
第十六場：89/04/27（四）   9：30—11：30AM 

          主講人：HP惠普科技亞太區總裁 Richard Warmington 

          主持人：台大商研所 黃崇興教授 

          講  題：”Managing A Global High Tech Company 

                                           -Lessons 
Learned” 

      背景資料：HP 惠普科技是全球知名之公司，由創辦人

Hewlett與Packard於1939年創立，在半個世

紀內發展為版圖涵括全球之跨國性企業，其產

品主要以電腦周邊產品及精密儀器為主，是一

家以穩定成長、未曾經歷衰退期而著名的公

司，這在競爭激烈的全球企業中誠屬少見。惠

普並以人性化的管理哲學—惠普風範（HP Way）
聞名於世，強調尊重個人、信任員工的管理方

式。此次主講者Mr. Warmington為HP亞太區

總裁，派駐亞洲已有十餘年的經驗，對亞洲複

雜的政經情勢及多元文化有著極為深入的了

解，經由他的精彩演講，不僅拓展了同學的國

際視野，也更加清楚”invent”的精神與含意。 



Managing A Global High Tech Company – Lessons 

Learned 

Mr. Richard Warmington from Hewlett-Packard Asia Pacific 
 

President of National Taiwan University Chen: 
Mr. Warmington, Dear colleagues, ladies and gentlemen, 

It is my pleasure to be invited to give the welcome speech. Mr. Warmington is 
the President and CEO of HP Asia Pacific. As the President of National Taiwan 
University, I am very grateful to Mr. Warmington for reaching our Management 
School to give his lecture about managing global high-tech company. I especially 
appreciate Mr. Warmington’s kindness flying from Hong-Kong to Taipei to give us 
lecture. My gratitude also extend to colleagues and students who attend today in the 
hope of getting magnificent experience form this lecture delivered by the most 
prominent expert in this special field. Mr. Warmington has joined HP since 1967 and 
soon after the year, he was promoted as product marketing engineer, and then regional 
marketing manager, vice president, and manager director. Now he is the President and 
the CEO of HP Asia Pacific Cooperation. With a bachelor degree in electric 
engineering from Stanford University and a MBA from Harvard, Mr. Warmington is 
undoubtedly the right person who can fulfill this goal with technical knowledge. He 
has opened the most of the view of management and science. No wonder Mr. 
Warmington had accomplished significant contribution to his company. So it is our 
pleasure to be here to listen to this successful practitioner in this field. What he and 
his company have learned in the past few tears? Ladies and Gentlemen, let’s enjoy the 
lecture of Mr. Warmington. Thank you very much. 

 

Director of EMBA, NTU, Mr. Chong-Hsing Huang: 
Good morning ladies and gentlemen, I am Chong-Hsing Huang and I will host 

today’s presentation of Mr. Warmington for his lecture. Before I turn the microphone 
to Mr. Warmington, on behalf of the Department of Business Administration, I have 
to express my thanks for your participation and also very warm welcome speech by 
University’s President Professor Chen. I believe a great part of today’s audience have 
the ambitions to be successful professional managers in the high-tech industry or 
international business. So today is really a great opportunity for those students who 
have this kind of ambition to learn valuable lessons from our honorable speaker, Mr. 



Warmington. Let’s welcome him. 

Mr. Warmington: 
Good morning. It’s an honor to be here this morning. Dr. Chen, thank you for 

inviting me, and Dr. Lin and Dr. Huang. I really appreciate this very much for the 
opportunity to talk to all of you at the business school. As was mentioned, 33 years 
ago, I graduated from business school (some of you are going today). But 33 years 
ago, we did not have computer that everyone uses a lot today. Computers did not exist. 
In fact, calculators did not exist. We used “slide rule” to make calculations. Have 
anyone of you heard of “slide rule”? Large scale integrated circuit didn’t exist. When 
I studied at Stanford, I studied vacuum tubes. I mention this is not to tell you how old 
I am, but to give you an idea that the world is changing so rapidly. Just think, 30years, 
in the span of mankind, is just a blank of the eye. However, in the world of Internet it 
is like a full age of time; it’s a very long time. The world has changed and is moving 
rapidly. Technology is the enabler to much of this change. What would I like to do is 
to share with you some of the experiences that we as a company that we have had as 
we gone through last 60 years. HP is over 60 years old, but we are “new economy, old 
company”. I would like to give you some ideas about what you would have to go 
through for the next 30 years, if you are participating in our industry or any industry, 
because everything is changing. The question is, how to use successfully go through 
these changes wisely and make contributions to whatever types of organizations 
you’ve joined. My intention is to share with you some of these experiences by using 
HP as an example because we have faced changes continuously. 

