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CHAPTER 19

© THE IBM STORY

The human resource the one least efficiently used—The one hold-
ing greatest promise for improved economic performance—Its in-
creased importance under Automation—IBM’s innovations—
Making the job a challenge—The worker's participation in plan-
ning—*“Salaries” for the workers—Keeping workers employed is
management’s job,

/o4

St smothit s

-IT HAS become almost a in American management that the

‘human resource is of all economic resources the onel least efficiently #

‘| -used, and that the greatest opportunity for improved economic per-
: formance lies in the improvement of the effectiveness of people in
A their work. Whether the business enterprise performs depends in the
., final analysis on its ability to get people to perform, that is, to
-work. The management of worker and work is therefore ane of the
it basic functions of management. | B

4. - The way the worker works may change. The unskilled laborer of
4 yesterday who contributed only animal strength has become the
i+ semi-skilled machine operator of today who has to exercise judg-
_ment—though of a routine nature—when he tends the machine,
i:-feeds in material and inspects the product. The skilled worker
‘has moved from the workshop into the plant—remaining a skilled
worker or becoming a supervisor or a technician. And three new
;sgroups, clerical workers, professional specialists and managers, have

come into being. | | '
., Today we face another major change. The new technology

.2
~ree

“Lpromises once aeain tn Mnorade tha ontire sraeb o oo
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semi-skilled ‘machine operator of today will tend to become 2
trained and skilled maintenance man, tool setter and machine setter,
The semi-skilled clerk will become, in many cases, a techniciap
possessing basic training on a par with the laboratory technician
perhaps, though still less trained than the typical plant worker of
tomorrow. And the ranks of highly trained technical, professiona}
and management people will swell beyond all experience or ex-
pectation. |

Still the work will always have to be done by people. There may
be no people on the factory floor in the automatic plant. But there
will always be large numbers behind the scenes, designing equipment
product and process, programming and directing, maintaining
and measuring. Indeed, it is certain that the decrease in the total
number of people needed to obtain a certain quantity of work will
not be the really important development. The new technology
does make possible the output o -more goods with the same number
of people. But Automation derives its efficiency and productivity
mainly from the substitution of highly trained, high-grade human
work for poorly trained or semi-skilled human work. It is a qualita-
tive change requiring people to move from work that is labor-
intensive to work that is brain-intensive, rather than a quantita.
tive change requiring fewer people. And the people, required in the
new. technology to produce a certain outpuf, will be much more
expensive people on whose work will depend a good deal more.

No matter what kind of work men do, whether they are skilled
or unskilled, production workers or salaried clerks, professionals
or rank-and-file, they are basically alike. There are, indeed, differ-
ences between workers according to kind of work, age, sex, educa-
tion—bup basically they are always human beings with human
needs and motivations.

L IBM’s Innovations } , -

: . & prece @j["’f’f'/t""j
Again, the description of one company’s experience will be used
to show both the basic problems in managing worker and work, and
some of the principles for their solution. The best example I know is
that of International Business Machines (IBM), one of the largest

producers of calculating, computing and office machinery.!

1 Part of the IBM story has been presented and analyzed by Charles R. Walker
and F. I. W Richardcan e ITarsmmen T oToat_oo_ t.. - v — . -




| /0=
V. THE IEM STORY N Yt a

Most of the equipment produced by IBM is of a high order of
complexity. Some of the “electronic brains” contain hundreds of
thousands of parts; and even the simplest IBM products, such as
the electric typewriter, are complicated pieces of machinery., All
products are, of necessity, predision instruments made to extremely
close tolerances. And they must be capable of operation by
mechanically unskilled personnel, such as typists or accounting
- machine operators, must stand up under rough usage and must
_keep running with a minimum of maintenance and repairs.

Yet, this equipment is not produced by highly skilled individual
craftsmen. Indeed, the equipment could be turned out neither in
large quantities nor at a price the customer could afford to pay
were its production dependent on craft skills, IBM uses semi-skilled
machine operators. It is prime evidencethat Scientific Management
and mass-production principles can be applied to- the production
_‘of the most -complex pax;ecision instruments in great diversity and in
small numbers. Of a pa?ﬁa‘ciﬁar model, an electronic computer, for
instance, only one sample may ever be made. Yet, by dividing into
omogeneous stages the job of building this unique product IBM
is able to use semi-skilled labor for all but a small part of the work.
" But each job is designed so as always to contain a challenge
to judgment, and an opportunity to influence the speed and rhythm
of his work.

' The story goes that Mr. Thomas J the company’s president,
‘once saw a2 woman operator sitting idly at her machine. Asked why she
did not work, the woman replied: “I have to wait for the setup man to
change the tool setting for a new run.” “Couldn’t you do it yourself?”
Mr. Watson asked. “Of course,” said the woman, “but I am not supposed
to.” Waison thereupon found out that each worker spent several hours
‘éach week waiting for the setup man. It would, however, only take a few
_‘additional days of training for the worker to learn how to set up his own
machine. Thus machine setup was added to the worker's job. And shortly
thereafter inspection of the finished part was included, too; again it was
found that little additional training equipped the worker to do the
inspecting,

" Haven: Yale University Press, 1948). IBM executives themselves have freely dis-

cussed their work in the field at management meetings., For the interpretation of
the Aata hawavear T haoas nn'!n PO ) Y1 K
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would have cushioned the depression inipact on IBM even without
' the New Deal. »
The fact remains, however, that many of IBM’s competitors
suffered heavily during the depression despite New Deal and favor- -
able long-term trend. There is something to be said for the argu-
ment used by one IBM executive: “It is not correct to say that we
managed to maintain employment during the depression because
we grew. We grew because we had committed ourselves to the main-
tenance of employment. This forced us to find new users and new
uses for our existing products. It forced us to find unsatisfied wants
in the market and to develop new products to satisfy them. It
forced us to develop foreign markets and to push export sales. I
am convinced that we would not today be one of the world’s leading
producers and exporters of office machinery but for our commit-
ment to maintain employment during the depression years. Indeed,”
he added, “I sometimes wonder whether we wouldn’t be well advised
to commit ourselves to increasing employment constantly.”
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CHAPTER 20

© EMPLOYING THE WHOLE MAN

. The three elements in mana'ging worker and work—The worker as

is_an attitude—Wants
the group—Only Pe@hp— Thedeémands of the enterprise
on the worker—The fa a:c\}g\g of “a fair day's labor for a fair day’s

pay"—The worker’s ess to accept change—The worker’s
demands on the enterprise—The economic _@_ng_r_l_slgg—Wage as
seen by enterprise and by worker—The twofold meaning of profit.

