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Preface

The work of managers worldwide has been undergoing significant 
transformation over the past three decades, in fact, changing more rap-
idly today than in earlier years. Their activities are being shaped by the 
influences of intensified, yet also localizing, global trade, use of ever-
tightly integrated international supply chains, and even more by their 
extensive reliance on information technologies (IT) in myriad activities. 
The combination of evolving economic globalization and the cumulative 
effects of so much infusion of digital technologies and telecommunica-
tions into their enterprises has led to so many substantive changes in 
how managers work that today we can speak of a new style of manage-
rial practices. That new style is also being influenced by human behavior 
and various values of societies and businesses from one part of the 
world to another. The recognition of this new style of management sep-
arates this book from the thousands of published declarations that 
everything is or has changed. It is also a rough jungle because so many 
players in so many countries and cultures are involved in the game.

Let’s be blunt about the matter. Many managers, if not most, are 
poorly equipped to succeed in the years to come because their knowledge 
base is too narrow and the environment they must operate is becoming 
too complex. They are fed insights and facts on ever-narrower topics at 
work, through business publications, and often at school and university. 
I argue that their world is becoming so complex and so serious that they 
need to broaden their appreciation for how business is evolving in ways 
that are not normally considered. How they should come to better 
understand the world around them and how to succeed in it is the reason 
for this book. Put more formally, the primary objective of this book is to 
make readers—primarily managers—aware of the critical features of 
the evolving workplace in which they must succeed. A second objective 
is to define many of the behavioral attributes managers need to thrive 
in the evolving environment described in this book. Get ready to explore 
a great many topics normally not pulled together within the covers of 
a  single book. But, don’t expect detailed case studies or massive 
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quantities of data, this book’s purpose is to point out the obvious issues 
you will need to wrestle with over time. Get ready also to have to con-
stantly relearn and reboot your knowledge base. How?

This book achieves its objectives by addressing the accumulation 
of changes that have been underway for some time, and that are 
continuing to emerge, as part of a larger fundamental process of shap-
ing modern management. Relying on history and observations of 
current trends, it describes the context in which we work and both 
obvious and some not-so obvious implications, making recommenda-
tions on how management should function. It also defines many 
elements of management that have not changed, despite the hype. 
Activities are occurring, despite cycles of prosperity and recession 
that simultaneously affect the global economy today. It offers you 
ways to think about your role as manager so that you can optimize 
your effectiveness in what many consider to be rather turbulent and 
uncertain changes in the profession of management.

In addition to describing the evolving nature of management, it 
makes recommendations in each chapter on what to do as a result of 
those events. If you are impatient for answers, go to Chapter 6, which 
summarizes them, but then go back and read the other chapters so you 
understand why. This book was intended to be brief in order to quickly 
understand my point. If you pay attention, you will dig deeper on those 
topics that resonate with you right now and, hopefully, you will con-
tinue to do that for the rest of your career.

Key Ideas of the BooK

The transformations—what I am calling changes in managerial 
style—are characterized by such features as the extensive use of mas-
sive quantities of numerical data to inform decisions, modeling of 
options from such mundane things as budget options with a spread-
sheet tool on a PC, use of social media, to deploying super computers 
to conduct R&D and model market performance. Their organizations 
have spread around the world, integrating enterprises together of var-
ious sizes and roles, creating what today we call extended supply 
chains, while flattening the hierarchical structures of ever-larger cor-
porations and smaller ones competing globally. All of these events 
occurred, and continue to occur slowly and incrementally around the 



Preface ix

world, not just in those national economies known for their early or 
extensive use of computing, for example, or in the richest national 
economies.

I have elected to discuss those current realities in which management 
operates that are the most important in affecting the success of 
management today and in the next several decades. I use this method of 
describing emerging features and implications of their new style of 
work. I use the word “emerging” because that process is still unfolding. 
Neither you nor I have the time to consume a far larger book that is 
more comprehensive. As managers have to do, we need to practice 
cognitive triage because there is too much information and managerial 
advice “out there” for anyone to absorb. And that is one of the lessons 
for management today: acquire the skill to select what needs to be 
understood right now and at what level of detail. Let this book be an 
example of that practice at work.

