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      The first half of each chapter offers a discussion of the topic. The second half focuses on application and how to take these

         ideas into practice.

      


   

      In the beginning was the One.


      The One became two.


      The two became ten thousand things.


      TAOIST SAYING
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      Ten thousand things became two, the whole world represented in binary form by zeros and ones.


      Binary landscapes will once again connect us to all things, linking us through time and space to one another.


      Thus two will once again become one.


      DIGITAL TRUTH


   

      PREFACE


      We are witnessing the birth of a new generation, described not so much by their age, as by their actions in the world. They

         are using the freedoms of the new economy to develop a set of behavioral strategies: Digital Aboriginal.

      


      This new generation is driven, yet they rarely plan. They function equally well in the accelerated Net time of the high-tech

            world and in the empty spaces that tend to provoke synchronicities. Although brilliant strategists, they often chart their

            courses based on pure instinct. They are highly individualized, yet depend on deeply tribal ways of birthing ideas. In the

            guise of looking for killer applications and the next technical edge, they are leading a revolution. They are operating from

            clear and coherent models of success and leadership, which are the heart of this book.


      They are forging new business scenarios based on their insatiable creative spirit. They are driving new values in the workplace

            from their relentless commitment to reshape the future with greater meaning.

 


      These emerging behaviors are changing the shape of business as much or more than all the underlying technology that triggered

         them. So much focus is placed on the technical side of the equation, it is easy to lose sight of the fact that it is people

         who are driving the future of business.

      


      In the current economy there is almost no lag time between a dream and its implementation, a purchase and its fulfillment,

         a change in the market and a corresponding response. At first this kind of acceleration feels like a need to move faster and

         integrate unfathomable amounts of information. But once you are doing business at the speed of thought, it no longer feels

         like speed. It describes a new dimension, rather than a response time. It’s a new domain of knowledge, not just a faster version

         of what already exists. Radical acceleration frees you to track information in a far different way.

      


      I will gradually introduce a broad cast of characters from a wide variety of occupational fields who are actively using strategies

         that often fall outside the familiar habits of highly effective people. In fact, they are going against the well-known dictums

         we’ve been told are critical for success. They don’t begin with the end in mind; instead, they actively deconstruct any preconceptions

         of how things should unfold. Rather than set priorities, they will deliberately destabilize their surroundings so new directions

         can peek through. They’ve gone way past blurring the lines between home and work; they are blurring the lines between almost

         everything. They don’t just think outside the box; it’s their permanent address.

      


      Of course, this has always been the way of adventurers, pioneers and revolutionaries. Great leaders never let the rules stop

         them; this is how they are wired. But what is most startling about our current conditions is that now we all have to operate

         this way, merely to survive. When I speak about this new breed of digital aboriginals who are changing the face of business,

         I am talking about you. I am talking about a set of behaviors that have already begun to bubble up in your own psyche. My hope is that making these

         emergent faculties more explicit will accelerate your journey into this far more creative, dynamic way of living and working.

      


      I tell this story not as an expert on the technical side of what lies ahead. I write from the perspective of an anthropologist

         observing one of the most dramatic shifts in the organization of our social universe that has ever occurred. I write from

         the vantage point of someone striving to understand the creative and emotional challenges being triggered by this new economic

         world. But precisely because of my outsider perspective, my words should evoke some fresh ideas for doing business and charting

         your career in this radical new environment. I offer a road map for the evolutionary challenges we are all about to encounter.

      


      IN THE BEGINNING



      My own experience with these ideas began almost a decade ago through a very personal and quite unexpected experience at the

         Museum of Modern Art in New York City.

      


      I have always loved indigenous art. Whenever I visit a museum, normally I head straight for this section. It never ceases

         to amaze me how this ancient work holds up under the test of time. It stays fresh and strikingly contemporary despite the

         fact that these relics may be tens of thousands of years old. Great artists like Picasso have even copied motifs from ancient

         masks and passed them off as their own, clearly recognizing how edgy these primal images could be.

      


      Of all the indigenous art I know, I particularly love the Australian aboriginal paintings of songlines. Their seemingly random

         dots and wavy lines do not represent anything you’ve ever seen, and yet somehow they seem strangely familiar. These unusual

         patterns were first drawn in sand, long before they became more permanent images. A particular wavy abstract pattern may represent

         an emu, a large native Australian bird, walking to a watering hole. Other seemingly unintelligible rhythms of dots and lines

         may reveal the path the tribe would take to a nearby hill.

      


      The images are not literal, yet they stir some deep primal memory and make sense even though you don’t exactly know why. Like

         a dream you just barely recall—you know what the images mean, even if you can’t quite explain them. They convey a familiarity

         that is hard to place.