A .m.o,e‘.s'umu,-uo?(__,‘_ s/oa-a—ﬂ—-'

IN_HIRING a worker on)e always hires the whole man. It is evident
in the IBM story that ‘one (whan ”; its owner always
comes with it. Indeed, there are few relations which so completely
embrace a man’s entire person as his relation to his work. Work was
not, (Genesis) informs us, in man’s original nature. But it was

included soon after. “In the sweat of thy brow shalt thou eat thy

bread” was both the Lord’s punishment for Adam’s fal@ His
ift and blessing to make bearable and meaningful man’s life in his

fallen state. Only the relationship to his Creator and that to his

family antedate man’s relationship to his work; only they are more
fundamental. And together with them the relationship to his
work underlies all of man’s life and achievements, his civil society,
his arts, his history.

That one can hire only a whole man rather than any part thereof

- explains why the improvement of human effectiveness in work is

the greatest opportunity for improvement of performance and re-
sults. The human resource—the whole man—is, of all resources

P« P
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L

“entrusted to man, the most productive, the most versatile, the most
resourceful.

‘The IBM story also demonstrates that when we talk about the
management of worker and work, we are talking about a complex
subject. we are dealing with the worker as the human resource.
We have to ask what the specific properties of this resource are.
And we get entirely different answers according to whether we put
-stress on the word “resource” or on the word “human.”

Second,)we must ask what demands the enterprise makes on the
worker in its capacity as the organ of society responsible for getting
the work done, and what demands the worker makes on the enter-
W as a human being, an individual and a citizen?

y, there is an economic dimension grounded in the fact that
the emnterprise is both the wealth-producing organ of society and the
source of the worker’s livelihood. This means that in managing'
worker and work we must reconcile two different economic Sys-
tems, There is a@ct between wage as cost and wage as income
‘which must be harmonized. And there is the problem of the worker’s

- relation to the enterprise’s fundamental requirement of profitability.

E The Worker as a Resource 7

If we look at the worker @, comparable to all other
resources but for the fact that it is human, we have to find out how
best to_utilize him in the same way in which we look at copper
or at water power as specific resources. This is an engineering ap-
proach. It considers what the human being is best and least
capable of. Its result will be the organization of work so as to fit
best the qualities and the limitations of this specific resource, the
human being at work. And the human being has one set of qualities
- possessed by no other resource: it has the ability t6 co-ordinatg, to
{nteé@te, to j » and to irthagine. In fact, this is its only specific

w in every other respect——whether it be physical strength,
. manual skill or sensory perception—machines can do a much better
i job. -

“  But we must also consider man at work as a human being. We

must, in other words, also put the emphasis on “human.” This

approach focuses o maty as a moral and a social creature, and asks

* bow work should be organized to fit his qualities as a person. As a
—

o Ty TR “._‘:'~ S
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resource, man can be “utilized.” A person, however, can only utilize
himself. This is the great and ultimate. distinction.

The @es of the person are specific and unique. The@lﬁam
being, unlike any other resource, has absolute control over whether
he works at all. Dictatorships tend to forget this; but shooting people
does not get the work done. The human resource must therefore
always be motivated to work.:

Nothing, brought this out better than the reports of the teams of Euro
pean technicians and managers who came to this country under the
Marshall Plan to study the causes of American productivity, These teams
(and there were several hundred) expected to find the causes in machines,
tools or techniques, but soon found out that these elements have little
to do with our productivity, are indeed in themselves a result of the
real cause: the basic attitudes of managers and worker. “Productivity is
an attitude” was their unanimous conclusion. (For details see my article
:‘_llroduc-tivitv Is an Attitude” in the April, 1952, issue of Nation’s Busi-
ness). In other words, it is workers’ motivation that controls workers’
output. ’ |

This is particularly important in industry today. -f@@, the
traditional motivation of the industrial worker, has largely dis-
appeared in the modern West. To eliminate it has been the main
result of the increased wealth produced by industrialization. In a
society rich enough to provide subsistence even to the unemployed,

_fear has lost its motivating power. And to deprive management of
the weapon of fear has also been the main aim of @inionism; indeed,
the worker’s rebellion against this weapon and its use is among the
main driving forces behind the union movement.

That fear has gone as the major motivation is all to the good.
It is far too potent to be relied upon except for emergencies. Above
all, we used the wrong kind of fear. Fear of a threat to the com-
munity unites; there is no greater stimulus to effort than common

'@, as Britain proved after Dunkirk. But fear of someone within
the community divides and corrodes. It corrupts both him who uses
fear and him who fears. That we have got rid of fear as motivation
to work is therefore a major achievement. Otherwise managing the
worker in industrial society would not be possible.

But, contrary to what some human-relations experts assert, to

remove fear does not by itself motivate. All it creates is a vacuum.
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thought, presents no challenge, allows of no differentiation between
the highly skilled and highly motivated and the near-moron.

This whole concept, as the IBM story shows, is poor engineering.
It results in constantly lowering performance norms rather than in
raising the performance levels of the entire work group. It destroys
the productivity of the human resource. The nature of man demands
that the performance of the best, not of the poorest worker should

- become the goal for all.

J?‘Zc Demands of the Enterprise on the Worker ) .

If we turn to the demands of enterprise and worker on each other,

e first question is: What must the enterprise demand in order to
get the work done? =~ |

‘The standard answer to this is the catch phrase “a fair day’s labor
for a fair day’s pay.” Unfortunately no one has ever been able to
figure out what is fair either in respect to labor or to pay. The real
trouble with the phrase is, however, that it demands too little,

- and demands the wrong thing.

What the enterprise must demand of the worker is that he will-
ingly direct his efforts toward the goals of the enterprise. If one
could “hire a hand,” one could indeed demand delivery of fair

" -value for fair price. If one could buy labor, one could buy it by
- whatever unit applies to it; but “labor is not an article of commerce,”
as the law knows. Precisely because labor is human beings, a r_fii;_"
day’s labor is unobtainable. For it is passive acquiescence—the one
thing this peculiar being is not capable of giving.
- 'The enterprise, if it wants to get anything at all, must demand
something much bigger than a fair day’s labor. It must demand,
over and above fairness, willing dedication. It cannot aim at ac-

. quiescence. It must aim at building aggressive @prit de corps.

