Chapter 2
How Socrates Works
The Opportunity of a Lifetime
By the 1980s US competitiveness had been declining for two decades and while many
factors contributed to the decline, they were all connected to the shift from technology to
finance or economic-based planning, decision-making and operations execution.
Throughout human history the society that best managed acquisition and utilization of the
world's technologies has dominated. The 21st century will be no different. And the society
or country that best manages this natural process of acquiring and utilizing technology to
survive and advance will also be the major driver of world change in every aspect, good
or bad.
The laws of physics, as we understand them, are the foundation for how the world works
and is present in everything we do. Technology is how humans translate the laws of
physics into useful tools, equipment, material and knowhow to survive and advance.
This connection of technology, at this foundation level, with human survival and
advancement is the single universal constant that has enabled societies to achieve and
sustain competitive advantage throughout human history. In a world of limited resources,
human survival and advancement then, requires a competitive advantage in the effective
acquisition and utilization of technology.
Figure 3, Chapter 6 is a chart from Socrates' research that summarizes the findings on
societal evolution and the relationship in advancements attributed to the ability to acquire
and utilize technology. The research concluded that superior technology acquisition and
utilization is indeed the source of all competitive advantage leading to growth and
advancement.
Imagine a US where industries grow and dominate global markets with superior products
and services that overwhelm competitors in ability to satisfy human needs. Socrates was
designed specifically for that purpose. It has been a long time, except for a brief period
during the 1980s when Socrates was deployed, since the US has been capable of
dominating world markets. If/when we return to a leadership position in acquisition and
utilization of the world’s technology, US products and services will, once again, set
world market standards in all categories. US leadership in economic and national defense
capability will be systematically sustained year after year.
Project Socrates provided the next step in human advancement by providing an
automated process and set of tools to map, manipulate and manage the technologies of
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the world for competitive advantage. In one respect, Socrates harnesses the laws of
physics, which dictates all technology structure, capability and evolution from one
societal state to the next.
As technology is the source of all competitive advantage the flow of technology from one
entity to another could now be managed in Socrates to create competitive advantage for
Socrates users while impeding the process of adversaries in their efforts to achieve
advantage.	
  
Socrates is like the leap from horse and buggy to automobiles, gunpowder to nuclear
fusion or candlelight to electricity. Socrates is more than an innovation itself; it is the
automation of the entire innovation process and therefore the foundation for all
technology innovation.
Socrates is the tool for managing the acquisition and utilization of technology at the DNA
level of technology innovation. A major shift in thinking, helpful in understanding
Socrates, is that Socrates operates at the most fundamental and foundation level of the
systems that enable societies to survive and advance. This level operates out-of-sight,
underneath the marketplace where US leadership and consumers operate to ineffectively
address problems and opportunities that are actually created and outcomes determined
well before the marketplace. Problems and opportunities materialize and mature in the
technologyspace, where technology acquisition and utilization dictates ultimate results in
the marketplace.
The conventional approach in the US though, operating only at the marketplace level,
tends to treat the organization’s operational functions as separate and disconnected silos
that ultimately create outcomes in the marketplace. It is true that outcomes of this
traditional approach do reach and impact the marketplace but the outcomes created in this
way, from a marketplace view only, are blind to the competitive maneuvering that has
already taken place in the technologyspace. As we will see, the accepted practices of US
management are generally irrelevant in addressing competitive advantage.
To maximize organization performance requires a move from the marketplace, as the
foundation for managing operations, to the technologyspace, where competitive actions
can be planned, coordinated and executed across all organization operating functions.
This move to the technologyspace is a move to the foundation level. Overall organization
performance and performance within each function is effectively managed in the
technologyspace before results enter the marketplace.
On a national scale, the process of achieving and sustaining competitive advantage
dictates the level at which all other social, economic and political systems perform. In
societies that consistently out-compete the rest of the world we find that the social,
economic and political systems of these societies are also likely to lead the world in each
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of their functional silos, e.g., industry, academia/education, financial markets and
government.
In this national level scenario, the economy grows at a rapid rate, creating jobs that the
products of superior education and training institutions have filled while being tuned to
the precise needs of the social, economic and political systems. As a result, the US excels
in production of scientists and engineers who in turn make the world a better place for all
human beings to live. Capital markets flourish, not through creative shell games and hype
but through successful investments in opportunities where risk is made low through the
revolutionary planning and resource allocation system of Socrates.
The US caught a glimpse of this and was well on its way before WWII. The period when
the greatest economic and technological progress occurred in the US was between the
end of the 18th century and the first half of the 20th century. During this period,
technology acquisition and utilization was the foundation for US growth. We were
intuitively a technology-based planning society.
The Industrial Production Index is an index that the Federal Reserve Board used for
measuring and tracking growth of various industrial sectors in the economy. Based on the
Industrial Production Index, total industrial production in the US increased from 4.29 in
1790 to 1,975.00 in 1913, an increase of 460 times, in 1850 dollars1.
By 1914, this small nation that European empires had once used as a playground now
surpassed them all. The United States had become the largest industrial nation in the
world2. In fact, the US was by far the foremost industrial power in the world, by some
estimates, accounting for more than one-third of global industrial output. This trend
continued with a few interruptions caused by war and recession until just after WWII
when a series of events took place that would shift our country from technology to
finance-based planning. This shift triggered a decline in our ability to compete with
implications we would experience over the following decades until today.
As the Socrates team found, US companies emerged throughout our early history and
naturally grew at incredible rates through the natural process of technology-based
planning. How Team Socrates brought the art of technology-based planning back and
made it a science that was then systematically executed over a relatively brief period
during the 1980s to deliver unbelievable results is truly remarkable. But we must do it
again and this time, make it permanent.