My intention is not to write a history or a full description of the evo-
lution of managerial practices, although many observations are set in 
historical context, because understanding what has happened so far is 
absolutely crucial for understanding changes underway today. So bear 
with me as I offer more history than you might want—I use history 
because too many managers do not have historical perspective for 
 context. The work performed by management is becoming more 
cerebral and success more dependent on understanding the context in 
which they work that goes beyond the normal fare of economics, prices, 
competition, and business practices and that must now also include 
 history, sociological issues, culture, and, of course, the ever-changing 
and expanding role of IT. Understanding the context of your reality 
must extend across economic, technological, and business realities at a 
minimum, and ideally if you can absorb it, the social values of your 
environment at home and abroad, inside and outside your company, and 
appreciate the behaviors that are the results of those dynamics. My 
approach is particularly essential for those who have to deal directly 
with the consequences of economic globalization, governmental and 
regulatory globalization, and, of course, with the fact that today many 
of their firms spend between 7 and 15% of their budgets on information 
processing technologies and telecommunications, which themselves 
have become embedded in every facet of their business and who have to 
train their managers (and their workforces at large) in new ways of 
working.
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We also have to deal with the fundamental problem that corporations 
are not doing as well as portrayed in their annual reports. Cheap money, 
inflated stock values, and the mess whole industries created for them-
selves and others in 2007–2009 through their inability to deal with 
complex issues, such as real estate derivatives, all hint that managers 
have a serious set of problems facing them for years to come. In the 
United States, the banking world has had to pay penalties in excess of 
US$100 billion, in Europe managers are going to jail, in China corrupt 
corporate leaders have been executed, and so on. Dealing with com-
plexity and hidden realities is serious business.

I argue that the transformation currently underway in how man-
agers do their work has not, however, fundamentally altered their 
mission, the raison d’être for why we have managers in the first place. 
Scholars such as Peter Drucker, Alfred D. Chandler, Jr., Gerald 
Greenwald, Adam Brandenburger, Barry J. Nalebuff, and Rita Gunther 
McGrath spent their professional lives describing those missions; I have 
no reason to displace their good work. Rather, mine builds humbly on 
their efforts, and upon that of such others who have followed them, such 
as Don Tapscott and Laurence Prusak all conditioned by historical per-
spective, solid observations, always paying close attention to broader 
social and economic contexts, and not just traditional managerial prac-
tices. So this book links the information-influenced work of managers 
to fundamental changes in the economy, in which the further integration 
of global industries, markets, and national economies are themselves 
influencing the work of managers, the “visible hand” in an economy 
that Professor Chandler described so well.

the audIence for thIs BooK

Bluntly put, it is today’s managers and those who aspire to be one. I 
speak directly to these communities, although with a tip of the hat to the 
academics and journalists who are helping to equip management with 
insights about running enterprises. This book is by and for managers 
about how our craft is evolving into a more structured profession at a 
time of enormous transition in global economics, political constructs, 
and technological transformations that extend beyond computing and 
telecommunications into many other fields. In short, they are working 
in a period of increased appreciation of the role of chaos in science and 
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understanding of how people and societies function, and when busi-
nesses are entering a world potentially as different as the rise of the 
modern corporation itself in the late nineteenth century.

A diligent business school professor should recognize much that is 
in this book and, to a large extent, a competent MBA student should too, 
because so many had to have worked for several years before going to 
business graduate school. I need to remind both communities, however, 
that they make up only a tiny portion of the population of the world’s 
business managers. I look to the academics to provide elegant and use-
ful paradigms and the detailed case studies that we managers find so 
valuable. But as a manager, my worldview looks up from the trenches 
in which even small mistakes harshly cost managers their jobs, where 
50–60 hour weeks are all too normal, where job pressures change per-
sonalities and behaviors, and where customers expect so much.

the Mega trends affectIng ManageMent

This book explores mega trends and activities that I believe are changing 
the substance of managerial work:

1. Business practices/environments continue to evolve—they have not 
stabilized as some would argue—due in large part to all manner of 
information and telecommunications technologies that continue to 
enter economic/business life, various human values, and behaviors.

2. Managers are actually facing greater changes in the organization of 
their businesses than in the past and consequently are challenged to 
find new ways of managing their enterprises. Opportunities for novel 
sources of revenue and new sources of threats present themselves 
that cannot be ignored.

3. It is more than the story about the Internet—the Internet’s influence 
on business structures and opportunities are just barely beginning to 
be felt; everything so far has been minor in comparison to other 
effects of earlier uses of IT. We now face additional yet fundamental 
structural changes in industries and economies, not just firms.