~ This will be particularly important under mass production of
~.uniform parts and their assembly into diversified products, under
- process production, under Automation. For these systems of pro-
. ‘duction require that almost every worker take responsibility for
-actions, for the simple reason that almost every worker controls
‘and determines the output of the whole through the way in which
. +he performs his job, runs his operation, maintains his equipment.
A fair day’s labor for a fair day’s pay, consciously or unconsciously,
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CHAPTER 21

Pasrsonol wW L Fize

IS PERSONNEL MANAGEMENT
BANKRUPT?

Personnel Administration and Human Relations—What has Per-
sonnel Administration achieved?—Its three basic misconceptions—
The insight of Human Relations—And its limitations—*“Scientific
Management,” our most widely practiced personnel-manage-
‘ment concept—Its basic concepts—Its world-wide impact—Its
stagnation since the early twenties—Its two blind spots—*‘Cee-Ay-
‘Tee” or Cat”?—The “divorce of planning from doing”——Scien-
tific Management and the new technology—Is Personnel Manage-
ment bankrupt?

A FEW years ago I received the following letter from the president
of a company: |

.:_.{.I employ 2,300 people mostly women doing unskilled assembly work.
Please send me at your earliest convenience a suitable personnel policy
and enclose a statement of your fee.

- For a long time I thought this letter a good, though unintentional,
joke. But lately it has dawned on me that the laugh was really on
me. My correspondent, I have come to suspect, is much like the
child in Andersen’s story of “The Emperor's New Clothes” who had
the innocence to say out loud that the emperor was naked when
everybody else was trying to pretend that he could see the ruler’s
garments,

+ A good deal of what passes today for management of the human

organization is mechanical in nature and might indeed be dispensed

by mail. The two generally accepted concepts of managing the
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f o-work. As Douglas McGregor points out, it views “work as a
i;;d of glinishﬁlent that people must undergo in order to get satis-
~faction elsewhere.” It tends therefore to_pu mphasis on satis-
' ‘factions outside and beyond the work. ) w
ministration looks upon the management—of~worker and work as
. the job of a specialist rather than as part of the manager’s job. It is
- the classical example of a staff department and of the confusion the
staff concept causes. To be sure, there is constant talk in all per-
~ ‘sonnel departments of the need to educate operating managers in
‘managing people. But go per cent of the budget, manpower and
effort is devoted to personnel programs, thought up, established
~and operated by the department. The best textbook of Personnel
‘Administration,? for instance, starts out by saying that the two first
~ jobs of the personnel administrator are to advise operating manage-
- ment and to diagnose the stability or morale of the organization as
an effective team. But then it spends 301 of its 321 pages on the
~ programs that the department itself organizes and manages.
This means, in effect, either that personnel administration has to
usurp the functions and responsibility of the operating manager
~ (since whoever manages the people under him is the “boss,” what-
ever his title); or else it means that operating managers, in self-
~defense, have to confine personnel administration to the handling
of incidental chores, that is, to those things that are not essential to
‘the management of worker and work. It is not surprising that the
latter has been the all but universal trend. '

{ Personnel Administration tends to be “fire-fighting,” to
see “personnel” as concerned with “problems” and “headaches” that
threaten_the otherwise smooth and unruffled course of production.
It was born with this tendency. But the unionization drives of the
thirties have made it dominant. It is not too much to say that many
_personnel administrators, though mostly subconsciously, have a
stake in trouble. Indeed, there was some ‘truth in the joking remark
.made by a union leader about the personnel department of a big
‘company: “Those fellows ought to kick back 10 per cent of their
salaries into the union treasury; but for the union they'd still be
fifty-dollar-a-week clerks.” But worker and work simply cannot be
managed if trouble is the focus. It is not even enough to make

.. *Personnel Administration by Paul Pigors and Charles A. Myers (New York:
McGraw-Hill, 1a47). '
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“fire prevention” rather than “fire-fighting” the focus; managing

~ worker and work—the IBM story shows this clearly—must focus on

_the positive and must build on underlying. strength and harmony,

The Iﬁsight of'Human Relations—and Its Limitatz’ons{[

Human Relations, the second prevailing theory of the manage.
ment of worker and work, starts out with the right basic concepts:
“people want to work; and managing people is the manager’s job,
not that of a specialist. It is therefore not just a collection of uy
related activities. It also rests on a profound insight—the insight
summarized when we say that one cannot “hire a hand.”

Human Relations recognizes that the human resource is a specific
_resource. It emphasizes this against mechanistic concepts of the
human being, against the belief in the “slot-machine man” who
responds only and automatically to moretary stimulus. It has made
American management aware of the fact that the human resource
requires definite attitudes and methods, which is a tremendous con- .
tribution. Human Relations, when first developed, was one of the
great liberating forces, knocking off blinkers that management had
been wearing for a century. |

Yet, Human Relations is, at least in the form in which it exists
thus far, primarily a negative contribution. It freed management
from the domination of viciously wrong ideas; but it did not
-succeed in substituting new concepts. |
One reason is the belief in “spontaneous mOtW
fear,” the Human Relations people seem to say, “and people will
work.”{This was a tremendous contribation at a time when manage?
ment still felt that people could be motivated only through fear.
Even more important was the implied attack on the assumption that
men do not want to work. Yet, absence of wrong motivation, we
‘have learned, is not enough. And on positive motivations Human
Relations offers little but generalities.

Human Relations also lacks an adequate focus on work. Positiv
motivations must have their center in work and jobyyed, Human
Relations puts all the stress on inter-personal relations and on the
“informal group.” Its starting point was in individual psychology
rather than in an analysis of worker and work. As a result, it
assumes that it is immaterial what kind of work a man does since
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CHAPTER 2 2

© HUMAN ORGANIZATION
FOR PEAK PERFORMANCE

Engineering the job—The lesson of the automobile assembly line
—Its real meaning: the assembly line as(inefficient engineering— ™
pek, Mechanize machine work(and integrate human work—The rules
of “integration”-—The application of Scientific Management—
" The worker’s need to see the result—The worker’s need to control
- speed and rhythm of the work—Some challenge in every job—
Organizing people for work—Working as an individual—Work-
ing as a team—Placement—“When do ninety days equal  thirty 2
years?” |

———

-

o kama-f—m DL@/Q/QE’-—VQP" —1

THE title of this chapter is a manifesto. By proclaiming peak per- ~
formance to be the goal—rather than happiness or satisfaction—it "
r&g"féﬁ/é’ that we have to go beyond Human Relations. By stressing
human organization, it asserts that we have to go beyond traditional
Scientific Management.  sfaf clardy

Though a statement of what we have to do @ a sum-
mary of what we are doing, it is not an expression o pious inten- [T e
tions. We are on the whole not doing the job today. But we know *°F N
what it takes to do it.