1

Joseph H. Davis, Industrial Production Index (1790-1915), National Bureau of
Economic Research, November 2004
2
U.S. History Online Textbook, The Gilded Age, Section 36
44

The Mission
"It's not about the money; it's about competitive advantage without which there will be
no money."
When our vulnerability to what was considered theft of our technology was exposed the
knee-jerk response of US leaders was to pour resources into protecting it. This was a
natural reaction and fits the pattern of conventional thinking. But protection using all of
the various traditional methods such as patents, copyrights and elaborate secret
classification levels is like hunkering down into a fixed fortification defense of the 17th
century. As a primary defense, history tells us the fixed fortification defensive is not wise.
It seldom worked then and was just as ineffective in 20th century technologyspace.
By taking the fixed fortification approach, resources are spent on hunkering down and
protecting. In the old days, fixed fortification were castles with moats. Armies, rather
than spend resources on a siege, simply marched by on their way to the real objective. If
on the other hand, they wanted what was inside the castle badly enough they simply
encircled, punched a hole, cleared the breach and expanded in all directions.
Today competitors outmaneuver one another in the technologyspace like in a giant chess
game. But when they run into traditional fortifications like patents and copyrights they
find a way around. They steal it or do like they did in the 17th century – encircle, punch a
hole, clear the breach and expand. In any case, there are much better ways to protect
intellectual property than through the traditional patents and copyrights especially in a
world marketplace of competitors each with their own rules and legal systems. Even
where international law exists, enforcement of intellectual property rights is laughable.
In typical General Patton fashion he concluded very appropriately, "Fixed fortifications
are monuments to man's stupidity."
Of course I would be attacked, and rightfully so, if I recommended completely ignoring
patents and other protective actions but please keep these traditional defensive maneuvers
in perspective. Taking all precautions including traditional patents, copyrights, etc.
(equivalent to fixed fortifications), is wise but to rely on protectionist methods as your
only defensive technology strategy, especially in a global market with weakly enforced
international laws, is not advisable. We will address modern active defensive maneuvers
such technology encirclement defensives later in the section on R&D initiatives.
But the problem was not simply theft of US technology. Going down that road would not
fix the real problem, which was and remains today, an obvious inability to compete. The
two directives that became the mission of Project Socrates were then:
1. Determine why US ability to compete was declining
2. Use the information to develop and deploy a solution
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The first step was to select and orient a team. A few basic attributes were necessary to
become a team member. Each had to be capable of understanding the problem, have total
dedication to the mission and understand the consequences of failure if the team did not
achieve the mission. One attribute that may have been overlooked in the beginning but
would become critical as the project developed was the attribute of being “thick skinned.”
As you will see, Project Socrates was so radical and universal in application that just
about every encounter “gored someone’s sacred ox,” as Sekora would later realize.
As the team formed and continually expanded with the projects Socrates took on, the
most successful team members were ex-military. They tended to identify with the
precision of the process and intuitively understood the discipline required to focus and
execute amid an array of distractions. As some would later describe it, “we had to remain
cool under fire or the whole program would have disintegrated.”
In addition to soft skills like attention to detail, ability to follow structured processes, and
long hours team members had to possess hard skills such as computer proficiency, data
search, collection, synthesis, and analysis. The team would also perform multiple roles as
a think tank where they would be required to identify, define and solve problems on one
level and then shift gears to serve as solution designers, developers and deployment
specialists.
The team realized early in the project that the Socrates solution would be different in
every way from beginning to end, in every detail. The atmosphere was upbeat but unlike
typical start-ups that appear to be fast moving and at times even chaotic, the Socrates
atmosphere was one of focused energy, calm, orderly and deliberate.
The solution would be complicated with multiple levels. Everything had to be precise,
based on absolutes to avoid ambiguity as the solution was built from foundation up. In
the end it was an "architect’s dream:"
•

The solution foundation would consist of a set of universal constants and closed sets
starting with the laws of physics, which govern all technology and is the universal
foundation for everything we see and do.

•

The solution would be capable of mapping, managing and controlling the
technologies of the world as the source of all competitive advantage.

•

The process for achieving and sustaining competitive advantage would be
systematized and automated.

•

Each level could have no discontinuities and therefore no ambiguity for "wiggle
room."
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•

The output would provide a holistic view of the global competitive landscape and
connect the historically fragmented, disconnected activities defining all options that
exist with absolute accuracy.