      


      For years I tried to imagine the extraordinary visual experience that would trigger such unique pictographs. I would envision

         what it might be like to live nomadically, crossing new terrain every day.With no theories in my head and no plans for tomorrow, maybe I too would be able to look out on the world and no longer see

               such fixed images.


      But what did these early inhabitants really see when they looked out on the vast landscape they called their home? Did they

         truly perceive information differently? Or were their brains just wired differently, so data was processed in patterns now

         unfamiliar to the Western mind. Why did they translate the very same physical objects that you and I see as solid into what

         appear as pure radiating fields of energy?

      


      Then one day, I walked into the Museum of Modern Art and turned to the right where the new shows are often hung. There in

         front of me were six to eight large canvases replicating the patterns of computer boards. The brightly contrasting colors

         and channels of the circuits wove beautiful and dramatic patterns. They were abstract and yet the designs were purposeful.

         Although they were presented as works of art, these patterns allowed real events to take place.

      


      In a sudden flash of recognition, I realized I had seen images like these in only one other place— the aboriginal songlines. The channels of these circuit boards were not unlike the wavy abstract lines that these ancient visionaries might have used

         to indicate a watering hole. The stark colors of both the songlines and the circuits were curiously comparable; both defied

         the gentle gradations one sees in most art. Both images were at once abstract and yet clearly representational of how energy

         and matter might interact.

      


      It was in that exact moment that the phrase digital aboriginal first entered my mind. An avalanche of thoughts spilled over me that became the conception of this book. Many years before

         I ever committed to put words on paper, I began to contemplate this marriage of the ancient and the new. I found the juxtaposition

         of these two echoing and parallel realities, joined just outside of space and time, endlessly provocative.

      


      How could these ancient people have articulated patterns that would stretch through countless generations and forge their

            way straight into our present moment?


      Why would the most cutting edge of modern technology rest on visual images that were first drawn at the dawn of human history?


      This could not be an accident. Obviously these ancient observers sensed a picture of reality so profound and advanced that

         we have only just recently arrived at their doorstep.

      


      A TIMELESS DAWN AND YOU ARE THERE


      The aborigines’ strikingly prescient view of the world says that all things are connected. Every relationship influences every

         other relationship. You cannot separate one event from any other; they can exist only as a continuum.

      


      Further, the within-ness of all things is connected. This allows information from everywhere to freely flow between any two points, building a fabric

         of connectedness that can be accessed from anywhere.

      


      Every time a layer of appearance is taken away, a deeper order lies beneath. What may at first appear as solid inevitably

         turns toward the invisible. Matter irresistibly turns to energy. If you look beneath that which seems stable, you will always

         find the intangible peeking through.

      


      Thus, reality is not a fixed proposition. It is fluid and moving, continually shaped by the beliefs you have about it. We

         ourselves organize this unbounded field of possibility into the shapes we desire and can reorganize everything once again

         merely by shifting our beliefs.

      


      Now try reading through the above description once again and it could just as easily be a description of the new economy.

         The same principles apply.

      


      As I began a deeper investigation into this ancient mirror of our ultra-high-tech world, I realized that these aboriginal

         paintings also echoed the appearance of mathematically generated fractals, the underlying equations that seem to describe

         the growth of all living forms. They were also reminiscent of photos I had seen of subatomic elements racing through a particle

         accelerator. On film, these particles leave only a spray of patterns to suggest their illusive, indeterminate shape.

      


      Modern science, as well as many leading thinkers in the social sciences, is beginning to look to far more indeterminate and

         holographic models of reality to explain how systems are organized. Obviously, these early observers looked beyond the world

         of appearances to see a more profound order that lies enfolded within our obvious reality. They saw how physical matter conducts

         energy in the same way a microchip conducts bits of information.Without benefit of advanced electronic microscopes or complex mathematical formulas, these ancient observers saw through the

               veil of matter.


      The new economy is leading all of us to look out and experience the very same view of reality that these early observers saw.

         You don’t have to read a book to get it. Just participating in popular culture or having to adapt to the crazy new rules of

         business unusual provokes very similar realizations to those of the ancient shamans, cutting-edge scientific theorists and emerging digital

         mystics. It is not a conceptual realization; it is a lived experience that gets triggered merely by becoming involved in this

         new

      


      terrain. You don’t have to learn how to think different: you do it because the sensory experience of the electronic world naturally provokes it.

      


      You innocently download your e-mail, look in on your company’s Intranet, participate in an on-line chat, research some information

               and suddenly your nervous system is no longer the same. Merely by touching the electronic world, you have entered into a universe that your ordinary mind may not have even considered,

         and the traces of this contact cannot be erased.

      


      You probably did not have e-mail until well after 1993. Even cell phones weren’t widespread until just about that time. Yet

         it probably feels like you’ve always lived this way. This is because you have effortlessly slipped into Net time, where one

         year now feels like seven.