4. The style of how management is conducted has moved sufficiently 
to new forms such that we can speak of evolving ways with which 
their daily work is done today when compared to how it was done 
even as recently as 20 years ago.
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5. IT has become pervasive, much like process management became 
ubiquitous in the 1990s. But there is also a broad band of differences 
between corporate IT and consumer IT; both are often intermixed 
and confused by the press and observers. Each requires its own 
descriptions, strategies and, often, managerial practices. Selling or 
using iPods, iPads, LinkedIn, and Facebook is not the same as 
running a process driven by Enterprise Resource Management in 
manufacturing; the latter industry (manufacturing) still makes up 
roughly 27% of the World’s GDP.

This book identifies key inconsistencies in practice versus beliefs, such 
as the notion that knowing about the future direction of an industry 
causes managers to take different actions today; in fact, they do not until 
forced to by immediate circumstances.

Today over 60% of all major commercial deployments of IT are 
initiated and managed by non-IT management. In fact, there is hardly a 
CEO who has not led an IT project sometime in their recent career, such 
as an implementation of an SAP software package or some other large 
system. Because so many non-technical managers are now involved in 
IT managerial issues, the insights and experiences of chief information 
officers (CIOs) need to extend into line management. Many experts on 
business management have already published on how the insights and 
knowledge of line management have to be part of the CIO’s kit bag; this 
book takes the dialogue in the opposite direction, because of the perva-
siveness of IT in the work of line management.

Because management as a body of practices is evolving into forms 
more suitable to an age in which networked firms and extensive use of 
IT pervades, a new style of management results across three dimen-
sions: its causes, features, and resulting behavior. I use the term digital 
style in order to help move us away from a more manufacturing-centric 
(Fordist) model of earlier decades. I argue that we are already in a 
period of significant institutional (read business model, extended 
enterprise, etc.) transformation and deployment of IT that is extending 
beyond the deployment of the Internet, one moving toward a global 
technological and economic balance-of-power similar to that experi-
enced generally by the world prior to modern times. I describe the way 
such a growing convergence of standards and economies of scale, 
among others, affect managerial behavior. This book is about today’s 
general management.
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“Only” a third of the world’s human population uses the Internet 
today, so the lion’s share of the story is about other forms of IT and their 
effects on the work of managers, and so that “other” part of IT will 
receive the bulk of my attention. Another reality is that today more 
devices than people use the Internet. The Internet will not, however, be 
ignored since it is a crucial component of the connected world that is 
emerging, and that will engage at least twice as many people in the next 
decade than today. I emphasize the notion of entering because the real 
effects of the Internet thus still lie in the future, when compared to the 
effects of earlier waves of IT on enterprises and governments.

The title of this book is intended to call attention to a frame of ref-
erence I want to use throughout this book and that I encourage you to 
adopt as you go about the work of managing for the rest of your career. 
It is the notion that we work in an information ecosystem—call it a 
jungle if you wish—but nonetheless an environment that like a biological 
ecosystem has a lot going on that affects whatever else is occurring in 
the same place. It is an old idea that has occurred to earlier business 
writers but was premature and not so relevant until the Internet and 
other forms of IT made most industries and vast land masses accessible 
and manageable at scales impossible to achieve as recently as 20 years 
ago. Like a forest (or jungle), there are big animals (corporations and 
governments) and little ones (small companies and towns), big plants (a 
large national economy such as that of the United States), and others 
dependent on the shade of the larger ones (members of a large corpora-
tion’s supply chain). This ecosystem is one filled with information—data 
and insights—to such an extent that if we continue our ecosystem 
analogy, we can think of information as the animals and vegetation in 
the jungle. Just as natives in a jungle understand how to thrive there, so 
too, must management in its info-jungle. The analogy should not be 
carried too far, but it helps us to understand the nature of global eco-
nomics, role of IT (especially the Internet and mobile computing), and 
the expanding cerebral nature of management and its appetite for ana-
lytics, modeling, and experimentation (sometimes mistakenly called 
entrepreneurialism).

Boiled down to two words, thriving in this ecosystem is all about 
contexts and connections. It is the ability of people around the world, 
and within a firm or industry, to be so closely connected to one another 
that people can interact as they normally would if in close proximity to 
one another, but in a global setting. That is a remarkable change for the 