In contrast, traditional planning and decision-making methods the US adopted and
refined after the transition of post-WWII, relied on quasi-objective, finance-based tools
such as trend analysis, extrapolation, statistical models, correlations, probability, focus
groups, surveys and polls on which to build solutions. Through the use of these tools
traditional methods practiced yet today, inadvertently build ambiguity into the process
from foundation up so that in complex solutions with multiple layers, the ambiguity gap
tends to widen at each layer.
The built-in and expanding ambiguity of traditional methods, all based in financial
resource acquisition and utilization, are the "politician’s dream" as opposed to the
"architect’s dream," because it provides maximum wiggle-room to support any position
as needed through the shell-game like manipulation of funds.
The Socrates solution would indeed bring the proper foundation, logic, openness, and
absoluteness to planning and decision-making with no wiggle-room.
The next step after formation and orientation of the team was to conduct the in-depth
research. The research process was supported by a one-of-a-kind specially built all
source intelligence system. Starting with access to all US intelligence archives and all
other public and private data sources, the research the Socrates team conducted is still
today the most in-depth on competitiveness ever performed and one of the most in-depth
research projects in general ever conducted by the US intelligence community.

The Research
A preliminary, Phase One study established the basic parameters for focusing the indepth research that followed. The study confirmed the conclusions briefly introduced at
the beginning of this chapter:
•

Throughout human history the most critical attribute necessary for survival and
endurance of any society is the ability to continuously advance and grow in every
aspect socially, economically and politically. When growth levels off or declines
deterioration is inevitable.
George Land, one of the foremost experts on growth, change and innovation, in his
book, Grow or Die: The Unifying Principle of Transformation, supports this
finding. George Land found that unless an entity, individual, team, organization or
nation continues to grow it would weaken and die.
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Land goes on to say that all entities from individuals to entire societies periodically
“hit a wall” so to speak (my words), and stop growing. This naturally happens as
conditions in the environment gradually change over time in response to the natural
growth and advancement pressures of human beings. These changes in the original
environment in which individuals and their institutions evolved to carry out their
business eventually cause things not to work.
(As a side note, think about how many times in the last month you have said or heard
someone else say, “nothing seems to work anymore.”)
There is more on this later as we discuss America’s transformation. Now, back to the
research.
Socrates found that the underpinning for the human need to constantly grow and advance,
in a world of limited resources, is the ability to achieve and sustain competitive
advantage.
Some of you are saying, “No kidding, that’s obvious.” But why then are we not building
organizations that compete if this is so obvious? Part of the problem is cultural but the
cultural implications to our general lack of competitiveness are not at the root of our
deficiency. Remember, at the root it is a structural problem. The cultural issue
exacerbates and enables.
That said though, our cultural beliefs have evolved of devolved, depending on your
perspective, to a point where in many circles the idea of competition or being competitive
is shunned. Those of this thinking apparently believe that competition leads to aggression
and ultimately results in low self-esteem. It would not serve the purpose of this book to
go off topic and challenge this belief. However, this cultural position to purposefully
diminish our ability to compete is one obstacle that is part of the overall transformation
process required once we have solved the structural problem of planning and decisionmaking from the wrong foundation.
Now that the Socrates team had confirmed the universal constants that drive the natural
need to effectively compete, they had only to find that one single foundational element
essential in achieving competitive advantage.
Sekora, a brilliant physicist, of course quickly saw the link, in the role of the laws of
physics that explain:
•

Our understanding of “how the world works.”

•

The presence of the laws of physics in literally everything we do.

•

Our unique ability to translate the laws of physics into useful technology for survival.
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Technology then had to be the single essential source element for competitive advantage
and the process for achieving competitive advantage was the superior ability to acquire
and utilize technology for the satisfaction of human needs.
I know this all seems pretty obvious and definitely straight forward, but yet today we are
terminally stuck in finance-based planning and decision-making and cannot seem to
grasp the simple concept of Socrates. Socrates proceeded by concluding that technology
acquisition and utilization has been the springboard throughout history for entities at all
levels to achieve and maintain competitive advantage necessary for sustained survival,
growth and prosperity. And this innate need for survival, growth and advancement
combined with the capability to satisfy it, is natural and intuitive in all human beings.
The study further concluded:
•

The root cause of US decline, which began in the late 1950s and early 1960s, was a
general shift from technology to finance-based planning as the foundation for all
planning, decision-making and execution.

•

Finance-based thinking at the market level had become the accepted way supported
by methods, practices and processes embedded in US economic system institutions,
i.e., industry, academia, capital markets and government. (Remember, finance-based
planning is relatively new. It is technology-based planning that has driven decisionmaking in all successful social, political and economic system since the beginning of
time. And, look around you; those successful societies today are technology-based
planners.)

•

Socrates research first confirmed that finance-based thinking had not worked, was
then and remains yet today counterproductive to achieving competitive advantage.

•

The solution requires radically different thinking to enable transformation of social,
economic and political practices and systems.

•

The transformation would realign our systems with the reality of a world consisting
of advanced competitors with sophisticated technology-based approaches coordinated
across their social, economic and political institutions.