Engineering the Job .

‘This is particularly true of the first requirement of human or-
ganization for peak performance: the engineering of the individual
job for maximum efficiency. It can be argued convincingly that our
difficulties and failures here are fot) the resy '
refusal to accent our awn knnwledan b

-
o
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We are, 1 think, pretty much in the position in which the bacteriologists
were for fifty years. In their search for effective germ killers they concen-
trated on producing the absolutely pure bacterial culture. Again and
again they found themselves frustrated by fungus infestations that killed
the bacteria. These fungi became well known; the penicillium mold was
isolated and its properties were described almost fifty years ago. But their
conviction that a pure culture was the starting point of all research totally
blinded the bacteriologists to the fact that the pesky fungus was what they
were really hunting for: the potent germ killer. For decades they regarded
the fungus as a nuisance, threw away the infested cultures and sterilized
the equipment anew. It took genius to see that the infested culture rﬂer
than the pure one offered the clue to bacteria control. But once Alexander
Fleming had had this true “flash of genius,” it took but a few years to
develop all of today's antibiotic medicines.

Similarly, in engineering the job, we have been blinded for a
half century by the search for the elementary motion and by the
belief that the job should correspond as much as possible to one
such motion. We have had abundant evidence to the contrary:
the IBM example is only one of a great many similar experiences.
But we have brushed aside this evidence as a nuisance, have ra-
tionalized it away as nothing more than emotionalism, have
apologized for it as poor engineering. We have, so to speak, thrown
out the penicillin because it killed bacteria and thus hampered our
search for what kills bacteria.

One reason for this self-imposed blindness has been the tremen-
dous impact of the automobile industry on our thinking. I have
mentioned earlier how Henry Ford’s insistence on the uniform final
product obscured our realization of the essence of mass production.
Similarly, the tremendous success of his assembly line with its at-
tempt to confine each worker to one operation, if not to one motion,
has blinded us to the real meaning of the scientific and systematic
analysis of human work and has deprived us of its full value.

Little work could actually be organized on the Ford principle of
one motion to the worker. The specific conditions that made this
an effective principle on the automobile assembly line, the produc-
tion of one basically uniform product, exist in few other industries.
In fact, they are to be found most often outside of manufacturing:
in processing orders in a mail-order house, or in clearing checks.
But for decades we have tried to-apply the one-operation principle

Aocrita +ho A Va2  Tat_ 1 .
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supervisor. As a result productivity has gone up almost go per cent; turn.
over of clerks has dropped by two thirds.

But IBM is, to my knowledge, the only company that has so far
drawn the obvious conclusion from this experience.

One reason for our blindness is that we have only recently ob.
tained the key to the understanding of our experiences. Till now
the question has always been: How do we explain the undoubted
efficiency and productivity of the automobile assembly line if it is
true that people work more effectively when they do an integrated
job rather than one motion? As long as the one-motion one-job con-
cept produced the results so'ob_vious in Detroit, experiences such as
the ones cited here could always be dismissed as exceptions. f

The Assembly Line—Inefficient Enginecring

Now, however, we know that the auntomobile assembly line is
not perfect engineering of human work. It is imperfect and in-
efficient engineering of machine work. This has been shown by the
automobile industry itself, for instance, in the new Ford Motor
Company plant in Cleveland. There a traditional assembly-line
process has been completely mechanized—with significant increases
in efficiency and output. All materials handling, machine tending
and routine inspection is automatic. The total number of workers

is not significantly lower than it would be in the traditional plant.

But the workers are not on the production floor; they are designing,
building, maintaining and controlling the automatic equipment.

We know today, in other words, that wherever the one-motion
one-job concept can be used effectively, we have an operation that
can and should be mechanized. In such an operation the assembly-
line concept may indeed be the most effective principle for human
work, but human work, in such an operation, is itself an imperfec-
tion. This is work that should properly be engineered as the work
of machines rather than of men.

For all other work—and that means for most of the work done
today in manufacturing industry and for all the work that will be
created by Automation—the principle is the organization of the
job so as to integrate a number of motions or operations into a
whole. |

[
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We have two principles therefore rather than ane. @e for
mechanical work is Mechanization. Phe ofje for human work is In-
“tegration. Both start out with the systematic analysis of the work
into its constituent motions. Both lay out the work in a logical
sequence of motions. In both attention has to focus on each motion,
to make it easier, faster, more effortless; and improvement of the
entire output depends on improvement of the constitutent motions.
But the one organizes the motions mechanically so as to utilize the
special properties of the machine, that is, its ability to do one thing
fast and faultlessly. The other one integrates operations so as to
utilize the special properties of the human being, that is, his ability
to make a whole out of many things, to judge, to plan and to change.

The technological changes under way not only make possible the
realization of the correct principles but force us to apply them. They
give us the means to make fully mechanic those jobs in which the
human being is used as an adjunct to a machine tool. But the work
that is not capable of being mechanized—above all, the work
that is needed to make the new technology possible and to support
it—can under Automation only be organized on the principle of
integration, can, in fact, not be done at all unless so organized.
Productivity will therefore increasingly depend on understanding
these two principles and applying them systematically.

How far to go with Automation and how fast, where to apply it
and how, are engineering problems that have been considered else-
where. Here we need only say that wherever work can effectively
be organized on the one-motion, one-job concept, we have prima
facie evidence of its being capable of being mechanized with a con-
sequent increase in efficiency and productivity. Anything short of
‘mechanization in such work should be considered a stopgap and
evidence of incomplete or imperfect engineering rather than an
example of human organization for work. The automobile assembly-
line worker is not a model of human work, as we so long believed.
He is an—already obsolescent—model of non-human, mechanic
machine work. '

The Rules of Integrgtion

But do we know how to organize human work? Do we know what
integration means, what its rules are? Can we tell effective from in-
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MOTIVATING TO PEAK PERFORMANCE

What motivation is needed—"“Employee satisfaction” will not doﬁ1
—The enterprise’s need is for responsibility—The responsible
worker—High standards of performance—Can workers be man-
aged by objectives’—The performance of management—Keeping
the worker informed—The managerial vision—The need for
participation—The C.%0. example--The plant-community activ-
ities. e :

- . e
WHAT motivation is needed to obtain peak performance from the
worker? The answer that is usually given today in American in.
dustry is “employee satisfaction.” But this is an almost meaningless
concept. Even if it meant something, “employee satisfaction” would
still not be sufficient motivation to fulfill the needs of the enterprise.