      


      Our passion for heightened connectivity and faster response has led all of us to a place where our rational ways of defining

         the world are now insufficient. Without skipping a beat, we have already begun to speak the language of intangible forces.

         Once familiar business models are collapsing in on themselves, and in their places far more dynamic, nonlinear ways of knowing

         are naturally emerging. Street heat is making every organization boil, forcing all of us to deconstruct our notions of what

         is really important. And merely because we have begun to play around in this emerging electronic universe, whether we consciously

         realize it or not, we are also looking out at the very same timeless, fluid, morphing world that was first seen at the dawn

         of human history.

      


      This is why I have turned my eyes to the aboriginal world. The very same skills that they used to negotiate their magical,

         networked, multidimensional world are what we now need to negotiate ours. We may have the theories, but these ancient nomads

         had the behaviors worked out.

      


      SHEDDING AN OLD SKIN



      Although we are all beginning to use far more instinctual paths for doing business, we are still dwellers between two worlds.

         We are still saddled with antiquated conceptual images of what drives success that we have not entirely let go, mostly because

         we are not clear what will stand in its place. We have not yet been given a new language to replace the one we now speak.

      


      For example, developing a mission statement is extremely useful in a stable environment, but has far less relevance in an

         industry where the rug is being pulled out from under you. Business plans are great for focusing your thoughts, but they don’t

         prepare you for the random events that are far more likely to shape what lies ahead. Normal commission structures were once

         considered motivating. Now many find that they cause people to focus on short-term goals and neglect the deeper client relationships

         that are so necessary in this new economic climate. Actions that made sense even ten years ago are often shortsighted in today’s supercharged atmosphere.


      Much of the standard business literature still relies on the idea that we need to define our goals, set priorities, develop

         our strategies, manage the outcomes and evaluate our impacts. I can assure you that if you operate in this way, someone has

         already beaten you to the finish line. You cannot plan fast enough. We need behaviors that are far more bold and attuned to the unique nature of our time.

      


      In the pages ahead, you will discover that the new economy requires a body of knowledge that I have likened to the aboriginal

         way. It is more instinctual, collaborative and intimately resonant with the surrounding environment. As I describe these new

         laws of success, I am not suggesting something you need to study and learn.

      




      	These are behaviors you are probably already using, but perhaps did not realize.


      	These are skills you value, but perhaps have kept hidden in the closet because the standard literature on success had

         not yet certified these choices as socially acceptable.

      


      	You will discover leadership strategies that build on intrinsic abilities that you have perhaps dismissed as trivial,

         because they came to you so naturally.

      


      	You will discover paths for creativity that you have probably used frequently, but because they were so effortless, you

         did not appreciate their true power and significance.

      





      You will discover a series of cognitive and behavioral maps for organizing these emergent capacities into practical paths

         for solving real-life business challenges. Merely having new language for what you are naturally beginning to do anyway will

         accelerate your creative process and provoke heightened acts of courage.

      


      As usual, pop culture is well ahead of mainstream business theory when it comes to understanding the new rules of the game.


      In the hit movie The Matrix, the two heroes, dressed in black, are suddenly transported onto a stark white screen. Neo, in the role of the student, has

            just gone through a mind-altering experience that has erased his memories of reality. Because he chose the red pill and the

            path of courage, his past and everything he believes has just been shattered.


      Against the backdrop of this dazzling white ground, Morpheus, the teacher figure, explains that the world Neo has always known,

            that is so filled with familiar people and things, is really just a blank screen. A matrix.


      Nothing is real except the programs you feed in. Everything is an illusion created by the software you use. Images can be

            shaped any way you desire.


      This is a very accurate image of our current cultural and economic landscape. We are in the midst of a powerful shattering

         of our beliefs about what is important, the nature of loyalty, what the rules are, etc. As the traditional boundaries defining

         economic activity are fractured and dismantled, there is no longer a fixed order. The more anything goes, the more we are

         functioning with a blank screen. We can feed in whatever programs we choose. We have never been freer to design our career

         paths however we desire. We have never had more options for how we construct our organizations. Access to creative expression

         has never been more available. The landscape is endless, the features undefined, the paths can go anywhere.And that is much of the problem.


      To take advantage of a blank screen, you must be more awake, creative and self-aware. It forces you to look more deeply at

         yourself because there are fewer outside forces determining your choices. Freedom is there for the taking. Unencumbered vision

         is critical. Bold risks are the path. And that is also the beauty of this new world.
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WHO OWNS THE WIND?


Those who have gardens cherish their time with the earth. They will tell you it brings them back to a more centered and simple way of being. While this may be true, there is a far more primal experience that few Westerners have ever even imagined.