•

In the process, the transformation would return the US to its natural state of
technology-based planning leading to renewed growth, advancement and leadership.

•

The technology-based solution would go beyond all past and present planning
approaches of competitors to leapfrog competitor capabilities not just equal them.

•

The solution supports and enhances historic social, economic and political principles
consistent with US laws dealing with free market and free trade policies.

With these parameters as a backdrop, the Socrates team accessed the all-source
intelligence system that provided a bird’s-eye view of all competition worldwide. The
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major in-depth study of competition that followed resulted in ten findings (see Appendix
One) that became the framework for the solution that is Socrates Technology-Based
Automated Innovation System.
The research validated what was already obvious to the Socrates team. Current US
planning and decision-making practices were counterproductive. Where the traditional
objective of planning was to achieve financial goals, the process for doing that was
missing a critical step. That step was achievement of competitive advantage, which
ultimately determines an organization’s capacity to consistently generate positive
financial performance. Without the capability to achieve and sustain competitive
advantage, there could be no sustained positive financial performance and no enduring
US industrial base.
Friends, today’s predicament is a direct result of the above simple analysis and will
continue if we as a country cannot or will not make the shift required.
In the constant struggle for short-term financial results through the continued practice of
finance-based planning led to the myriad financial shell games at which leaders of US
organizations have become exceptionally skilled. Their finance-based strategies designed
to eke out quarterly numbers in lieu of competitive advantage are the major cause for US
decline.
As the research confirmed, the source of all competitive advantage is technology.
Planning must then start with a determination of what is necessary to achieve and sustain
competitive advantage through the acquisition and utilization of technology.
Before we continue, this is a good time to reinforce an earlier point about the need for
preciseness of terms and phrases used to discuss technology-based planning and the
Socrates system. Throughout this book, as you may have already noticed, some form of
the phrase, “acquire and utilize technology to satisfy human needs for competitive
advantage,” is used. This phrase is one of several that were adopted by the Socrates team
to precisely differentiate technology-based planning from finance-based planning.
Today’s conventional finance-based planning process treats technology as simply another
isolated factor to be considered in pursuit of financial goals rather than the critical factor
to first, achieve market dominance required to second, secure financial goals. This
superficial, misunderstood and undervalued finance-based view of technology led to an
obsession for R&D spending among US leadership. This obsession with R&D is financebased planning’s way of dealing with technology by placing R&D as the almost
exclusive method for technology acquisition and R&D spending as the driving factor.
This obsession and subsequent mistreatment of technology is a terminal symptom of US
finance-based planning discussed at length later in the book. But for now the Socrates
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team’s use of the precise phrase, “acquire and utilize technology to satisfy human needs
for competitive advantage,” was adopted to help place the R&D process in its proper
perspective as only one of many technology acquisition methods and certainly one of the
most expensive and risky. As may be obvious R&D, as the misplaced center of
technology acquisition in US finance-based planning, has not worked well. If this is not
obvious to you please read on as US spending vs. results are discussed at various points
in the book.
In technology-based planning though, the acquisition and utilization of technology for
competitive advantage is an ongoing planning and execution process. This technologybased process consists of elaborately planned coherent sets of offensive and defensive
maneuvers (another precise set of terms you will see in phrases throughout the book) of
which R&D is but one and usually a last resort.
So what about the financial plan necessary to effectively allocate financial resources? The
actions required to achieve and sustain competitive advantage are the basis for the
technology strategy that determines the financial allocations that will naturally follow.
US planners had it exactly backwards by starting with a financial plan that allocates
resources to maximize profits without first having the basis for achieving competitive
advantage. To the Socrates team this made no sense and was obviously a major factor in
U.S. loss of industry after industry even though massive amounts of money was always
available and allocated freely across resources especially R&D.
A prototype of Socrates was built and tested initially supporting major Department of
Defense initiatives. Most notable of these initial projects were Reagan's Strategic Defense
Initiative (Star Wars) and development of stealth technology. Commercially, Socrates
was instrumental in regaining the microelectronics industry from Japan. Again, success
exceeded all expectations. US companies regained competitive and financial dominance,
creating millions of high-paying computer-related jobs for more than a decade.
These rapid competitive advancements, both militarily and commercially, significantly
contributed to ending the Cold War and the subsequent downfall of the Soviet Union, one
of Ronald Reagan’s primary political objectives.
Socrates was the "silver bullet" that restored the US on a new economic growth trajectory
preserving our status as the lone superpower indefinitely. It was a major breakthrough in
automating the technology-based planning process that surpassed all competitors by
leapfrogging past and present planning, decision-making and decision execution methods
rendering them obsolete. With access to Socrates every US institution's operation would
take a giant leap forward.
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The Socrates Solution
Socrates is a product of Michael Sekora's seemingly “over meticulous” approach to
problem solving. This approach resulted in a thorough understanding of the root cause of
the problem and led to the solution that would salvage US leadership:
Socrates systematized and automated the foundational processes for social,
economic and political advancement – ability to achieve and sustain competitive
advantage for human survival and growth indefinitely.
Sekora’s bias toward over analysis has proven valuable from the start. For example, the
problem that ultimately led to the Socrates solution was originally defined simply as “the
Soviets are stealing our technology to catch and surpass us in technology warfare.”
Typically a problem like this would be handed over to the CIA and a solution developed
that would simply better protect our warfare technology. Then the escalation process
would begin with our technology protection system defeating their technology acquisition
system. Then the Soviets would develop a better acquisition system that would defeat our
protection and so on. But what Sekora knew in the statement that, “the Soviets are
stealing our technology” was that we had seen only a symptom of a much greater
problem and the problem was in our own flawed system.
We live in a culture of quick fixes, elevator pitches and simplistic answers to complicated
problems that miss the mark. Sekora and the Project Socrates team provided a
comprehensive solution wrapped in straightforward logic that solved the greater problem
and with it, the symptoms vanished including, “the Soviets are stealing our technology.”
Sekora explains it this way:
“Economic-based planning (also referred to as finance-based planning throughout
the book) is at the tip of the iceberg that we see. Underneath though is all the
technology that supports it broken down into natural sets of physical elements.
The properties and therefore the capabilities of cross-pollination and related
"paths" are mapped and observable. This is where technology strategies that
provide competitive advantage are developed, underneath the tip of the iceberg.
This is also where the "competitive maneuvers" of the technology strategies take
place. When technology strategies are executed in the technologyspace it is too
late for economic-based planning responses, which take place in the marketplace
at the tip of the iceberg.
But the tip is where US strategy planners focus and operate, not underneath
where maneuvering in the technologyspace produces competitive advantage. The
result is that we have become great innovators of reactionary "economic shell
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games," shuffling assets in preoccupation with branding, offshoring operations
and selling off body parts to make quarterly financial goals. And we are losing.
The Socrates system proved to be, as research suggested it would be, the natural
next step in human application of technology to advance civilization. As the
Socrates Team discovered through their research of all competition from the
beginning of time, automated innovation was that next step and would be
authenticated exclusively in the Socrates system architecture.”
The challenge in effective problem solving is always to find that one “root” that leads to
each symptom. Then by manipulating and managing the root cause, we can properly
address all symptoms. Technology, underpinned by the laws of physics, determines how
the universe, as we know it, works. With the Socrates team findings of the common root
that impacts all planning to be technology acquisition and utilization, the pieces were in
place. They subsequently developed and deployed a solution based on technology
acquisition and utilization – strategic maneuvering in the technologyspace.
For the first time in history, Socrates had automated the process that enabled us to
manipulate the technologies of the world at will. We had, in effect, harnessed the laws of
physics to rapidly and efficiently create and manage all technology for competitive
advantage essential for survival, growth and advancement.
The table was set for US revival with full confidence at the highest levels demonstrated
in Ronald Reagan’s issuance of an executive order during the final months of his
presidency, that would establish a new agency, the first since NASA, to deploy Socrates
as a national asset. Socrates would be accessible by US public and private organizations
to create and sustain competitive advantage in all US institutions indefinitely.
This marked the beginning of the Automated Innovation Revolution that would propel
humankind in a major leap to the next level with the US leading the way.