 

Firstly, I would like to give you some background on HP. Let me show you some 
slides; sometimes visual helps. Also HP produces printers to print these slides, and 
show you the quality of our product. I will give you a quick overview on HP; you will 
know a little bit about our company. Then I will spend most of my time talking about 
what we have learned and how we have changed as well as where we are and what we 
are looking towards the future and how we expect to change. But the future still hasn’t 
happen yet, so I will give you expectations, not actually what would happen. Then I 
would like to share with you some personal experiences about some of the things I 
have learned in my 33 years’ experience with HP. My background is mainly in 
marketing management and general management, so international viewpoint is part of 
that. Let me start out just a quick overview of HP. 

 

We are a 42 billion company, which is a large company with 83,000 employees. 
Our company changed November last year. Actually, we split off part of our company 



into a new company. We call it “Agilent Technology”, which is actually one of the 
beginning parts of our company, from 1939 when we started until 1965, we are a 
measurement company, not a computer company. We made precision electronic 
instruments. That is our historical background. What we spun off November last year 
was all that business activity, that measurement activity. That was an 8-billion dollar 
spin-off, so basically we were about a 50-billion company last year. Now we are a 
computing and imaging company. Do you think this was easy to spin off a company? 
Particularly because HP’ name and its old history and its 45,000 employees were 
involved in this spin-off, it was not an easy change. But it is a very important change. 
This is one lesson you consider. The change was important because business has 
changed to a point, for future success, we need to very focus on the merging areas of 
computer and printing imaging. We were a little bit slow, and when we were slow we 
knew we needed to make some change. This is a very fundamental change for the 
company. So far it’s proving very successful, because each company is focusing on its 
main business activity. HP is a changing company and this is the biggest change 
we’ve made. We are a 42-billion dollar computing and imaging company, 61 years 
old.  

 

This is our purpose statement: “To create information products that accelerates the 
advancement of knowledge and fundamentally improve the effectiveness of people and 
organizations.” This is very important. When you start up your company or get into a 
company, make sure you have a clear viewpoint of what your purpose is. This is not 
easy. We went many years without this statement, and we had a lot of problems inside 
our company annoying what it is that we are primarily trying to focus on. We spent 
actually many years ago to put this together and it still our main purpose. We create 
new information products that make fundamental contribution, not just a small but we 
want to change the world. It’s very hard for employees to read and understand that’s 
what they are doing. So if we have time, at the end of this session, I will show you 
videotape, 15-minutes long. What is does is try to take and put in pictures of vision of 
what this statement means to our employees as well as to our partners and to our 
customers. We’ve made 6 types of these videos. They have been very important so we 
can picture what it is our company is trying to do. So we all can work toward a 
common purpose.  

 

I show you this is not to promote HP, it’s just fundamental about our industry. 
From 1975 to 1997, see how many names are the same in each column. The same one 
on the top, IBM has survived. So for my company, we look at IBM as one of we have 



to be successful in competing with. The rest of the names were all changed. This is 
the nature of our high-tech business. Technology comes and waves, and waves cause 
change. If you cannot anticipate where this is going, you will not end up on this list. 
This is our challenge. We must change ourselves continuously if we’re going to stay 
on that list. We struggled with this and I will talk about how we struggled with that. 
We are number 2 right now, and we would like to be number 1. It’s quite different; 
IBM is twice our size. But we are catching up. That’s a good news.  

 

We are US-based global company. But believe me our thinking is not 
US-centered. The percentage of our revenue from US will continue to go down, we 
expect. Asia Pacific will continue to go up. Our net revenue in the past 5 years is 14% 
and the net earning is 12%. But you can see that from 98 to 99 our business revenue 
was slow down. That was one of the reasons that I will tell you we’re making some 
fundamental changes within our company. Because the industry in which we are 
participating are going faster than 14%, and we would like to participate in that as a 
leader. So that’s a great concern. Many companies think 14% is great but in our 
industry is not so good. We have many competitors that are going much faster than 
14%. The other thing I would point out is research and development. You can see that 
we continuously invest very heavy amount of money on R&D.  

 

We have to introduce new products into the market very fast. 2/3 of our revenue 
of 1998 came from products introduced within the last two years. That’s the nature of 
our business. We must take new technology and convert them into products that we 
can commercially sell as quickly as possible. That is the key success factor force. In 
this process, being able to take new technology into new products is HP’s core 
competence. When you’re in a business, you are looking for what is it to differentiate 
you from somebody else. This is an area that has to continue to differentiate HP over 
the years. We have to change elements of that process. We work with partners and 
develop our products now so than we did in the past. That’s a very critical element. 
HP’s success is based on this process: bring in new technology into the products into 
the market place.  

 

The most important successful factor for us is to be the employer of choice. We 
hire only the best people. We think 90,000 employees are all of the best we can find. 
We don’t hire just a few best people and a lot of mediocre people; that would be 
easier to manage. But if you hire only the best, you have to keep providing an 
environment that those employees want to stay with you, because they are looking for 



opportunities elsewhere. We know we’re going to loose some people but we want to 
loose not too many people. Being a highly reputed company is very important to us 
because each of us is the best and wants to work for the best company. This is a factor 
very important to the success of our company. If we were not so well respected we 
would not keep the best people in our company. Also our customers want to deal with 
very successful suppliers. So being a very good reputation as a company helps us to 
engage with customers in a successful way.  