One summer a few years ago, an interesting man came to our small town, high in the mountains of Colorado. This traveler had spent many years living in the outback of Australia with an aboriginal tribe. He came to know them and be trusted. He told us that the aboriginal elders counseled their people to avoid the seduction of agriculture. For the average Westerner, working in a garden is a wonderful return to the earth, but to these wise elders, planting is the beginning of the end.


Suddenly, instead of following the weather, you want the weather to be different. And it is now easier to put things in straight lines. And because you have planted, you need fences. And since you have planted, you can accumulate possessions. And once your tribe is bound to a fixed address, forms of hierarchy emerge that were not possible when it had to stay on the move. Because you have put down roots, for the first time you must consider defending your territory. Thus, convenient as it is, planting is the beginning of control.


Merely because you put a small seed in the ground, you are now invested in a whole system of maintenance that requires you to stay put. You are no longer free to follow what calls. So the aboriginal elders wisely teach their people to avoid agriculture. The aboriginal spirit requires the freedom to follow the wind.


The ancient nomad carries little on his back so he can travel at a moment’s notice. He senses a pulse that tells him of the weather long before there are any detectable shifts in the wind. There are no straight lines or obvious paths in his world.


His profound sensitivity is possible only because he does not have to wait for seeds he has planted. His perceptions can be long and deep, since he has no territory that he must defend. His mind is quiet, since he is not attached to outcomes. Because he does not have to plan, his spirit is free.


This is a perfect metaphor for the transition we all now face. Many of our values are based not only on the fading assumptions of the industrial era, but on a lingering agricultural mind-set—that territories can be defended; amassed assets make you powerful and control protects what you have.  1  


The digital landscape is a nomadic world. Access is hindered for those who insist on traveling with heavy baggage. You will soon understand why it makes ownership a very difficult thing to pin down.


Most of us long for the opportunity to bring forth a vision we have held deep inside—plant an idea and stay with it until it bears fruit. It’s hard to let go of this sweet dream of our seeds bearing harvest. But in fact, the way of the gardener is only a rest stop along our return path to a more dynamic creative state. To return to the aboriginal mind we must give up any desire to control what lies ahead. We can no longer waste energy on wanting the weather to be different.


Idea creation is no longer a question of finding a deep personal vision you dream of bringing forth. Idea creation is now a far more nomadic process that rests on seeing an opportunity in the moment and seizing it, long before you even know where the trail will lead. It is far more about being awake and alert, flexible and sensitive, than it is about being forceful and commanding.The well-worn advice of searching your soul for something you love to do may no longer be quite as relevant. It comes from a gardening mentality, and the new economy is the domain of hunters and gatherers.

WHEN MATTER TURNSTO ENERGY



John Perry Barlow, former lyricist for the Grateful Dead, founder of the Electronic Frontier Foundation and leading pioneer in the digital field, wrote a wonderful article titled “Selling Wine without Bottles.”  2  Copyright has been relatively easy up to this point because information such as music, writing or film was transported through atoms in the form of a CD, bound book or videotape. The physical form was controllable, therefore the ideas held within had the semblance of defensible copyright.


We believed we were copyrighting ideas when in truth we were mostly controlling the atoms upon which they were imprinted. This reality came home to roost when the technology of MP3 came along and allowed music to be downloaded directly to our homes via computer. With similar forms of somewhat uncontrollable dissemination now in place for every form of personal expression—software, publishing, video, photography, books, games, etc.—it puts all of us in the challenging position of selling wine without a bottle.


The short-term solution has been to impose a set of copyright laws on a system that defies these kind of controls. Some cheer whenever a new piece of legislation or technical development arises that seems to defend the parameters of intellectual property. While temporarily this may have impact, Barlow’s belief is that in the long term, it just won’t work.


It is a rare individual who does not have any pirated software on his or her computer. Content providers cry that their images and text are often sent freely traveling through cyberspace without footnote or payment. Even with tightened security and more protective international trade laws, Microsoft estimates that 40 percent of the copies of Windows 2000 in circulation internationally will be illegal. And though Microsoft and others have moved toward versions of their software that can be accessed only on-line, and toward monitoring unregulated copies more closely, it’s still probably only a question of time before that moat is also crossed. Video files have been encrypted using a system called CSS. In 1999, hackers cracked the code and a program called deCSS began circulating. The industry had to resort to lawyers, asking sites that offered this program to cease and desist. In short order, encryption for Microsoft’s eBook and Adobe’s reader were also broken. Even with Digital Rights Management (DRM), a more recent form of encryption, a natural civil disobedience is still bound to continue to occur under the banner “information just wants to be free,” as some portion of the public disseminates to their heart’s content.