The Solution Requires Major Shifts in Thinking
The Socrates team recognized the need for certain “mental shifts” that would be required
to successfully transition our entire economic, political and social systems back to
technology-based planning. The Socrates “five mental shifts” were the basis for this
major transformation that would have to take place. Below is an excerpt from a Michael
Sekora authored document that describes the five mental shifts that would have to occur
for the US to regain its ability to compete.
“What was discovered in the Socrates Project was that to rebuild America's
economic competitiveness, key decision-makers throughout the US in federal and
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state governments, industry, academia, and the press must make five significant
shifts in their thinking:3
1. The US must change from economic-based planning back to technology-based
planning.
2. Technology-based planning must become the accepted foundation for all
planning in private and public sectors that comprise the US economic
competitiveness issue.
3. The world is poised for the next revolutionary step in technology-based
planning; the Automated Innovation Revolution and the US must generate and
then lead The Revolution.
4. An automated innovation system was initially developed and tested within the
Socrates Project, and then significantly refined and upgraded within the
private sector, which makes it possible for the US to generate and lead the
automated innovation revolution.
5. To generate the maximum economic competitive advantage from the
Automated Innovation Revolution and its tools, the Technologyspace Map®
and Map Navigation Tool®, it must be deployed symbiotically to develop
coordinated technology strategies at the country, state and organization levels
enabling US resources to be most efficiently and effectively utilized.”
The five mental shifts, with detailed explanation of each point, have been circulated in
various documents to think tanks in Washington, memos to Congressmen and to the
media. The five mental shifts summarize the actions that must take place in the
transformation process covered in Chapters 6 and 7.