Being highly respected is not an ego trip; it’s actually a business fundamental 
force. We must be there or we cannot accomplish our objectives in bringing in the 
best people to us and keep them and growing them to contribute to the company in the 
future. So it’s very important for us to maintain these types of reputations. 

 

These are the core values of HP. We call it “HP Way”.  

1. Innovation and flexibility 

2. High level of achievement and contribution 

3. Teamwork 

4. Trust and respect for individuals 

5. Uncompromising integrity  

 

Actually the HP Way is not only these; it also includes our practices. This is the 
value structure. This is what was created by our founders 60 years ago and is very 
much with us today and will be with us 60 years from today I hope. We added one 
recently which is quite important. This has to do with the whole concept of agility and 
speed as a core value. Decision making, to move things faster, in this Internet world 
need to be the core value. So we incorporate not just practice in our place.  

 

These have been in place from the beginning and continue to serve us extremely 
well. They actually happen to be also very important concepts in this high-tech 
industry. “Innovation and flexibility” is extremely important as a high-tech business. 
“Trust and respect for individuals” is probably the core value and also serve our 
company extremely well in being successful in the high-tech business. We believe 
once we hire somebody, we make a decision that his/her intention is to make good a 
decision for the company. That’s our fundamental intention. If they make mistake, 
they are not trying to make a mistake, they are not trying to do something to against 
the company’s good will. Our belief is they are trying to make right decisions. If they 
make a mistake, it’s because the management did not describe where we are going 



well, we did not train them well enough, so that they could not have made correct 
decisions. So it’s generally management problem if mistakes occur. Also, we ask our 
employees to make decisions. Use judgement. Most cases we want YOU to make the 
decision. If you make a mistake, it’s OK. Don’t make a big mistake; that’s a bad 
judgement. And don’t make the same mistake twice. That means we haven’t figure 
out how to help you to make a right decision. This is the core value of our company. 
What it does is it makes a little difficult for us to deal with non-performing employees. 
Sometimes we have non-performing employees. We give a lot of latitude and it helps. 
It helps the decisions made quickly at the level that those decision to be made. This is 
very important if you’re going to be fast. If you’re hierarchical, you’re going to be 
slow, generally.  

 

We have been successful in moving from one generation of technology to the 
next generation. We move from mini-computers into open Unix-based systems. We 
added printing as our new competence of our company. We have made changes 
continuously. The question is how can we do that while some of our competitors have 
had difficulties. Digital Equipment is the king of mini-computers, but it thought 
personal computer would never be important and moved very slow to the new way of 
personal computer. That was actually fundamental problem Digital had that caused 
them to be acquired by Compaq. IBM had problems back to the 80’s when the world 
was mainframe computers. IBM had 70% of the world market. Then open structure 
came, Unix-based system versus proprietary operating system. But IBM was arrogant. 
They said, “we had 70% of the world market. We don’t want to bring that into the 
market. Our profit would be impacted if we bring in the new technology.” That 
caused them some big problems in the end of 80’s. They’ve learned from that and 
they are back again. There is a lesson here: if you don’t recognize that something new 
is coming and you acquire quickly, even though it will impact your business today, 
you will be impacted by others using that technology. We have learned that from IBM 
and have applied it. As you will see, one of the lessons we have learned is that we 
cannot belie on our own products. If a product going up like this, and a better 
technology comes out, we had better be the one who absolutely use that technology 
on our products. Don’t wait until somebody else comes in and set up for you. This is 
our hard lesson. And this is a hard process to implement. You have to stop something 
that looks really good to you while there is something better coming. That could be 
very disruptive to your company. In our business, this is a very important lesson. We 
are always looking who is coming out with better products. We try to be there first. 
Following are something important to us, our culture I mentioned to you. I think these 
fundamental building blocks that had allowed us to be able to change. Trust, open 



communications, debate new technologies, not stuck way of thinks. We focus on 
unmet customer needs. We have a concept: “imaginative understanding of users’ 
need”. Customers do not know about new technology. When we came out with 
calculators in the early 70’s, no customer said I want a calculator. You need to have 
an imaginative understanding of user’s needs so you can take a new technology and 
apply it in a new way that they don’t even think about. That’s kind of critical success 
factor we’ve ;earned from the process for managing that.  

 

 Hewlett-Packard’s Key Successful Factors Past and 
Present 
How has HP been able to successfully expand into new IT markets while 

other companies struggle through technology/market transition? 
1. HP’s culture – “The HP Way” – creates an environment which attracts, develops and 

trains the very best people in the industry. Innovation and experimentation are 
encourages at all levels in the company with rapid deployment of “best practices” 
throughout HP’s global operations. 