A man may be satisfied with his job because he really finds ful-
filment in it. He may also be satisfied because the job permits him
to “get by.” A man may be dissatisfied because he is genuinely dis-
contented. But he may also be dissatisfied because he wants to do
a better job, wants to improve his own work and that of his group,
wants to do bigger and better things. And this dissatisfaction is the
most valuable attitude any company can possess in its employees,
and the most real expression of pride in job and work, and of
responsibility. Yet we have no way of telling satisfaction that is ful-
filment from satisfaction that is just apathy, dissatisfaction that is
discontent from dissatisfaction that is the desire to do a better job.

We also have no standards to measure what degree of satisfaction
is satisfactory. If 70 per cent of the employees answer “yes” to the
question: .“Do you think the company is a good place to work in?”




/e -/
** "MOTIVATING TO PEAK "PERFORMANCE " gog

—is that “high satisfaction,” “low satisfaction” or what? and what
does the question mean? Could any manager answer it with “Yes"
r “No™? We can measure the effectiveness of concrete company
pohcxes. It makes sense to ask: “Is the scheduling system good
enough to enable you to work or do you often have to wait for
‘parts?” It is meaningful to ask: “Is the parking lot adequate?” But
“satisfaction” as such is a measureless and meaningless word.

.And nobody knows which of the things that we are trying to
measure in terms of satisfaction have any impact on behavior and
performance, or how much impact they have. Is satisfaction with
one’s fellow-workers more itmportant in motivating people to work
than satisfaction with physical working conditions? Is either of
them important? We do not know.

But satisfaction is, above all, inadequate as motivation. It is
. passive acquiescence. A man who is deeply dissatisfied may quit; or
if he stays, he is likely to become bitter and move into opposition to
company and management. But what does the man do who is
- satisfied? After all, the enterprise must demand of the worker that
- ‘he do something, willingly, and with personal involvement. It must

have performance—not just acquiescence.

[ The present concern with satisfaction arose out of the realization
that fear no longer supplies the motivation for the worker in in-
dustrial society. But instead of facing the problem created by the
-|disappearance of fear as the motive, the concern with satisfaction
sidesteps it. What we need is to replace the externally imposed spur
‘fof fear with an internal self-motivation for performance. Responsi-
bility—not satisfaction—is the only thing that will serve.
| One can be satisfied with what somebody else is doing; but to
perform one has to take responsibility for one’s own actions and
‘their impact. To perform, one has, in fact, to be dissatisfied, to want |
(to do better,

Responsibility cannot be bought for money. Financial rewards
‘and incentives are, of course, important, but they work largely
."'~negatlvely Discontent with financial rewards is a powerful dis-
‘incentive, undermining and corroding responmblhty for perform-
~ance. But satisfaction with monetary rewards is not, the evidence
‘indicates, a sufficient positive motivation. It motivates only where
other things have made the worker ready to assume responsibility.
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One can see this quite clearly when studying incentive pay for
increased work. The incentive pay produces better output where
there is already a willingness to perfOrm better; otherwise it is in-
effectual, 1s indeed, sabotaged.

[ The question whether people want to assume responsibility

‘today in industry. On one side, we are being told by the Human
Relations group that people want responsibility; indeed, that they
need it. On the other, we are told by management after management
that people fear responsibility and shun it like the plague.

A The evidence produced by neither side is particularly convincing.
’zz}%{ the whole discussion is none too_relevant. It does not matter
Omae ether the worker wants responsibility or not. The enterprise must

demand it of him. The enterprise needs performance; and now that

it can no longer use fear, it can get it only by encouraging, by induc-
ing, if need be by pushing, the worker into assuming responsibility.

The Responsible Workex |

There arm hich we can attempt to reach the - goal
_of the responsible ngﬁcxv@I hey are careful Mcememolugh stand-

gds of perform _@_nce@prowdmg the worker with the information
needed to control himself%and with opportunities for- participation
that will give him a managerial vision. All four are necessary.
DA systematic, serious and continual effort to place people right
has already been described as a prerequisite to high motivation.
@ Nothing challenges men as effectively to improved performance as
a job that makes high demands on them. Nothing gives them more
pride of workmanship and accomplishment. To focus on the
_minimum required is always to destroy peaple’s mofivation. To
focus on the best that can just be reached by constant effort and
ability always builds motivation. This does not mean that one
should drive people. On_the contrary, one must let them drive
themselves. But the only way to do this is to focus their vision on a

high goal. —

Output standards for the average worker are always, of necessity,
minimum standards. They therefore inevitably misdirect. They
should not even be used as declared minimums with extra compensa-
tion for output above the standard, for the worker will still consider

has been mooted for thousands of years. It is being discussed again -
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the standard as normal. Indeed, the good worker who can easily
“beat the standard” is likely to be affected adversely. He will either
feel that he has to keep his output down so as not to “put on the
spot” his less competent fellow-workers; or he will lose respect for a
management that does not know better than to set so absurdly low
a standard. And whenever management attempts to raise the stand-
ard, he will be the first to complain that he is being driven.

. The IBM decision to abolish general standards and to let the
- individual worker work out his own norm was sound—as its results

showed;é Its success suggests that industry might go further and set

: enuinem the worker’s job rather than output standards.
penty 2 10t the .

Instead of starting out with what a worker can do physically, we

- might start out with what he needs to contribute, We ought to be |

able to spell out for each job what it has to contribute to the attain-
ment of the objectives of the department, of the plant, of the

company. For the jobs in the new technology an objective in place
" of a minimum norm will be required; they could not be done other-

wise. But even for the machine-paced work in today’s assembly
- plants, objectives can be set meaningfully if some challenge to skill

+ and judgment is built into the job.

o - To motivate the worker to peak performance, it is equally im-

Pbﬁant that management set and enforce on itself high standards

:Jfor- its own performance of those functions that determine the

'QEOrker’s ability to perform.