In her book Digital Copyright, Jessica Litman offers a review of the history and problems involved in this domain. From even a far more conservative and legalistic perspective than the information-want-to-be-free crowd, she writes:


The more burdensome the law makes it to obey its proscriptions, and the more draconian the penalties for failing, the more distasteful it will be to enforce . . . Laws that people don’t obey and that governments don’t enforce are not much use to the interests that persuaded Congress to enact them.


Later she says:


Even if copyright stakeholders refuse to give the public a seat at the table, they may discover that they need to behave as if they had.  3  


Napster became the early mythical symbol for everything that is right or wrong with this new world, depending on your perspective. Napster and a host of Napster-like companies offered a way for consumers to upload music or other media they already had in their possession to a central database where it could then be downloaded by others. The premise was that the physical CD was purchased, therefore transmitting this data to an on-line friend was a simple act of sharing. If the atoms are owned, the information should follow.


“Nonsense,” said the record companies. Slapped with lawsuits by every major record label, Napster was among the first to test the limits of this new ideology: ownership of the physical property on which information is imprinted versus ownership of information.


The dilution of Napster’s ability to function led to dozens of new sites based on a software model of peer-to-peer exchange of music, video, software, books, etc. The most popular of these programs, Morpheus or Audio Galaxy Satellite, require no central server and are almost impossible to shut down. In this post-Napster world we have entered, no matter what the name of the particular company is that is currently tangling with the courts, the core argument remains the same: Should we, can we, will we be able to hold on to our ownership of information once the digital world is in full force?


You may think this is a simple case of technology moving faster than the law, but it is far deeper than legal wrangling. Information has been detached from the physical plane. It is beginning to live in the realm of pure energy, which requires a radically different relationship. The entertainment industry is still banking on DRM, which will allow every download to be counted. However, it still leaves many important questions unanswered.


You might also think that this discussion is just about intellectual property rights, and perhaps not directly relevant to your industry. But the moment a chip is placed in your product or anywhere in your system, you are affected by all the same forces influencing intellectual property. As Patricia Seybold points out in The Customer Revolution, musicians and their end customers share an ecosystem that is similar to those of other industries. So what is happening for the entertainment industry is bound to be coming to a neighborhood near you very soon. The music industry is merely the canary in the coal mine; what happens to them is a harbinger for others.


Every major label now has an agreement with an on-line distribution site like Yahoo! using systems like RioPort or RealPlayer. Even Napster has secured these licensing rights. These approved sites license the song from the label and charge for each download. This answers part of the Napster equation, but avoids a lot of very important concerns that were bound up in the social side of the equation.


Most solutions have focused on the role of the customer in this issue. The users of MP3 technologies were not just excited about the freeness of the music. They wanted the ability to make their own mixes, catalog their own songs, take some songs and not others or to sample the material to use for other purposes like adding to their cell phone rings. The labels are now focused on giving the customers what they want while still exacting a payment, but little changes for the musician.


Due to accounting systems that favor the labels, the majority of musicians never see any money beyond their initial advance anyway. As far as many musicians are concerned, their music is free. Many of them loved Napster. Some saw their visibility and concert attendance soar. Less than one hundred music groups make the lion’s share of the money. Similar ratios reign in film, TV, publishing, games and software. This leaves a huge underrepresented but now very empowered population with access to communication at a level never before possible. That’s a lot of artistic energy itching for an outlet. These media-savvy creatives are clamoring for a more decentralized entertainment industry and they are taking concrete steps to make it happen. They are flocking to on-line venues such as Riffage and iCast, which bring smaller audiences direct to the artist. The people to really watch in this scenario are the artists.


Every revolution in history has occurred for the very same reasons: Too many people feel left out of the system and they have very little to lose by changing it. This is the spirit that Napster represented, which is still mostly ignored by the industry titans. In the past, as long as the record companies could give the buyers what they wanted, although technically and organizationally challenging, they could feel their job was done. But domination is now a very unreliable strategy. Every player in any economic ecosystem has newfound access to power. Whenever social exchange is transformed, whenever people have the means to come together in radically new ways, then the rules defining economic exchange are also altered.


You can build bigger fences around your property, but you can’t legislate the social equation. Once you introduce the possibility of finding a mortgage, choosing insurance, getting groceries or buying a car on-line, you decimate a system of middlemen and retailers that used to control the exchange. You are participating in the dismantling of a once well-established system of delivery. New classes of digital middlemen arise, who connect customers with products and services in ways that often add information about pricing, quality, timing, etc. And in doing so, they create a far more savvy, self-directed and demanding consumer, who in turn forces the supplier to respond at an ever-higher level. Down the line, once the software for conducting auctions, comparing prices, creating chat rooms, sharing data or collaborating on projects is made more readily available, consumers may discover they don’t even need digital middlemen. They may begin to self-organize their own buying clubs, political lobbies, creative communities and information exchanges.