The Heart of the Solution – Technologyspace
“The technologyspace is the complete universe of all technologies present and
future based on the laws of physics” – Sekora
Technology is defined as any use of science to accomplish a function. All technology is
based on the laws of physics and technology is our way of bringing utility to those laws.
Technology then, is the practical application of the laws of physics through the creation
of useful equipment, materials and knowhow for the advancement of humankind.
System Socrates’ ability to map the technologyspace provides users with a complete and
unbiased understanding of the field of play for allocating resources to win in the
marketplace, i.e., achieve and sustain competitive advantage indefinitely.
Socrates treats competitive advantage in the broadest sense: the capability to acquire and
utilize technology that satisfies one or more customer needs better than a competitor.
3

Michael C. Sekora, The Five Mental Shifts Required to Rebuild America's Economic
Competitiveness, March 16, 2010
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Competitors are the obstacles to competitive advantage and again, in the broadest sense,
can be a disease such as cancer, a condition such as world hunger or more traditionally, a
rival business, country or opposing army. In the traditional sense, found to be true in
more cases than most can imagine, competitors do not even know they are competitors,
as their current activities may be completely divorced from the activities of a particular
user. But in technologyspace, as exposed in a Socrates Technologyspace Map® where we
see and evaluate all potential competitors, we can discern the nature of each competitor
threat independently and develop appropriate actions to best remove it.
Exposing threats in Socrates includes specific maneuvers to remove them. In some cases
it is simply a matter of a friendly alliance. In other cases, it could call for a set of more
aggressive offensive and/or defensive maneuvers executed near, mid and long-term. A
Technologyspace Map® makes all competitors, inadvertent or not, visible and vulnerable.
The technology strategy that follows to remove threats is specific to the competitive
situation.
The process of mapping technologyspace identifies all potential partners as well as
competitors. We can strategically use potential partners to help remove competitor threats
and achieve competitive advantage.

The Four Dimensions of Technologyspace
“…where the foundation of all competitive advantage is either generated or lost” –
Sekora
Findings 4 and 5 of Project Socrates research, ten findings (Appendix One), are about the
four dimensions of technologyspace.
Finding 4 confirmed that all technology has four defining attributes. Our knowledge of
these four attributes, discovered and defined by the Socrates team, further enables us to
efficiently exploit science and technology for competitive advantage.
In Finding 5 of Project Socrates research the four attributes become the four dimensions
of technologyspace. The four dimensions of technologyspace, precisely and accurately
defined by the four attributes present in all technology, enable us to map the
technologyspace in portions or in its entirety with no discontinuities. This discovery was
a major breakthrough for the Socrates development team allowing them to make a leap in
system development and subsequent reliability.
Among other things discussed later in this section, the four dimensions of
technologyspace significantly enhance the data gathering process for populating
Technologyspace Maps®.
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The map of technologyspace reveals all opportunities and constraints of science and
technology. All strengths and weaknesses of each competitor's technology strategies are
then exposed.
The four dimensions of technologyspace are:
•

Technology Structure

•

Technology Capability

•

Technology Flow

•

Time

Technology Structure Dimension
Technology Structure Dimension is the interconnection of all sciences and technologies,
at all levels, as defined by the laws of physics. The Structure Dimension addresses how
science and technology fit together in the technologyspace as defined by the laws of
physics.
A point in the Structure Dimension is an individual technology or science. A technology
path is a string of points that satisfy a particular customer need or set of customer needs.
A single point, when examined at the next level down (vertical drill-down) unfolds into
another technology path for that point. Both horizontal, across customer requirements,
and vertical, drill-down into a technology, are important in the acquisition and utilization
of technology for competitive advantage.
Technology Capability Dimension
Technology Capability Dimension is the technology's abilities to accomplish functions.
The Technology Capability Dimension covers the full range of technology abilities
across all applications from theoretical papers to research to production to utilization and
disposal.
A point in the capability dimension is the ability of an individual science or technology,
for a particular entity to satisfy a specific function. The entity can be any type
organization such as a company, government, university or even an individual. The
capability of the technology to accomplish a function can be determined at different
levels within the entity such as, the entire organization, its operations, a department, a
team or a specific position.
The set of all science and technology capabilities existing worldwide at all the various
levels form the technology capability dimension of technologyspace. Capability levels
within the dimension are both stepped and continuous:
•

Stepped “states” of capability: theory, research, development, utilization and disposal
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•

