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Most Americans may not think about the Federal Government every day—but when they L

need Government services, they expect them to work. Asthe President has stated, “at

all levels of Government, our public servants put our country and our people first. The hard
work of our mail carriers, teachers, firefighters, transit workers, and many more, creates an
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10 Things to Know about the President’'s Management Agenda

It is different in virtually every respect from the plans of previous administrations.
DONALD F. KETTL

| MARCH 20, 2018
MANAGEMENT MATTERS

The President's Management Agenda, released by the White House on March
20, is a fascinating document, different in virtually every respect from the
plans of previous administrations. Here are 10 reasons why.

|. It's a big deal
The agenda goes right after the fundamental challenge at the very start:
citizens' declining trust in government. And it pins the blame for low trust
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directly on the government'’s poor performance. Problems flow from files of
outdated regulations, inadequate collaboration across agencies, a failure to
bring data to bear in important questions, and antiquated technology. The plan
begins with a very frank admission that trust in gpvernment is at an historic
low—and that the cause flows from government's poor performance.

2. It isn't a “drain the swamp” report

|t's a mandate to make government work in the areas where citizens expect
it to work. The management agenda isn't remotely connected with much of
the rhetoric swirling around Washington. In fact, there's a graphic (p. 4) that
makes the powerful point that people want government to work—and that too
often it under-performs.

3.It's goal-driven

Mission is first in every part of the agenda. There's plenty of talk about
process reform, but mission drives every bit of it. This is an agenda that
builds—perhaps surprisingly—a powerful case for a strong and effective
government.

4 It's a plan for the long haul

Most previous management agendas had narrow time frames, focused on
months with targets aimed at the end of presidential administrations. This
report says “The vision for reform must be multi-generational.” In fact, “We
cannot pursue short-term fixes only to see government quickly become
outdated once again.” The agenda says explicitly that real transformation will
require work far beyond the end of this administration.

a.It's a focus on administrative action, not a legislative agenda

There are calls sprinkled through the report for new laws, but the agenda’s
call for reform rests on the executive branch. Most of what the agenda calls
for can be done without congressional action, a critical strategy at a time
when any congressional action on anything important is elusive.
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B. It builds on a small collection of big tools

The agenda isn't a rearranging-the-deck-chairs kind of plan. It focuses
clearly on three big drivers of change: better information technology, better
use of data, and a workforce matched to the mission of a 2ist century
government. That's remarkably laser-like, compared with previous
management agendas.

1. It uses the language of data

The language is very different from that of previous initiatives. Everything
about the agenda is about learning what works, building a language of change
based on real-world/real-time data, and fitting gpvernment's workforce with
the capacity to drive results.

8. It reaches far in measuring results

The Bush management agenda focused on outputs and had stoplights to
measure progress. The Dbama management agenda built on agency-driven
outcomes, with agency-defined measures of success. The Trump
management agenda seeks broad results that connect back to the underlying
problem of trust in government: improving the customer experience,
continuous improvement in operations, and shifting government activities
from low-value to high-value work. This is a much bigger bite of a much larger
apple.

9. It sees a very positive role for government employees

In this document, government workers aren’t monstrous swamp-dwellers.
Rather, they are the instruments of the work that citizens expect government
will do. It's been a long time since a presidential-level document frames such
a positive role for government employees. The role is challenging—the
agenda calls for a radical transformation of the federal workforce. But it
makes the case for doing just that to make public employees even more
effective—and important.
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10. It's clear about the who and the what

All of the specific cross-agency priority goals identify the challenge, what it
seeks to accomplish, how reform will work—and, most importantly, what
success looks like and who will be responsible for accomplishing it. The range
of issues and the connect-the-dots pieces are unprecedented.

The very ambition of the president’s management agenda, of course, means
it will be hard to accomplish. There's a Category 3 hurricane in Washington
that always threatens to swamp all the other boats. Achieving results will
require, in particular, Trump appointees and the Dffice of Management and
Budget to be on the same page, and there are already deep tensions here.