2. HP has developed an intense focus on unmet customer need, applying HP’s core 
competencies along with tightly, coupled, complementary partners to address these. 

3. HP has utilized the “next bench” process to understand how best to apply new 
technologies for maximum customer benefit while utilizing the resulting contribution to 
improve its own operations. 

4. HP has focused on “open, industry standards”, leading in their establishment and 
deployment. (This is strongly supported by “The HP Way” and HP’s objectives regarding 
our customers). 

5. HP has been rigorous to assure a strong financial performance continuously, enabling 
management to focus on future business strategy and its implementation. 

6. HP utilizes its world class product generation (R&D) process to make fundamental 
contributions with new technology. 

7. HP has contributed to strengthen its global presence, following two major guiding 
principles: 

 Be a strong local company 

 Be part of HP’s global business strategy 

8. Avoid being arrogant and complacent. Rather, operate from a position of paranoia and 
urgency regarding rapidly meeting customer’s needs while anticipating and preempting 
competitive actions. 



 

“Next bench” means the person sitting next to you if they were using the 
product you’re designing. You use your own technology. We just apply My Yahoo! to 
managing our human resources in administrative activities. Because we want to be 
more efficient, we also want to know how you use that because we want to help 
customers using that same product in their operation. So we try to be our own 
customer, use our own technology, and then we know how others want to use it. 

 

Open industry standards. Computing used to be a proprietary world. The past 
was IBM standard, then Microsoft set its standard. The world has been benefited but 
they still control the standard. So open standards are something that we all feel very 
important in the telecommunication world. Nokia supports open standard, and that is 
one reason it is so successful. They promoted standards that allow the industry to 
expand and they participated in it as we do ourselves. It’s beneficial to customers and 
therefore beneficial to our company.  

 

We’ve been rigorous to assure a strong financial performance. If you’re running 
a company, and you are thinking of a transition, we don’t need to worry so much 
about the financial situation in the short term, we will make it up in the future. 
Continuous good financial management is very important so that the company itself 
can focus on developing products and new markets and other areas, not focus on how 
to fix problems. If you’re focusing on fixing problems internally, you’re spending 
energy that’s not contributing to your goal of business. So continuous solid financial 
performance management has been very important in our company’s success.  

 

We use product generation. Taking new technologies to new products quickly is 
very important. When we start to slow down in this area, it’s when we begin to have 
problems in terms of our revenue growth. So this is a very critical part of our success. 

 

Number 7. We are a global company. We have a very strong local presence in 
every country we operate in. If you’re in a multinational company, one of the key 
learning from our viewpoint has been a very good local company. That means you run 
the company with all locals; we don’t bring in. I went to Korea for 4 years to run the 
company, but that was very temporary. Now we have a Korean manager running our 
Korean company. That is very important because only then can you manage a 
company well locally. Some companies don’t believe in that philosophy, they believe 



that they must have their national manager running their international company. I 
believe that there always be limited successful. This is what we mean by being a local 
company. Run locally, contribute and participate in the local, and many different 
things we do to be a local company. But follow the strategy that fits the company’s 
overall global strategy, so you can leverage R&D resources and process knowledge, 
and you can be as efficient as you can be to compete with other companies operating 
in that filed. It’s not easy to do this. You get a global strategy but you are trying to run 
your company locally. That’s very important to have that balance. 

 

Finally, it’s very hard, if you are a leading company, it’s very easy to be arrogant 
and complacent. This is something you just have to watch and manage very closely 
because if you become arrogant, particularly if you become complacent, that’s when 
you have problems because the world is changing too fast. This is a learning we went 
through. We’ve been complacent and arrogant, probably 2 or 3 times. When we start 
being that way, that’s when we start loosing sight of what we need to do to continue 
our success. 

 

Above is about where we come from. Next I want to show you where we are 
going.  

 

We are a company in transition. There are two columns in this slide. One is 
about what we are doing really well, that’s called “Preserve the Best”. What has made 
our successful continue? What are the items that we need to work on for success in 
the future? Lists on the right are problems in our company today, “Reinvent the Rest”. 
This list is created by our new CEO who joined our company last fall. She has some 
ideas. When she came into our company, she quickly got us look in the mirror on 
what looks right and what doesn’t look so good. It’s a very important concept. What is 
reality? What is not your imagining? Be honest. If you are honest, you will get the list 
on the right. This list shows our vision and direction were unclear and many people 
believe that. We were working in the Internet world but we were not viewed as an 
Internet company. We were operating in some separated little companies. That creates 
a real concern about what kind of company are we going to be in the future? Shall we 
split ourselves into separate companies? We are struggling with this. How should we 
be working in this structure as we’re moving forward? Our vision was not real clear 
and that was one of the things we said “yes, let’s work on this”. Our new CEO worked 
on this particularly with vision.  