Continuous “state” of capability: precise ability to satisfy an ongoing function

Capability and music have a significant similarity. In music, the notes and the rests (i.e., a
lack of a note) are both important. We must have both to have music. In technologyspace,
the capabilities and the lack of capabilities are also both important. In some cases
knowing what the competitor does not have, or knowing that the capability does not exist
anywhere in the world is more important in technology strategy development and
execution.
Technology Flow Dimension
Technology Flow is the movement (flow) of science and technology across
technologyspace within and between organizations and/or individuals. Technology flows
between all types of organizations in every combination: Business-to-business, business
to university, university to business, government agency-to-agency, government to
government, business to government and so on. Technology flows internally to and from
all entity levels; headquarters, subsidiaries, divisions, groups, departments, agencies,
cross functions and cross-organizations. Technology is in all mechanisms that cause
technology to flow, e.g., licensing agreements, purchases of companies, alliances, theft,
etc. Some flows are very overt and some are covert.
A point in the Flow Dimension is an individual movement of a particular science or
technology internally within an organization or externally from one organizational to
another. The technology flow dimension consists of all science and technology flows
worldwide at all levels and from all the various mechanisms used to move science and
technology from one point to another. The point is the technology flow itself, not the
mechanism or vehicle of the technology flow such as an alliance or merger.
The absence or lack of technology flow is important to know, as is the positive flow of
technology from one entity to another. The absence or presence of technology flow in the
Flow Dimension is like the notes and rests in music. As in the Capability Dimension,
both conditions are important factors in developing and executing competitive strategy.
Knowing the limited availability of a technology can considerably increase the value of
the technology. For example: Limited flow significantly impacts the defensive strength of
a Technology Flank Attack.
Time Dimension
Technologyspace Time Dimension is how the other three dimensions, i.e., structure,
capability and flow evolve forward from one time period to another.
The other three dimensions provide a snapshot in time. We can look at any of the other
three dimensions in a snapshot in time and see what technology structures; capability and
flows existed in the past, exists in the present state, or may exist in the future. When
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we look at the progression of one dimension from one point to another, past, present or
future, we are addressing the Time Dimension.
A point in the Time Dimension is the evolution of a specific point in one of the other
three dimensions. All three dimensions that form the Time Dimension evolve
independently and at different rates:
•

Technology structure evolves slowly – It evolves at the rate that human understanding
of the laws of physics advances.

•

Technology capability evolves at a medium rate – It evolves progressively as
application of technology to achieve a function advances.

•

Technology flow evolves relatively fast – Flow is disorderly in response to the
technology acquisition maneuvers of technology users.

In a complete Technologyspace Map® we will see every possible technology path for
every competitor, in all four dimensions (structure, capability, flow and time), according
to the laws of physics. The resulting view exposes all competitor technology strategies
and further enables us to plan and execute precise competitive maneuvers to achieve and
sustain competitive advantage indefinitely.
The four dimensional organization of technologyspace enables data to be efficiently
gathered by avoiding unessential data gathering on the front-end of the process. For
example in the Technologyspace Map® for Star Wars, there were literally billions of
technology paths that were all necessary in developing a defense system with technology
advancements that would provide battlefield advantage for us as well the Soviets.
Extraneous data in a map of this size would have required inefficient use of resources in
having to manually qualify reams of irrelevant data in the development of the technology
strategy.
Through the structuring of the technologyspace dimensions and subsequent tools
developed by the Socrates team it was now possible to efficiently map, manage and
manipulate the technologies of the world. The implications were sweeping and would
make many traditional practices across US social, economic and political institutions
obsolete. The Socrates development was necessary because, as should be obvious by now,
our country was and unfortunately remains so today, endangered by our continuation of
practices that evolved over time in another environment, but no longer work. The
exposure of this and subsequent development of Socrates would turn out to be both a
blessing enabling us to advance but also a major challenge from the resistance it triggered.

How Socrates Changes Things
Socrates enabled us to accurately see the competitive landscape in real time as our
economic competitors and military adversaries planned and executed their competitive
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strategies. This capability, tested and proven on the nations highest priority initiatives,
would be unleashed across the US in all sectors. Every aspect of our lives would take a
giant leap forward. This was the vision of Ronald Reagan and the Socrates team.
With access to the system, individual companies make decisions based on achieving and
sustaining competitive advantage to dominate target industries at will. The ability to
compete at any scale levels the playing field for small and medium sized companies.
Small companies with trained technology-based planners could now effectively compete
with huge corporations. As all US and allied country organizations have access to the
system, world competition rises to another level. And who benefits? All of humanity
benefits as technology advances are made in giant leaps, diseases are defeated, hunger is
eliminated and hot wars become irrelevant. Governments are held to higher standards as
poor political decisions are immediately exposed and appropriately minimalized.
Meanwhile, those organizations that continue to embrace finance-based and marketoriented planning hasten their obsolescence and vanish. Radical changes take place on
Wall Street. Investing in the stock market is no longer a gamble. Investors simply look at
the Technologyspace Map® and see exactly what each company, no matter how large or
small, is doing to gain a competitive advantage. The competitive maneuvers available to
each competitor are visible to potential investors before they are executed. Strengths and
weaknesses of all players can be precisely evaluated before making decisions to invest.
When is the right time to sell becomes clear well in advance as the competitive dynamics
of the technologyspace are played out in the open. The entire process is taken to a higher
level reducing risk and increasing value.
Venture capitalists reverse their success ratios to ninety percent success vs. the current
industry accepted rate of ninety percent failure. There is no such thing, as being blindsided by “disruptive technology” except for those who do not have access to the system
and continue making decisions based on what they see has already happened in the
marketplace. Venture capitalist will have to change their approach at the fundamental
level to stay relevant but will have the mechanism with which to do it if they choose. The
US private equity industry will radically change and become the model for the world – if
it makes the change to technology-based planning. If not, the model will be somewhere
else in the world, maybe Asia.
Universities will be capable of matching curriculum with industry talent needs based on
specific industry competitive direction, not just speculation based on trend analysis.
Students can select careers with a high degree of certainty and see exactly which are the
best companies for those related jobs. University research projects will be efficiently
coordinated well before funding decisions are made. The commercialization function
becomes simply another pre-coordinated step in the R&D process.
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These examples provide a sampling of the power of Socrates as the force for major
change. To the logical thinkers, it’s an easy decision. We must implement Socrates and
the sooner the better. But as you read on, the natural human tendency to resist change is
discussed as perhaps the greatest force against implementing this radical but ultimately
inevitable change. There is more on this later in the next chapter, “Socrates Disrupts
Conventional Thinking, Methods and Tools,” but first, a caution for those anxious to
make the change.