. ew things demoralize employees as much as to sit around waiting
¢ for work while management fumbles—no matter how much they
" pretend to themselves that they enjoy their paid rest. Few things
~ constitute such conclusive proof of management’s incompetence in
: their eyesJTo schedule so that there is always work o do for the
{men 1s not a minor matter. Nor is having the equipment in first-
J class condition or maintaining it before it breaks down or repairing
} it immediately when it breaks down. And one of the most important
'.‘f%pUrs to worker performance is spotless housekeeping. These activ-
\ities directly reflect management’s competence and its standards, by
Jmaking manifest to the worker how good his management is and |

{ how seriously it takes his work, = -

= “This applies fully as much to salesmen as it does to machine
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of management’s competence is its ability to keep people working|
with the minimum of disruption and the maximum of effectiveness,

his staff waiting in the morning until he has read and sorted the
mail—only to put pressure on them in the afternoon to make up
for lost time. No union speaker can curtail output as effectively as
the foreman who keeps workers standing around while he hunts
in the tool-room for a replacement part he should have procured
a week ago. Nothing damages morale as much as the chief engineer
who hoards a few men “just in case” and keeps them employed on
“made work.” Any such lack of sound planning lowers the men’s
respect for management. It convinces employees that the company
does not really want them to perform, and destroys their willingness
to exert themselves. Only one common saying is more damning to a
company than the proverbial “They let you get away with murder L
around here.” It is: “It’s just like the Army; hurry up and wait.l

@ A wise plant manager once told me that he didn’t want his
foremen to do anything except to keep their department@ the
machines in it spotlessly clean, always to schedule work three days

There are few worse cost leaks than the office manager who keeps)

ahead, to insist on the newest equipment available and to replace
tools before they gave out. His successor has brought in a whole

array of Personnel Management techniques and gadgets, spends
time and money on selecting his foremen and even more on training
them, and pelts them with Human-Relations talks—and yet he has

never been able to equal his predecessor’s production record. —

K'eeging the Worker Informed '
To ork against obiectives i i ationl The

~question is not: How much information does the worker want? It
is: How much must the enterprise get him to absorb in its -own
interest? How much must he have to allow the enterprise to demand
responsible performance of him, and when should he get it?

@) The worker should he enabled to control, measure and guide his
own performance. He should know how he is doing without being
told. The rules for procedures and information that apply to
managers apply to workerw . s
~But the enterprise must also attempt to have the worker take

.

i et Bk i
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responsibility for the consequences of his actions. He should know
how his work relates to the work of the whole. He should know
what he contributes to the enterprise and, through the enterprise, to
‘society.
~ Irealize that it is not easy to provide the worker wuh the necessary
information to do his own job. It requires new techniques. The
figures themselves are usually on record, but new tools are needed
to get them speedily to the worker whose work they measure. He
alone can do anything about them. And if he lacks information, he
will lack both incentive and means to improve his performance.
To provide the worker with information on the enterprise and
his contribution to it is even harder. For most of the conventional
data mean nothing to him, especially if presented in conventional
~ form and with the conventional time lag. Still, management must
try to convey this information—not because the worker wants it
but because the best interest of the enterprise demands that he
have it. The great mass of employees may never be reached even
with the best of efforts. But only by trying to get information to
every worker can management hope to reach the small group
that in every plant, oﬂice or store leads public opinion and molds
common attitudes. '

The Managerial Vision

/20y

Placement, performance standards and information are conditions
for the motivation of responsibility. But by themselves they do not

supply this motivation. The worker will assume responsibility for
peak performance only if he has a_managerial vision, that is, if he

sees the enterprise as if he were a manager responsible, through his
performance, for its success and survival. This vision he can only
attain through the experience of participation.

]

We hear a great deal today about “giving” people pride in their

accomplishment cannot be given. People cannot be made to “feel”

important. The president who writes letters to the workers as ‘‘dear
fellow employees” will not make them feel more important; he will
only make himself look foolish. Pride and accomplishment, further,
cannot be created outside of the job and work, but must grow out
of them. A “service pin” for twenty-five years’ faithful work may be

work and a sense of importance or accomplishment. Pride and

1
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CHAPTER 24
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@ THE ECONOMIC DIMENSION
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Financial rewards not a source of positive motivation—The most
serious decisions imminent in this area—An insured expectation
of income and employment—The resistance to profit—Profit-

_sharing and share ownership—“No sale, no job.”
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I HAVE intentionally postponed any discussion of the economic rela-
tionship between enterprise and worker. Not that it is of minor
importance. But financial rewards, as already indicated, are not
major sources of positive motivation in the modern industrial so-
ciety, even though discontent with them inhibits performance. The
best economic rewards are not substitutes for responsibility or for
the proper organization of the job. Yet, conversely, non-financial
incentives cannot compensate for discontent with economic rewards.

It is in this area that we may face the most serious immediate
decisions. If only because of the union demand for the “guaranteed
annual wage,” the next few years may well determine whether
we can resolve economic conflicts to the lasting benefit of enter-
prise, worker and society, or will instead aggravate them for years
to come.

The main problem is not one of high or low wage rates. It is not
even primarily one of wage differentials, powerful though resent-
ment against “wrong” differentials may be. The real problems lie
much deeper.

The first of these is the_conflict between the. enterpri
and its demand for wage flexibility, &nd)the employee’s

his demand for wag_stablligy This con-

e

-
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flict can be resolved only by a predictable wage and employment
plan.

To demand or to give a guarantee of absolute employment
security—the “guaranteed annual wage” of current union propa-
ganda—is as inane as to promise a man that he will never die. It is
less than worthless; for it could not be honored. when the worker
needs security, that is, in a depression. And its spread, by making
- the whole economy rigid, would make a depression inevitable and
twice as severe. The danger is clearly shown by the experience of
Italy with such a promise of “guaranteed employment.” In the
bleakest days after the Italian collapse in World War II when Com-
munist victory seemed all but inevitable, the Italian Government
enacted a law which forbids employers to dismiss regular workers
except when the business is in extreme economic distress. As a
result nobody in Italy hires people; for once they have been hired
they become right-away regular workers and are permanently on
the pay roll. Companies prefer to forego expansion rather than
hire more men. Even though there is an acute power shortage in the
industrial areas of Northern Italy the power companies, for in-
stance, are stretching out their building programs rather than hire
additional men into construction gangs where there would be no
work for them after five years or so. This law enacted to prevent
unemployment—and perhaps necessary under the conditions of
1945 or 1946—has become one of the major causes of large-scale
- unemployment in Italy. Yet nobody dares say so in public, let alone
suggest that the law be changed or repealed; since it is labeled “a
guaranteed employment law,” it has become the holy of hohes
of the labor unions and completely sacrosanct.