 



Complicated customer interfaces. We’re selling solutions to customers many 
times, not just the printers. We may think as a printer company. But a big part of our 
business is customer-using systems, lots of different kinds of software. Each of these 
elements is different business inside HP and is being run separately. So if somebody 
in our sales organization trying to present solution to our customer, you have all these 
businesses control these and put them together. It’s complicated for our customer and 
we knew that. We could figure out how to fix it. We are a very good product-centric 
company, but we are not a very good customer-centric company.  

So forth, we have some other elements that could cause our difficulties in the 
future. This is the list we come up with. So we are in a process of reinvention as I 
stand here today. We made our announcement today which is part of this process in 
terms of the change of our company. Next slide will show what we’re working on.  

 

Our reinvention is not just a small part of our company. We’re reinventing a lot 
of what we’re doing as a company. You can ask for “why are you doing this? You’re 
pretty successful company... This is painful stuff...” But if we don’t do this, we won’t 
be on top. This is the concept of cannot be complacent. You got to look to where you 
want to go and what would make you successful. So here we are, we’ve got a whole 
series of things that we’re working on. Let me just talk to you about the few. If we 
look at the structure, we’re too complicated to be business ware, so our CEO came 
and said, “Yes, we’re product-centric company, not a customer-centric company. You 
know what we need to be both? We can’t give up the products-oriented but we need 
to be customer-oriented.” So she changed our fundamental structure of our company 
last October. Instead of being product businesses, our 4 businesses, 2 businesses focus 
on customers and the other 2 focus on plate-form products. And now we’re working 
on how to connect the two to work together. It’s not easy, but it’s our challenge. She 
is a very effective leader, and I think all of us, without a question, it is a really 
interesting phenomenon that she comes into a 60-year old company that has a heavy 
tradition. But if you talk to any of HP management, you will find them strongly 
supporting her leadership, because she is leading with good wisdom and good 
knowledge, and she is basically in line with lots of our thinking.  

 

We’re changing our structure and it’s a big change for our company. That’s an 
example. I am going to show you the rules of garage because again this goes back to 
our core values. The core values that HP started with still apply today. She wants to 
make it absolutely clear to all 90,000 employees that those core values are very 
important. How you practice those? So you can see these are the actions being taking, 



and that’s the vision. This is actually a very important slide force; that’s kind of pulls 
altogether. There are lots of details going on any one those today. This process will 
probably take us 2 to 3 years to get through the majority of the reinvention. But we 
will reinvent our company continuously. This is just one step in the process that has 
been going on for 60 years, but it’s moving faster and in a bigger way. So the concept 
here is “life-long learning”. You got to be continuing look for new ways of doing 
things, of applying technologies. Do not stop your learning process. That is a very 
very critical successful factor for all of you into the future. Things are changing so 
fast. You got to keep yourself knowledgeable in your fields of adventures because 
they’re not going to stay the same as you learn today.  
The next slide is what we called “the Rules of Garage”.  

Believe you can change the world. 

Work quickly, keep the tools unlocked, work whenever. 

Know when to work alone and when to work together. 

Share – tools, ideas. Trust your colleagues. 

No politics. No bureaucracy. (These are ridiculous in a garage.) 

The customer defines a job well done. 

Radical ideas are not bad ideas. 

Invent different ways of working. 

Make a contribution everyday. If it doesn’t contribute, it doesn’t leave the garage. 

Believe that together we can do anything. 

Invent. 

Our CEO, she said let’s go back to what our original founders had ways to run 
the company. Again, the fundamental elements stay the same. She wanted us to come 
back to look at that and then ask ourselves how we are doing against this because this 
is the source of a lot of our issues. We have got away in our operating from number of 
these practices. That garage exists in Solly Valley in Colorado. Our founders made 
their first product in that garage. That’s why it is significant because it’s the 
foundation of the company. Actually, it’s a historical site now in Colorado. It has a 
historical monument the city has put in front of it. It said to be the birthplace of 
Silicon Valley because many HP managers has left and created companies in that 
valley. I can name of a whole group of companies that are formed by ex-HP 
managers. 

 

These are the ways in which Hewlett and Packard operated their company at the 



beginning. They turn out lots of the same practices we need to emulate today. So 
we’re going back to quote “the Rules of Garage”.  

 

For example, radical ideas are not bad ideas. We want to accept that. We got to 
think incrementally. So bring out radical ideas and debate them, you will come out 
with new concepts. These are some practices we think would be important as we 
move forward in to the future. 

 

Invent, means to be creative. Not just with products, but the way you do things; 
create new way of doing. It helps our company but also helps our customers in terms 
of running their organizations. So we’re in a new reinvention process. We’re making 
our company and this is a big change. It’s not easy but I am quite convinced because 
we had done before. Maybe not that large but we will do it very successfully. That 
will allow us to be an Internet company in the future. An e-services company and so 
forth. Now we had fallen behind. We had let Sun and IBM get kind of in the front on 
the Internet area. We want to be there in the future. 