Perhaps most fundamentally, it will require building a much new intellectual
capital and analytical capacity. Just how will the government focus on
mission, transform its workforce, maintain lasting values, and develop the
data systems needed to drive a 2lst century government? How will it build
the center-of-government capacity it needs, along with the mission-driven
systems—people, technology, information—in agencies? There is, of
course, no time to wait in moving down this road. And, if we want to rebuild
citizens' trust in government, there's no choice but to move down this road.

So, Trump's management agenda is both a world-class plan for transforming
the government and, between the lines, a powerful diagnostic for what ails it.
|t's an important, perhaps surprising, contribution to the public debate

https://www.govexec.com/management/2018/03/10-things-know-about-presidents-
management-agenda/146800/
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« Analytical Skills (18)

« Business Analysis and Quality (B)

« Business Enhancement Skills (143)

. Business Excellence For Women (31)

« Business Writing (18)

« Communication Skills (251)

« Customer Service (B3)

. Diversity and Inclusion (61)

« Finance and Accounting (38)

« Human Resource Management (303)

« Information Technology Management (16)
« Interpersonal Skills (138)

. Leadership (567)

. Management and Supervisory Skills (328)
« Marketing (68)

. [ffice and Administrative Support (69)

« Presentation Skills (40)

« Project Management (a0)

« Purchasing and Supply Chain Management (7)
 Sales (87)

. Strategic Planning (160)

« Thinking and Innovation (103)

« Time Management (29)

« Training and Development (63)
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Checklist for the 21st “entury CFO
Jan 24, 2019

By Jeremy Hope

Peter F. Drucker wrote: “In the post-capitalist society it is safe to assume that anyone
with any knowledge will have to acquire new knowledge every four or five years or else
become obsolete.”

Too many CFOs have failed to heed Drucker's advice. They remain prisoners of
dysfunctional systems and mental models that were developed for a role that is fast
becoming obsolete. Many spent their formative years working in accounting
departments and had little contact with other people inside the organization. They
focused on recording transactions, managing budgets, getting the accounts out on time
and preparing tax returns. They weren't expected to be part of the team running the
business.

Today's'CFOs are expected to be business generalists, risk management experts and
business intelligence sources. They are expected to provide instant replies to just
about any question that the CED asks about business performance.

In addition to these pressures, the CFO has to overcome the resistance of a number of
people with vested interests in preserving the status quo. These are often people
whose skill is in spinning, fudging and manipulating information so that higher-level
managers see and hear only a customized (and usually sanitized) version of the truth.
To break free from generally accepted practices and systems takes belief and courage.
But the CFO should be encouraged by the numbers of organizations that are making
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these changes. Many are getting the message about information overload and fewer
are being seduced by all embracing panaceas and IT systems. The clear message sent
to managers throughout the organization is one that says that the CFO and the finance
team are reducing the nonvalue-adding work that frustrates all managers. And they
are raising their game and building their capability (and credibility) as analysts and
advisers. They are now in a position to be welcomed into the business development
team as trusted and valued partners.

To facilitate that transformation, the following is a Checklist for the 21st entury CFD:

. lead a crusade against more complexity. Make your aim clarity, simplicity,
transparency and accountability.

« Aim for a unified, intergraded group general ledger but reject more micromanagement.
Manage data at the appropriate level in the organization. Focus senior management and
the board on the bigger performance picture.

. Separate the signals from the noise. See activities and financial data as patterns and
trends and deal with abnormalities. Ignore normal fluctuations.

« Provide clear principles, boundaries and guidelines so that managers can manage their
own data and make their own decisions.

« Manage by exception and trust people to do what they should do properly (e.g.,
complete expense forms) but be extremely tough on deliberate abuses of this trust
(use random sampling to deter abuses).

« |dentify the root causes of low-value work and eliminate them. Be brutal with the
number of general ledger accounts—it has a knock-on effect up the measurement and
reporting chain.

« [entralize and standardize routine work such as payraoll, benefits administration, some
software development and procurement. Streamline transaction processing by
improving systems integration, reducing detailed analysis or, where appropriate,
separating its management from mainstream finance (for example, by establishing one
or two highly efficient shared services centers). If this is too difficult, then consider
outsourcing.

« Eradicate budgeting detail and complexity. More detail doesn't lead to more accuracy.
In fact, it is more likely to have the opposite effect. Less planning leads to fewer
reports. Consider abandoning budgeting altogether.
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« Cut back on measurement to the point where only six or seven measures are used at
every level.