What is needed is not the promise of immortality that is the
unions’ traditional “guaranteed annual wage.” What is needed is
a life-insurance policy. And that can be given.2 |

-Most companies can anticipate on the basis of their own past ex-
. perience the worst drop in employment likely to occur within any
twelve-month period. (For most American businesses the worst such

1For a detailed discussion see my The New Society, page 232 ff.
3One very simple but effective plan for a small company—the Resistoflex Cor-

poration, Belleville, New Jersey—is described in the January, 1954 issue o
Personnel Magazine.

/2»/7.
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drop came in 1937-38.) On the basis of this experience the probable
worst for today’s workers can be worked out. That alone would
give an expectation of employment and income that goes far beyond
workers’ expectations. Only a small minority of enterprises has ever
experienced a drop of one third in the hours worked within a
twelve-month period; and even a one-third drop means that 8o per
cent of the workers can expect to work 8o per cent of their present
-hours during the twelve months ahead. And 8o per cent of present
income Is enough of an expectation to allow them to budget.

Once we have such an expectation we can actually insure it and
thus limit the risk for enterprise as well as for employee. Of course,
there is always the danger of the unpredictable catastrophe. An
insured expectation of employment and wages will not protect jobs
if a business goes bankrupt or a whole industry collapses. But this is
like saying that. fire insurance is no good because it does not cover
damage done by tornadoes.

We have enough experience by now to know that, properly done,
stabilizing employment and wages directly benefits the enterprise
and cuts costs of operations. It is not a philanthropic venture and
should not be tackled as such. Indeed, the most successful predict-
able wage and employment plans have grown out of attempts to
reduce costs by stabilizing operations.

One example is that of maintenance operations on a railroad. Mainte-
nance work used to be conducted according to current income. This meant,
however, that most work was done when traffic was high—that is, when "
maintenance workers often spend more time standing by for passing
trains than on their work. By putting maintenance work on a fixed budget
and by scheduling the peaks for periods of slack traffic, costs were cut
by well over a third. And employment could be stabilized with a maximum
fluctuation of 10 per cent or less for any twelve-month period.

The new technology will force the enterprise into stabilizing em-
ployment. Not only will automatic equipment have to be run at a
continuous rate as nearly as possible, but the highly trained and
skilled employees will represent an almost irreplaceable investment.
In its own interest the enterprise must do everything possible to
keep them in its employ—regardless of economic fluctuations.

‘The modern economy offers for the first time in human history
the opportunity to resolve the age-old conflict between economic
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Questzon 4
WHAT ARE OUR RESUI TS‘?

Peter F Drucker

<+ Are we successful?
<+ How should we @ > results?

+ What must we strengthen(or)abandon?

49




esults of social sector organizations are always mea-

d outside the organization in changed lives and changed

litions—in people’s behavior, circumstances, health, hopes,

and above all, in their competence and capacity. To further the

QﬂDL mission, each nonprofit needs to determine what should be ap-

praised and judged, g@; concentrate resources for results.
A as5e55

Ap Vil
LOOK AT SHORT-TERM ACCOMPLISH-
MENTS AND LONG-TERM CHANGE

A small mental health center was founded and directed by a

They called it a “h@almgcommumry and in the fifteen years
thhey ran the orgamz/z tion l\t%ey Achieved result;/others had

wa,m as
ks T ﬁwg@ mpossible. Their primary customers were peo-
™ .. ble diagnosed with schizophrenia, and most came to the

: center fOHOWlﬂg failure after failure iﬂ freatment, their situa-
,’/\g{ﬂ——
tion nearly hopeless. SCL""&(/”O EJ'”"C 5 ( ;A /E\ff e S )

2 g

The people at the center sai T'here is somewhere to
turn.” Their first measure was whether primary customers and
their families were willing to try again. The staff had a number

of ways to monitor progress. Did participants regularly attend

group sessions and participate fully in daily routines? Did the
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w1, _dedicated husband-and-wife team, both psychotherapists.



' Question 4

inciden ' an 1ength of psychiatric hospitalizations decrease?
Couldthesemchwduals show new understanding of their dis-
' ease by saying, “T have had an episode,” as opposed to citing
‘demons in the closet? As they progressed. could participants
set realistic goals for their own next steps?

The center’s mission was o enable beople with serious
and persistent mental illness to recover, and after two or

— T ——,
more years of intensive work, many could function in this

world—they were no longer “incurable.” Some were able to
return to a life with their family. Others could hold steady
jobs. A few completed graduate school. Whether or not
members of that healing community did recover—whether
the lives of primary customers changed in this fundamental

way—was the organization’s single bottom line.

In business, you can debate whether is really an
adequate measuring stick, but without it, there #s no business
in the long term. In the social sector, no such universal stan-
dard for success exists. Each organization must identify its
customers, learn what they value, develop meaningful mea-
sures, and honestly judge whether, in fact, lives are being

changed. This is a new discipline for many nonprofit groups,

but it is one that can be leamea S0 AT B PP |
Cd/ sopfon) TTr5 .~
QUALITATIVE AND
QUANTITATIVE MEASURES

Progress and achievement can be appraised in qualitative 156w
—_—

and quantitative terms. These two types of measures are

interwoven—they shed light on one another—and both are

4-‘-—‘-—.._._
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What Are Our Results?

necessary to illuminate in what ways and to what extent
lives are being changed. 20 )

Qualitative measures address the depth and breadth of

cﬁange within its particular context. They begin with specific

Ko
observations, build toward pat?ems, and tell a_@@

vidualized story. Qualitative appraisal offers valid, “rich”
data. The education director at a major museum tells of the
man who sought her out to explain how the museum had
opened his teenage mind to new possibilities in a way he
knew literally saved his life. She used this result to support
her inspiration for a new initiative with troubled youth. The
people in a successful research institute cannot quantify the
value of their research ahead of time. But they can sit down
every three years and ask, “What have we achieved that con-
tributed to changed lives? Where do we focus now for re-
sults tomorrow?” Qualitative results can be in the realm of
the intangible, such as instilling hope in a patient battling
cancer. Qualitative data, although sometimes more subjective
and difficult to grasp, are just as real, just as important, and
can be gathered just as systematically as the quantitative.
Quantitative measures use definitive standards. They

begin with categories and expectations and tell an objective
story. Quantitative appraisal offers ValiM. Exam-
ples of quantitative measures are as follows: whether overall
school performance improves when at-risk youth have in-
tensive arts education; whether the percentage of welfare re-
cipients who complete training and become employed at a

livable wage goes up; whether health professionals change
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Question 4

their practice based on new research; whether the number
of teenagers who smoke goes up or down; whether inci-

dences of child abuse fall when twenty-four-hour crisis care

is available. Quantitative measures are essential for assess-
ing whether resources are properly concentrated for resuls,
whether progress is being made, whether lives and com-
munities are changing for the better.