 
OK. Let’s talk about my own personal experience in management.  

1. A company is only as good as the people you have. Create and nurture an environment 
which attracts and retains the people you need for success. 

2. Technology is changing the “rules of the game” for all organizations. Create a organization 
in which your employees view change as an opportunity not a threat to their careers. 

3. Spend your time and make your decision based upon where you can add the greatest 
value to your customers. 

4. Trust your managers and give them great latitude in managing their responsibilities. 
Coach them, encourage them, develop them support them and reward them. 

5. Truly believe that the Internet will cause fundamental changes in the way we learn, work, 
play and generally live in the future. It is creating a great opportunity for your future 
career in whatever field you are. 

Any company is only as good as its people. If you think about the standpoint of 
developing a new product, managing a customer relationship, handling administration, 
whatever you’re doing, it’s only as good as your people who are creating the 
processes. So it’s very important, at least in our company, that we create an 
environment that attracts and retains the best people. To do that, we acquire whole 
things you have to pay attention to. From standpoints of reputation, development 
program for employees, how well your communicating, and are your employee 



feeling that they are contributing more to the company...etc. That’s not one thing; it’s 
whole series of things. That’s our objectives of our environment. And that’s one thing 
I have learned over and over again. If I stop focusing on that, I can see negative 
results. So I will keep that top of my priority.  

 

Number 2, technologies are changing the ways we do things. We’re in a 
revolution today; the Internet is creating this. But other technologies, biotechnology, 
are also changing ways we do things. So the main thing is to keep in mind that you 
have to keep yourself informed, you have to keep learning and challenging your 
thinking. Continuous learning, from the top of the company all the way down to the 
entry-level employees, is very important. We all have to do that. In the past, we did 
not have to worry about that so much, but things are changing do fast now. So I spent 
lots of time in talking, reading, doing things myself, and using some of these 
technologies to keep myself informed.  

 

Third, spend your time and make your decision based upon where you can add 
the greatest value to your customers. If you’re in management position, you have lots 
of things you can do. My checking question is: “Is what I am going to spend my time 
on going to help add value meeting our business objectives?” So I don’t spend time 
checking and redoing managers. I don’t sit down and say, “tell me what you’re doing” 
so I can understand or critique it. I don’t do much of that at all. Lots of people like to 
be control-oriented, kind of control every information. You can do that, but when you 
do that you’re taking time away from where you can add value. Unless that meeting is 
going to convey information that helps somebody to do their jobs better.  

 

Trust is really tough thing. You really have to trust. I trust my managers. They 
bring things to me to sign and I just sign. I don’t even look at them; I trust them! If 
they think there is going be some problem for me to sign, they’ll say, “you know, you 
ought to consider... this is a little different from we normally do... what do you think 
of it...” then I will spend some time on it. If they don’t tell me that, I sign up. I am 
legally responsible, so if something wrong I am going to jail! But I trust them! And I 
think this is really important. You can spend your time try to understand the details 
what’s behind some of these things. But if you do that, you’re wasting your time. I 
don’t want to waste my time. Yes, somebody you cannot trust as much because they 
don’t have much experience, you know you have to work with them well and you’ll 
learn that.  

 



Finally, truly believe that the Internet will cause fundamental changes in the way 
we learn, work, play and generally live in the future. It is creating a great opportunity 
for your future career in whatever field you are. I believe all of you understand that. I 
hope you do because it will. The Internet is kind like dirt roads when we had cars. But 
believe me, highways are being built. Broad-bend would be used on your creative, 
imaginative way. Internet is changing our world. This is a revolution. We’re in the 
middle of it, and we’re helping to create it. What you’re going to do 33 years from 
today would be very different from what you’re doing today. I came from vacuum 
tubes to today, and the change you’re going to experience is much greater than that. 
You can’t even imagine what it’s going to look like. But it is coming. So keep yourself 
knowledgeable and truly use the way contributing in that area. What are you going to 
do 33 years from today? What are you going to be doing? What’s your environment 
like? You really don’t know. Keep learning and you will help create this new world a 
greater place to live for all of you. Those are my messages and I would like to open 
up some questions and then we have some time for videotapes. Thank you very much! 

 

Q&A 
Q1.:I have a question about attracting good young people. With the young Internet 

heroes, how is HP going to attract the best and brightest young people? Is that 
a challenge for HP nowadays? 