« Root out redundant reports. You have probably twice as many reports as you need, and
they are more expensive to produce than you think. Just stop producing them and see
what happens.

« Use only “one truth” as far as the numbers are concerned.

. Be skeptical about investing in additional IT systems and improvement projects. Start
with examining existing systems, looking outside-in and from end-to-end. Understand
how work flows and identify how the system can be improved. Only then consider
whether IT will provide a value-adding solution.

This article is excerpted from Aeinmventing the LFO- How Financial Managers Lan

Iransfarm Their Roles and Add Greater Value, by Jeremy Hope. Copyright 2006

Jeremy Hope. Reprinted by permission of Harvard Business School Press. All rights

reserved.

About the Author(s)

Jeremy Hopeis cofounder of the Beyond Budgeting Round Table, a not-for-profit

collaborative dedicated to helping organizations improve their performance

management process. He is a chartered accountant and a coauthor of Aeyond

Budgeting, Transforming the Bottom Line and Lompeting in the Third Wave.
https://www.amanet.org/ articles/checklist-for-the-21st “entury-cfo/
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AMA's Ask The Experts: Top Project

Management Professionals Discuss
Virtual PM Best Practices

AMA's Ask The Experts: Top Project Management Professionals

Discuss Virtual PM Best Practices
Aug 11, 2020

BY: AMA STAFF

AMA's series designed to explore a variety of relevant project management topics, with
a special focus on virtual project management, had its fifth Ask the Experts installment
on July 22 with the webcast Virtual PM Best Practices Panel Discussion.

The panel featured leading project management authorities from the AMA faculty,
including Alana Hill, PMP, author, engineer and consultant; Brian Porter, PMP, PE, and
subject matter expert; and Robert Smith, also a PMP, and a technical, information,
training and project management consultant.

The panel was moderated by 4s# the Experts host and AMA Learning Solutions Manager
for Project Management, Dan Goeller. He began the conversation with Ms. Hill, asking
her about the importance of interpersonal skills in successful project management.
Goeller: “These soft skills don't often get a lot of attention in project management. Why
is this a mistake, and why are these skills more important than ever?”

Hill: “Project management has evolved as a technically-oriented field. It tends to get
overlooked because it's not necessarily the natural preference for most people in
project management. But technical project managers need to [also] have the ability
and skill to be able to lead a variety of people. So those soft skills are incredibly
essential to the success of project teams.”

Goeller: “[In a previous discussion] We focused on three interpersonal skills: emotional
intelligence, communication, and relationship building. For our audience listeners, if
they had to choose one to start working on today, where should they start?”



Hill: “I would say start with emotional intelligence. That opens the door to relationship
building, to being able to get the most out of everyone on your team. And because
project management is a team sport, not only being aware of our own emotions, but
also being able to leverage the emotions of others around us, becomes really
beneficial.”

Goeller: "It strikes me that now, in this virtual world that we're living in, there are a lot
more challenges for relationship building than ever before. Do you have any
suggestions around how, in a virtual world, we can still build those relationships?”
Hill: “There are certain different strategies we can employ. Using virtual happy hours,
having those opportunities to connect on a personal level with those that we're working
diligently with. But we don't want to overuse that because we are in a situation where
people are experiencing a lot more work-life blend. So, | usually prefer something I've
been doing in my virtual team leadership for years, which is having virtual water cooler
time at the start of our team meetings, having that interpersonal team-building
opportunity. As we're doing that in a virtual environment, it's important to be
intentional about listening more. Virtual ears hear differently. [And] | tell my seminar
participants, ‘| don't know you till | see you, so please turn your video camera on and
at least say 'hi.”" There's something incredibly valuable about putting your eyes on
someone. 3o, when conflict occurs, and it will occur, it allows that to be resolved and
handled in a much more relational way.”

Goeller: “Rob Smith, when we spoke last, we talked about demonstrating the value of
your project, and we had a specific focus on a robust project plan. Why is it more
critical than ever to demonstrate the value of your project?”