ASSESS WHAT MUST BE o R
STRENGTHENED OR ABANDONED - ,;LML

One of the most important questions for nonprofit leader-
ship is, Do we produce results that are sufficiently outstand-

ing for us to justify putting our resources in this area? N eed

—

alone does not justify continuing. Nor/does tradition. You
must match your mission, your CCE@_’éntration, and your re-
sults. ﬁj_ke the New Testament parable of the talentg,lyour job
is to invest your resources where the returns are manifold,

where you can have success. o ou ZL"j[ ol
Q@E@anﬂhing is always bitterly resisted. Peopte /91" '

in any organization are always attached to the obsolete—the

things that should have worked but did not, the things that

once were productiv@o longer are. They are most at-

tached to what in an earlier book (Managing for Results,
1964 T called “investments in managerial ego.” Yet aban-

donment comes first. Until that has been accomplished, little
else gets done. The acrimonious and emotional debate over
what to abandon holds everybody in its grip. Abandoning
anything is thus difficult, but o\n/ly for a fairly short spell. Re-
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What Are Our Results?

_birth can begin the dead are buried; six months later,

everybody ﬁv/o/n@s, (Why did it take us so long?”

|

P \;

o

LEADERSHIP IS ACCOUNTABLE
There are times to face the fact that the organization as a

whole is not performing—that there are weak results every-

where and little prospect of improving. It may be time to
merge or liquidate "/’én‘ ) put your energies somewhere else.

And in some performance areas, whether to strengthen or

abandon is not clear. You will need a systematic('é\ﬁﬁljgsis as

part of your plan.

At this point in the self-assessment process, you deter-
mine @lts for the organization should be @&_w\b@re
to concentrate for future success. The mission defines the
scope of your responsibility. Leadership is accountable to

dﬁtﬁrmm@ must be appraised and judged, to protect
the organization from squandering resources, and to ensure

meaningful results. mafe cuse

TN
Note
The preceding text is from Peter F. Drucker, The Drucker Founda-
tion Self-Assessment Tool: Participant Workbook (San Francisco:
Jossey-Bass, 1999), SAT2, pp. 40—44.
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Question 4

WHAT ARE OUR RESULIS?
Judith Rodin

ersDrucker wrote nearly fifteen years ago that the “most

citing” development in his half century of work with non-

profits Was@ they had begun to tallE! of need{byt of

% This was progress of a very important sort—and

Drucker, typically, ‘understated his own role in helping in-

_spire the change. L MRS5S o /
Drucker’s explication of Question 4 /clearly and cogently

ol lays out some of the most important subordinate questions

st b Jpniin the evaluation of outcomes in the nonprofit sector: What
> ..
“1¥& - are the prerequisites for our success? How do our partners

%?}T- and beneficiaries experience our work? What are our quali-
tative as well as quantitative goals? How do we define our
results? Do we have the courage to admit failure and let oth-
ers learn from our mistakes?

- I would submit, however, that Drucker’s insights in this

matter are now sufficiently well understood that he would
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want us today to go further. The contemporary discussion
around evaluation is no longer whether it is worthwhile—it

surely is; NOr is it around whether quantitative measurements
alone are sufficient—surely they are not; nor is it confined to
whether failure is admissible—surely we must admit that
human efforts, no matter how well intended, must fall short,

@that refusal to admit failure @share the knowledge

wihﬂmers_oJJJ;Lcomp@deaﬂm;fgﬂm@,,_\

Instead, the next question—Question 4A, if you will—

asks us how we use our results to play a role in Drucker’s
Question 5, “What is our plan?”

The Five Most Important Questions proceeds on the im-
plicit premise that our plan is fixed and that the results
must flow from it. But the program work of a nonprofit is

more iterative than linear. Our plan needs to be desioned

@iot only to further our mission ¢ But akso to yield measurable
e ERTES —

results, sﬁThat we can know Whether or not the plan is

succeedmg Just as Drucker is correct in observing that
needs are not enough, that intentions are insufficient, so it
is also true that a plan should not be considered complete,
or even satisfactory, until it has been constructed in such a

way as to produce some measurable outcomes and to build

mechanisms, a priori, that allow midcourse corrections
based on these results. This work is not like conducting a

clinical trial or a randomized controlled experiment, how-

ever, where we do not break the code until the end. The
goal is to achieve real impact; thus, measuring results is a
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What Are Our Results?

tool for learning, for self-correcting, in order to reach in-

tended, specified outcomes. S/L&aj ﬁ:‘?-iiff- ?“T
In saying this, we must sail between two shoals, what we

might think of as the Scylla and Charybdis of nonprofit plan-
ning. On the one hand, we must ensure that our plans are de-

signed in such a way that results can be measured. If necessary
to guarantee this, we must even be willing to alter our choices
of specific interventions to undertake, avoiding those where,
for instance, the defined impact is so unclear and immeasur-

able as to be beyond our reach. On the other hand, we must

also avoid the other shoal—the temptation to undertake only

that work most easily quantified, to choose the sort of task that

produces outputs, but fails to alter the most important out-

comes. In this way, to pursue the metaphor just one phrase

further, our voyage is an artistic an just scientific endeavor. 4 b
Drucker begins his discussion of Question 4 by observing,

with emphasis in the original, that “results are the key to our

survival” as institutions. If results are our goal, they must also
be our test. What endures from the work of nonprofits is not
how hard we try or how clever we ma} be or even how much
we care. Hard work is indispensable to success, of course, in
this as in any other field; intelligence is prized in our sector as
in all others involving intellectual endeavor; and caring is what
has drawn the best people into this line of work. But ulti-

mately what is remembered is K o have been able to im-

prove lives. Peter Drucker understood this profoundly. This is
—
why his question, “What are our results?” resonates today.
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