Suddenly the social equation becomes more significant than the legal one. Ownership is far less a technical issue than a creative one. Copyright, intellectual property and power become subservient to the social exchange that now exists between artists and their audience, between buyers and their suppliers.


Information is no longer a noun, something we can own, store and accumulate. Information has become a verb, acting upon any system it touches. Information is now a verb, full of sound, rhythm and cultural nuance.


This is a very critical point. This is why the entertainment industry will eventually be forced to consider new models for how its products are sold, how much it charges, how it interfaces with the public, how it interfaces with artists, how truthfully it supports the creative spirit, etc. There are no bad guys in this scenario—not the profit-driven industry titans, nor the free-spirited artists or the unruly customers. The creative challenge is that none of these players have ever had to deal with true social parity.


If you read the business magazines, you see the same stories over and over, told by free agents, small companies and multinationals alike. They tell of having to share some closely held knowledge in order to share costs, save money, serve a client or develop a new market. They tell of having to share their product with another entity in order to develop a new level of service. They also discover that the transparency that is required when two enterprises come together to develop a shared effort, leaves both parties just a little vulnerable. In other words they have to trust one another just a little bit more than they are used to.


We are no longer walking on solid ground; the path ahead can be instantly transformed with a swipe of a programmer’s hand. We have entered a very unstable world where information in the form of pure energy can easily fly out the door and morph into a thousand variations of the product or service we used to think we owned.


Lawyers persist with models that regulate information in ways similar to how we track physical products. Encryption is often a cat-and-mouse game, where one side or the other wins for a while, until the next hacker does what all the high-paid experts said was impossible. Further, many legal efforts to pursue information violators step on the privacy of ordinary citizens or the right of free speech and are therefore very challenging to even consider. Most important, if the participants on both sides of the equation—the buyer and the seller—want a new form of exchange, no matter how much power the middleman appears to have right now, the intermediary will be forced to adapt.


While some musicians joined the early Napster lawsuits, many others, like hit singer/songwriters Alanis Morrisette, an early investor in MP3.com, and Don Henley, testified before congress offering support and even desire for a Napster-like world. Many leading musicians have purposely leaked their material to free sites. An interesting fact that the press rarely pointed out in their Napster coverage is that most musicians make more money from concerts than CDs. The record labels and much of the studio infrastructure profit from CD sales, but the majority of less visible musicians make their money from concerts. All one needs to do is follow the money. These musicians profit more when free downloads drum up business for their income-generating concerts.


Even more important, the early public debate hardly mentioned peer-to-peer distribution. Napster took all the heat because they had eighty million users. Freenet- and Gnutella-type sites offer software that allow people to exchange data one to one. There is no centralized entity to sue, shut down or take to court. At first, these types of sites were not very popular; they were cumbersome to use and as long as Napster was around there was a better alternative. In just the first week after Napster was shut down, nearly six million had flocked to the dozens of sites that made peer-to-peer software more user-friendly and kept the music free. Believe me: There is someone in a garage somewhere, right now, making even more serious improvement to what is available today. Adapting to freer distribution is a critical feature of the new economic environment.


Many programmers feel that over the long term, traditional copyright models just won’t work. They move through this territory every day and instinctively feel the mind-set it requires. When Adobe went to prosecute the first violator of the DRM act, their customers organized a product boycott and Adobe relented. The industry hopes DRM will be a bigger fortress, but many want a larger playground.


There is only one reason these post-Napster-type sites have not completely toppled the applecart already: limited bandwidth. Without high-speed lines it still takes a long time to download a song, and quality suffers. Many still check a song out on-line, and if they like it, they buy it. Some studies even showed that Napster contributed to the music industry’s extraordinary profits during that period. Free downloads are troubling in the long term, but not bad in the short run. Once bandwidth is more available, and yes, cheap, the social equation will become even more inventive and hard to control.

DISCONTINUITY ISTHE NEW NAMEOF THE GAME



As you probably know, Moore’s Law predicted the doubling of chip speed every eighteen months. With new developments such as ultraviolet light inscription, the use of organic molecules for data processing and our brand-new ability to stop a light beam in the laboratory with applications for data transmission, the acceleration of computing capacity seems assured for a very long time. The commercial impact is that it rapidly brings data-intensive services, such as language translation or voice recognition, into a range that is cost-effective for the average consumer. With every new doubling of chip capacity, applications explode and creative opportunities abound.