 
Mr. Warmington: 

That’s actually a very good question! Quite frankly, this is something that 
has become one of our critical issues to deal with. In Asia, over the last year, the 
Internet has really come to Asia. The way we deal with is try again to create an 
environment that really builds a barrier towards employees looking at the 
high-risk high-reward situation. We lost more people recently than we have lost 
in the past because they have seen the successes of those Internet heroes. But I 
am glad to see the stock market is doing what it should be doing now and IPO 
has been not so successful, and we are hiring back some of these people who 
have left after a year said, “Hey, this is not so great… HP, can I come back? ” 
and I said “Yes!”. We open up our arms and say come back. They came back 
and talked to some of our employees about what it is looks like. In reality, it is 
high risk. We have some employees that want to take that risk. We know that 
and we just can’t afford many of them want to do that. The environment last 
year has been very tough to deal with because everybody heard the success 
stories, not the failures. This does create an environment that is hard for us to 



retain. We are employers of choice in many countries so we are the first 
company that people go after. They pay a lot of money and give a lot of stock; 
they want our people and experience. So we are dealing with this in a very 
collaborative manner now. We are very sensitive to this right now particularly, 
but it will help if our stock market stays down for a while.  

 
Q2.:Good morning. Can you show us your experience of keeping knowledgeable 

since there are so many different kinds of access of information? 
 

Mr. Warmington: 
Fortunately, the Internet has helped a great deal. Information in our 

company now is accessible very quickly. We have our own internal searching 
engine so if you want to know anything about something happening in our 
company, it’s very quick. So people can learn about different aspects of our 
business very quickly which is helpful to them and keep them informed. Mainly, 
we’re trying to scan those kinds of TV shows, publications, whatever is 
appropriate. For me, I read Wall Street Journals, couple of high-tech magazines, 
Business Weeks etc. to keep myself kind of attuned in some of new changes and 
new directions, plus selected symposium, meetings and so forth. Try to stay 
with what’s current thinking going on. You have to look at different sources. 
The Internet is providing an absolutely unbelievable tool that helps you gather 
information. Think about writing degree thesis. It takes a long time in the past to 
do your research, today it’s faster because you can get more information much 
more effectively. So just the Internet itself is a mass repository and we’re 
getting searching engines to make these tools your prime information source.  

 
Q3.Professor Huang: 

Hewlett Packard is such a strong company with good tradition and 
valuable structure in the United States. If you do not bring into the lady CEO 
from outside, do you think you will have the same invention? 

 
Mr. Warmington: 

That’s an excellent question, Dr. Huang. No, I don’t. I don’t think we 
would have the same reinvention going on. Fortunately our previous CEO who 
retired December 31st understood that. He actually took early retirement because 
he knew he could not make this fundamental change. He had been with the 
company for 34 or 35 years, so he could see that we need a fundamental change 
and he himself couldn’t lead that. He may tell you that if he were sitting here, 



maybe not exactly the same words. So he searched for somebody that could lead 
that change. This is a big change for HP. It’s first time in our 61-year history 
that we brought somebody from the outside into that kind of management 
position. But I will tell you quite frankly, all of us are agree with him that he 
showed great wisdom in terms of bringing this new CEO with new concepts and 
new thoughts. Also we could not make this change if we have not spun off our 
“Agilent Technology Company” because that was kind of history of the 
company that was pulling us back from of the changes that we’re working with 
here. Institutional history, you know, sometimes kind of makes it difficult for 
some of this change. So the split and the bring-in the new CEO both decisions 
which were fundamentally made by our previous CEO are absolutely 
fundamental for our change going forward. And if we weren’t making this 
change, we would loose this way of the Internet and no longer be the leader in 
this field. I believe.  

 
Q4.Professor Huang: 

    You mentioned that your previous CEO understood that HP needs different 
leadership. Did he smell something wrong? Or did HP really encounter a 
major setback in your market or anything so pushed him to have this kind of 
very different thinking of leadership changing? Or, as you have mentioned, this 
is the first time for HP to break the tradition and hire outside people to be your 
new CEO not through the internal promotion. 
 
Mr. Warmington: 

There are two factors. External factor, our sales began to slow down. And 
our competitors are going faster. So it’s clear that our strategy was not on line 
with how to continue to maintain leadership. Also we are a very open company, 
so Lou was getting a lot of comments of concerns from employees throughout 
our company, which made him absolutely aware of the need for change. 
Fortunately he is actually quite good at looking at the mirror and saying “I was 
good when the time I was here. But I am not going to be the kind of leader who 
can make this fundamental change”. He has got many inputs. Myself and many 
people have talked to him. We need to do this kind of change, and it is a 
difficult one. “We need you leadership”, we said that to him, but he had a look 
and said, “can I give up this leadership?” This is kind of tough! I respect our 
previous CEO more than most people in the world because that kind of decision 
is a true self-evaluation and he understands what’s needed and then provides 
that leadership making that change, which is what he did. He got our board to 



agree, he got our founders to agree, and now he is running a winery! 
 
Q5.:How do you manage your time between your family and your job? 
 

Mr. Warmington: 
That’s a big issue for me! In the high-tech business, this is really an issue. 

