New Jersey, 1988). 

PDF created with pdfFactory trial version www.pdffactory.com

http://www.pdffactory.com


Hwa A. Lim, Ph.D., MBA         Change 

ALL.doc  EN Publishing, Inc.          33/575 

It is time for new imaginings, of windows opening even if some doors close.  
We need not stumble backward into the future, casting longing glances at what 
used to be.  We should turn around and face change as a reality.  It is, after all, a 
safer posture if you want to keep moving on uncharted terrain.  In the fast-pace 
technology road ahead, it is safer to look out of the windshield to watch out for 
dangers and take advantage of opportunities happen by than to stare at the rear 
view mirror to see what has passed by, as Arnold J. Toynbee once said, “Always 
look ahead.  Look far ahead as a racing motorist looks, through his telescopic 
sight, at the horizon which he will have reached before he knows it.”10 

We change by exploring, not by retracing well-trodden paths.  We should 
acknowledge the past, face the present and prepare for the future.  This is the 
change that we will talk about, not history revisionism. 

Machiavelli once said:11 
Men nearly always follow the tracks made by others and proceed in their 
affairs by imitation, even though they cannot entirely keep to the tracks of 
others or emulate the prowess of their models.  So a prudent man must 
always follow in the footsteps of great men and imitate those who have been 
outstanding.  If his own prowess fails to compare with theirs, at least it has 
an air of greatness about it. 

To borrow the jargon of modern technology, we live on the dynamic web of 
change.  It links us to one another, and in some ways, to everything in the past.  
And in the way that each of us influences the course of events, it also links us to 
the future we are all busy shaping.12 

Being aware of change and how it operates is halfway to second-guessing it.  
Second-guessing change is critical for survival and success in life. 

The Antimetabole – Change Please, Please Change 

We now return to the opening paragraph of “Change please.”  Upon closer 
inspection, the person accosting Hal from behind was haggardly attired.  He thrust 
a Styrofoam cup forward and asked Hal for loose change.  Realizing that the 
economy has not been too kind to many who have not changed and that this could 
be a former CEO of a dot.com company, Hal reached for his pant pocket to retrieve 
every penny in the pocket and gave to the stranger.  Hal knew that the change 
would not do much, but he did wish the stranger the best of luck.  The stranger’s 
destiny is in his own hand if he can still change.  In response to his request 
“Change please,” Hal could not resist but to offer the stranger an antimetabolic 
advice, “Please change.” 
                                                        
10 William Safire, and Leonard Safir, (eds.), Words of Wisdom, (Simon & Schuster, New York, 1990). 
11 Niccolo Machiavelli, The Prince, (Bantam Classic, 1984). 
12 James Burke, The Pinball Effect, (Little Brown & Co., New York, 1996). 
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