According to George Gilder, bandwidth will explode even faster, doubling every six months. Gilder claims it will trigger a revolution that will make the one we have just encountered seem like child’s play. He opens his provocative treatise Telecosm with the following vision:


After a global run of thirty years, the PC revolution has stiffened into an establishment. So swiftly and subliminally did this silicon tide pass through the economy that, like many experts, you might have missed some of the motion until it stopped.... The computer era is falling before the one technological force that could surpass the computer’s ability to process and create information. That is communication, which is more essential to our humanity than computing is. Communication is the way we weave together a personality, a family, a business, a nation and a world.  4  


The explosion of bandwidth will turn many of our current values upside down. Suddenly bandwidth will become cheap and silicon will be the costly end of the equation. When bandwidth was expensive and rare, we needed to build bigger, faster machines that could do more and more. When bandwidth becomes cheap and easy, we will switch from pumping up our silicon-based products to moving around the capacity we need.


This is why many forecast that personal computers as we now know them will probably cease to exist. We will access only whatever memory, data or software that is necessary for the particular task at hand. Whether it is the new set-top boxes for our TVs that are being touted by Microsoft and others, or some other wireless device, we will no longer purchase fixed capabilities; we will subscribe and pay for the functions we need, when we need them. This opens the door to a host of current products becoming far more transient. In Asia and parts of Europe, where wireless has taken off, they may bypass the PC stage altogether.


On another front, one hundred thousand people signed up with the Search for Extraterrestrial Intelligence (SETI) Institute, contributing their personal computing capacity for this collaborative project. Thirty thousand also signed up to help NASA’s Mars Project and thirty-five thousand man the Open Directory Project, ushering in a new form of cyber volunteerism. Distributed computing is a fascinating development that is being used for scientific research in a number of areas, including pharmaceutical studies. Computers are linked and their capabilities aggregated, shifted and exchanged. It diminishes the need for an organization to own large computing capacity for a particular project, since with the right software they can tap into a resource that is freely available.


In the same way that the record labels must consider what they are, if not the CDs they sell, what is Dell, Apple or Gateway if not the plastic box you take home from the store? What is Palm, Handspring or Psion, if not the snazzy device you hold in your hand? What happens when more and more industries realize they will soon be selling verbs and not just all those nouns that they pack in a box. Encyclopedia Britannica is a prime example of product dissolving into service. What was once a line of expensive hardback books now exists only as a service where for $89.95 a year you have access to their continuously evolving research base.


Another example is Anderson Windows, who developed a piece of software so that high-end architects could easily order customized windows straight from the computer renderings of a building. Because the ordering process became so easy, their windows were ordered more frequently. Anderson’s future now rests more on marketing and expanding the capabilities of its software than on developing the features of their product.


Similarly, almost every product is well on its way to becoming smart, thus dependent on the communication partnerships it can forge. So a car is no longer just a vehicle for transport; it is your mobile work station. It connects you with subscription radio and is fully wired so service, repairs, oil levels and tire tread are monitored and communicated to you. A working vehicle must offer a global positioning device for navigation and safety, and also help if you want to know where the closest Gap is and if it’s open at this hour. Like so many other industries, much of the innovation efforts in auto manufacturing are focused on developing new uses for chips and developing the alliances that will allow connection to bigger, better services. This we have come to accept.


In the unlimited bandwidth scenario, smart products are no longer the brains behind transactions, they are just the mouthpieces. This means that soon the automakers won’t have to develop individual vehicle brains; they will just wire every element and the driver will choose what he/or she wants and when. You don’t need global positioning all the time; you can choose it only when you take a long trip out of town. Of course the price goes down with frequency of use or when several services are bundled.


As a result of thinking of products as solid objects, our notions of service are still very fractured. The subscription-radio people work in different offices than the global-positioning folks and pursue separate and competing relationships with the auto industry, because, after all, how much more expense will the customer be willing to absorb in order to have a smart car?


But once we move from a focus on building the car’s brain, to letting the car owner download whatever he or she wants, when he or she needs it, these now divergent services have the freedom to become far more integrated. Companies like OnStar have already begun to think this way, considering directions outside their traditional scope of service.


Further, in the new era of Telecosm, 3-D communication, complete with special effects, musical accompaniment and a full spectrum of hyper-links, will become widely accessible. If you think information is hard to bottle, communication is even harder to pin down. This next wave of technological magic coming down the pike will only highlight the need for Barlow’s wise suggestion: a shift in consciousness.


With ample bandwidth, live concerts, theatrical events, conferences or intimate songwriting sessions can be easily Webcammed to subscribers. The subscribers can act as a virtual audience expressing their responses to you. Several musicians can jam live on-line and whoever wants to can attend. As long as these capabilities remain expensive, industry titans will dominate. But if, as Gilder predicts, this capacity gets cheap, then the bandwidth for sharing live events will be widely accessible. What happens when the artist, the audience and the creative process become more relevant than a particular set of songs? Suddenly entertainment begins to look like a service contract between the buyer and seller, the artist and his or her audience.


In an interesting collection of articles titled Digital Archetypes, Laura Fillmore makes a similar point.