Don’t Try This at Home
The scope of this book does not provide a Socrates user manual. However it has been our
experience that some well intended readers, understanding the crisis our country faces
and the urgency to find a solution, will want to take what they think they know about
Socrates technology-based planning, automated innovation, and apply it immediately.
This is where we get into trouble because most all of us, including myself, have been
brought up in a finance-based, market-oriented environment. No matter how hard we try
it is very difficult to escape the old engrained ways that are reinforced all around us every
minute of every day. As well intended as we may be, it is inevitable that significant gaps
exist in our newly acquired but cursory understanding of technology-based planning and
the system, Socrates, that makes it possible. As we encounter these gaps there is an
unconscious tendency to “stuff” what we think we know about Socrates technologybased planning into the old thinking we embraced for most of our lives. As a result
planning and subsequent decision-making is less effective.
Toward the end of this book there is an implementation plan for the US and allies. This is
how it will happen if the US is to lead. However, some form of it will happen whether the
US leads or not. If that occurs, as they say, “grab your back-side and hang on” – and,
while you are at it, look for a place to land.
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Appendix One
Project Socrates Ten Findings
1. The foundation of all competitive advantage is a matter of satisfying the customer needs better than
the competition.

־
־
־
־

Any customer need if excelled at has the potential of providing a competitive advantage.
Needs defined from the customers' point of view--even if the customers' needs appear illogical or minor.
Must go beyond just meeting customer needs; excel at satisfying one or more customer needs.
Address holistically the set of customer needs.

2. Satisfying customers' needs is accomplished with technology.

 ־Technology is any application of science to accomplish a function.
 ־The science can be very leading edge or it can be well established.
 ־The function can be very critical, high visibility or it can be significantly more mundane.
3. To satisfy customer needs better than the competition, an organization or a region must exploit
technology more effectively than the competition.

 ־Must acquire technology more effectively than the competition and/or
 ־Must utilize technology more effectively than the competition.
4. Effectiveness of exploitation of technology dictated by four attributes inherent in all technology.

־
־
־
־

The definition of the technology by the laws of physics dictates which customer needs can be satisfied.
The capability level of the technology dictates to what level the customer needs can be satisfied.
The flow of the technology dictates how technology can be acquired and utilized to satisfy customer needs.
The evolution of definition, capability and flow dictates how the other three dimensions can be exploited.

5. Four attributes for all present and future technologies worldwide comprise four-dimensional
"technologyspace".

־
־
־
־
־

Tech structure -- The interconnection between all technologies as defined by the laws of physics.
Tech capability -- The ability of all technologies to accomplish functions.
Tech flow -- The flow of all technologies internally and externally to all organizations worldwide.
Time -- How the other three dimensions evolve forward.
No discontinuities in the four dimensional technologyspace.

6. Traditional planning methods, only address limited aspects of some of the dimensions of techspace.

 ־Traditional planning methods developed by experts viewing only a very narrow slice of competition.
 ־Socrates Project had a view of all forms of competition worldwide.
7. Organizations or regions must out-maneuver competitors in one or more of the four dimensions of
technologyspace to generate a competitive advantage.

 ־Out-maneuvering in a dimension equates to using that tech attribute more effectively than the competition.
 ־Dimensions orthogonal -- Movement in one dimension can be independent of movement in other dimensions.
8. Maneuvering in technologyspace same as maneuvering on the military battlefield; the science of
military strategy can be used as the basis for strategies in technologyspace.

 ־Technology behaves like military resources when it comes to their exploitation for a competitive advantage.
 ־Thousands of years of experience of the science of military strategy can be drawn from.
9. Elements of military strategy are highly fragmented, must be consolidated into a logical structure.

 ־Science of military strategy consists of writings of the lessons learned by the great captains of war.
 ־Dissecting wide range of writings enabled universal truths to be extracted and a logical structure developed.
10. Combining logically structured military strategy elements with 4-D techspace produces a set of
elements for technology strategies that enables an organization or a region to consistently outmaneuver the competition in the exploitation of technology for the maximum competitive advantage.

־
־
־
־

The set of elements for a technology strategy are a closed set.
Each tech strategy element is precisely defined in terms of one or more of the four dimensions of techspace.
The strengths of each tech strategy element is dictated by one or more of the four dimensions of techspace.
The technology strategy elements do not change with time.
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