You just have to deal with each of this personally in terms of how we do that. I 
have a young family, I have a 9-year-old son and a 15-year-old daughter. They 
live in Hong-Kong. When I moved to Hong-Kong in 1996, I made a 
commitment to my family that I would be there always on weekends, but during 
the week you won’t see me. But I called every night. I talked to my son, I talked 
to my daughter, I talked to my wife, I called every night. This is how I manage 
that and it’s OK, but I am getting a bit tired of it. This is tough and this is a very 
tough industry in this regard because things are changing. When they do 
changes as much as they are, as quickly as they are, the biggest issue you deal 
with is the change in the way in which your managers and people thinking about 
the company and so forth. You can only do so much on teleconferences. You 
have to be face to face. That’s the way it has to work. I also have 
teleconferences at night. I don’t really like this but mid-night conferences were 
frequent. We are doing more by teleconferences rather than in person. You can 
do teleconference, you know the people and you know fundamentally you have 
good relationships. But a lot of times when you are talking about particularly 
people changes, or process changes, you know you need to have a dialogue face 
to face. That’s hard, that puts a real pressure on kind of balance. We as a 
company feel that this issue is an important issue for us to try to address as best 
as we can from our company perspective, like giving great flexibility to our 
employees and managers on where they live, and how they spend their time. 
We’re getting away from 8 hours a day. When people work and how they work, 
we’re leaving that much more flexible now. In fact in the future, it will go away. 
Kind of workday change, people work at their home, and we try to help them 
manage this issue so that they can keep in balance. I would tell you quite 
frankly, when you’re in this industry, it is very difficult to try to keep the two in 
a kind of balance.  

 
Q6.:Could you share with some of the things what HP has done in building up the 

consensus in the management team and how to cope with employees get used to 
this kind of change? 

 



Mr. Warmington: 
A very good question, in terms of trying to “instill” this value structure. I 

had a great experience. In 1988, I moved to Korea. I worked in Korea for 4 
years, just creating a company. We were creating a HP Company in a very 
heavy Confucian-based society. Its business practices were very different from 
HP practices. Over 4 years, my greatest contribution was to demonstrate how 
we could operate with HP core values; they’re not in conflict with Korean core 
values. They are different practices, though. And HP practices are ways we 
want the company to operate for what we consider to be the right success model. 
We created in a sense a situation where our employees live in two worlds. They 
live in HP world and they live in Korean world. There is a difference. They 
understand that difference and they value that difference. They like operating in 
the HP environment, they also like being Koreans operating in the Korean 
environment. So they live in both worlds. It’s not easy for them, but if you ask 
them if they had good opportunities to move over this Korean company would 
you do so, I would almost of them would say, “No, we do like these practices”. 
It’s interesting. That showed me something that our way of operating, we 
modified some of our practices because they need to be modified to be 
successfully implemented in the Korean environment. Many of ways in which 
we operate it’s OK making mistakes. But in the Korean society it’s not OK to 
make a mistake, you would get punished. The first thing I told my employees, 
“if you don’t make a mistake in your first 6 months, you’re not going your job”. 
They looked at me and said, “what do you mean?” I said, “yes, we want you to 
make the decision, not pushing them up”. They listened to that but they 
wouldn’t trust it. But it’s our job to help instill this kind of motion and concept 
into our new employees by walking the talk. You say something, but until you 
actually do it and show it people won’t necessarily believe or trust that it 
operates that way. So walking the talk is a very important element. It speaks 
louder than what you said. That’s quite important to us. I would think it the 
main mechanism we were using for kind of infusing these core values. Some 
people don’t like it may leave because they may not like freedom or 
responsibility. But the selection process has been pretty good so typically our 
employees like this environment. 

 
Q6.:You’re doing transition within your organization. But some of the management 

may still live in the past HP. How to make them commit and own the changes 
with the company? 

 



Mr. Warmington: 
I don’t think we can make these changes if we didn’t bring in a new CEO, 

who is our change agent. We usually use someone grew within and we would 
get narrow perspective. So we use numbers of consultants to come in to help us 
understand industry best practices, etc. The actual changes going on were not 
done by consultants; we need our current leader to help us make some of these 
fundamental changes. This would not have happened; I couldn’t do it if I were 
the president of company because I worked too long in the previous ways of 
doing things. That is limited.  

 
Professor Huang: 

Ladies and gentlemen, Richard has prepared a videotape which is made by 
HP. That is a very astonishing video. It will take us about 15 minutes. Before 
playing the videotape, I would like to deliver some of my personal learing about 
today’s presentation. Before, I have read some books or articles about HP, but I 
never, like this time, feel the embedded inside spirit of what HP is. So 
personally what I’ve learned is never quit learning for improving. I think that 
maybe from now on I will carry a mirror in my pocket so from time to time I 
will try to look into the mirror to improve myself. The second point is not to 
fear the changes; you have to face it. More, you have to keep yourself 
aggressive. The biggest competitor of you is yourself. Finally, everyone should 
try to use new ways doing things. Mistakes are not vital at all. Those are my 
personally learning from today’s presentation.  

 
 
 
 
 

 