One may not want to pay $5 for an on-line, finite, static text of James Michener’s Chesapeake, but one might pay considerably more if one could follow the electronically generated thought path resulting from the course taught by the author himself . . . where one could navigate the links students make in their critical thinking about the novel, navigate and link to real documents, graphics, video, sounds, experiences, and the author himself—all in real time.  5  


Further, what happens when the creative exchange between two or more groups, representing two or more different companies, perhaps even from different industries, becomes the heart of the innovation process? Who owns the idea? Is the idea the moment of conception or is it all the negotiation that makes it real?


This is what has led consultants like Stan Davis and Christopher Meyer to say in their book Blur that products will become negotiated events between two or more participants in a process. When relationship is the basis of exchange, products are no longer center stage and they become elements in a much larger creative dialogue. Suddenly the product is subservient to the conversation that surrounds it and intellectual property rights become very fuzzy.


Peter Gabriel, hit musician and founder of World of Music, Arts and Dance (WOMAD) and Real World, foresees this interactive environment also forging a new role for the artist. Keep in mind as you read the following quote that the term artist can also refer to a very broad spectrum of creative roles, from product development to marketing to management, and not just the traditionally narrow definition of an artist.


Traditionally the artist has been the final arbitrator of his work. He delivered it and it stood on its own. In the interactive world, artists will be the suppliers of information and collage material, which people can either accept as is, or manipulate to create their own art. It’s part of the shift from skill-based work to decision-making and editing work—where the choice becomes as important as the actual piece of work. That’s what’s so exciting—the fluidity and flexibility of technology is a good complement to the human artistic spirit.  6  


We hold the idea of authorship so dear, forgetting that authorship as a property right did not exist until the printing press was invented. It was not until thoughts could be contained on paper, and that paper could be regulated, that copyright first came on the scene. Until then, stories, music, theater, and artistic images were all public domain. Each new generation sampled the content of the generation before, and used it to evolve the next layer of creative material. In this early system of free exchange, artists did make a living and some would always rise to the top. But their visibility rested far more on the quality of their work and a natural word of mouth than a system designed to hype and unnaturally promote a select few. This is a point I will discuss more fully in the next chapter.


Further, it is upon this notion of fixed authorship that we have constructed so many of our organizational values. Ideas such as someone must be accountable and the buck stops here, rest on the assumption that someone has ownership of a final result. You can begin to see how the changing role of the artist and audience will also forge new roles for managers and leaders. When the notion of authorship becomes more fluid, the underlying assumptions behind many of our organizational values also become more malleable. In an economy driven by communication, the quality of discourse is often more important than what you think you own. As you will see in the next chapter, this is why tightly knit on-line communities will have so much power to drive markets and define how they interface with the author of a product service.


It sends shivers down everyone’s spines to even consider this possibility, but like the mighty dinosaurs that once ruled the earth, the concept of fixed authorship as we now know it may be reaching the end of its rather brief life span. This will occur not so much because we can’t control dissemination, but because we won’t want to. The hyperlinked document, thus the hyperlinked company, and eventually the hyper-linked culture will change the very rules of storytelling.


In physics there is a state called superfluidity, where fluids are cooled down far below normal conditions. Once this critical temperature is reached, almost nothing acts the way it did before. Entirely different laws of physics seem to be set in motion merely because the very same elements are being subjected to a different context. It is a perfect metaphor for this ownership issue. What made sense in the world of stable products and clear avenues of dissemination, makes far less sense in a superfluid digital landscape.People keep taking sides based on what they think is right and wrong, but that is not where this decision lives. It is not a moral question; it is a creative issue.


Barlow is definitely one of the ringleaders of the information-just-wants-to-be-free crowd, and most would not go as far out as he does in terms of the actual solutions he offers. But he is right on the money when he says that unless there is a shift in consciousness to accommodate this unstoppable reality, we are destined to enter a future riddled with litigation, controls and ultimately systemic failure. It is not new sets of rules that will define this world, but new mind-sets.

THERE ISA BIG OLD HAIRY ELEPHANTIN THE LIVING ROOM



In psychological jargon, the elephant in the living room is the behavior that is running the whole family that no one acknowledges or talks about, like the father who gambles or the mother who drinks. The family never discusses the fact that the mother is drinking; rather, they spend their time analyzing why one of the children got a bad grade or why some neighbor did something stupid. The whole family is organized to avoid, deny and ignore this behavior, because to address it would require looking at the deepest layers of what is really going on and potentially making some hard choices.


In many ways, ownership is the elephant in the living room when it comes to thinking about our current economy. Much of the coming economic transformation will ride on a redefinition of our images of creative territories; whether it is really possible to hold on to products in the way we once did, and ultimately whether it actually serves us to focus our attention in that way. No one really wants to talk about this topic because it threatens the heart of many assumptions we now hold dear and potentially necessitates some hard choices.
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