Smith: “When | use the word ‘robust,’ what | mean by that is a relatively detailed project
plan. | have a slang expression for it: It's a Gantt chart with all the bells and whistles
on it. Not just the list of tasks and when they start and when they end, but their
dependencies—who is supposed to be doing what, how many hours of effort they're
supposed to be taking—using all the options available in whatever project management
scheduling software you may be using. That robust project plan becomes a powerful
communications tool. As people are working in a virtual environment, all those
discussions that we used to have—when maybe as we walked by each other's desks—
are no longer taking place. By now, if 'm wondering, ' What's so-and-so up to? Where
do [ fit into all this?’| can find that easily by looking at my robust, fully-fleshed-out
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Gantt Chart as part of my overall project plan. [It] can become a very powerful
communication tool amongst your project team in its own right. The more attention to
the details of planning, the more the project will get done better, faster, and hence add
more value to your organization.”

Goeller: “You focused a lot on communication. What are some things to consider as
we're purposely planning what to say, how to say it, when to say it?"

Smith: “From our communications plan itself, which should be part of the overall
project plan, we need to make sure we've identified what has to be communicated, to
whom, from whom, how often, and by what medium. That would be the bare minimum |
would expect. Make clear what the objective is of this particular communication session
we're having. We also want to make sure we're practicing our listening skills
tremendously in the virtual environment. We're missing so much of the “non-verbals,”
so we need to plan out more carefully and specifically what we are going to say to
achieve these objectives, how we think the receiver of the communication is going to
receive this; in other words, practice some empathy with this. And we need to be doubly
careful, when we wrap up the communication session with somebody, that we have
achieved the objective of what we set out to do.”

Goeller: “Rob, what are some strategies that you've been implementing, or you've been
encouraging, to achieve a work-life balance, or at least to achieve a successful blend
between the two worlds?”

Smith: “When I'm working, | make sure I'm working in a particular physical
environment. That is my workspace. When | close the door here, work gets done. | also
make a point of dressing for work, and when | finish, | go and get into more casual
clothes. | find that helps delineate the work and the life so they don't blend. Now, | realize
many people might not have a room you can block off. Your office may well be the dining
room table, or even the kitchen table, or a corner of your room somewhere. But |
always find it useful, if I'm in that environment, to put stuff away. Say, Tkay, /'m going
stap to work now.’| put away the laptop, | put away the documents. In effect, | clear the
kitchen table. The idea is to make that clearer delineation so you can stop this sort of
psychological takeover. Now, it seems to me that we're on all the time, even when we're
asleep. That, to me, is a very big issue that we need to clarify so that we can work
better when we ar2 working.”
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Goeller: “Brian, we spoke recently about the Hybrid-Agile Project Management model,
and it's gotten a lot of buzz lately. At a high level, what is Hybrid-Agile Project
Management?”

Porter: “Agile really is not all that new. The Agile manifesto came out nineteen years
ago. The principle of Agile is basically about taking project management in shorter
spurts, rather than what Rob was talking about—a robust project plan from the very
beqginning. The goal is: ‘We may not always know in the project what our end product is
really going to look like. And so, we need to take short spurts of planning. Okay, | know
this much. Let’s start working on it. Let's produce sometfing. And then, when we get
close to the end of that, we say, Tkay, now we have a better picture. Let's plan the next
step.’So, whether it's product development, or software, or things that have an
unknown scope, or that may not be stable technology, there's an advantage to taking
shorter planning stages, rather than one grand plan at the beginning. The term we use
for that is ‘rolling-wave planning’ where we might have a big picture, but the details
are in the short sprint. And then revise as we go along.”

Goeller: “We need to make changes so you're not handcuffed to the original plans. So,
the pros here are that it's more iterative, it's more able to react to shifting tides. What
are some drawbacks when you're in a situation where you're implementing Agile
processes, where you're getting all these stopping points and more information each
time?"

Porter: “The disadvantage is there's a lot of re-work, start-and-qo, ' Hey, / thought this
was impartant, and now it's not. "1t can be a challenge. Certain people like to know where
they are heading. There are also free spirits who really enjoy Agile, and who go, #ey,
this is great! | don't have to plan for the long term! [m just thinking about what ['m
doing today, tomorrow, or the next two weeks, or however long it is. So, it really
depends on the project and the personalities involved—whether it's stressful or Utopia
for them.”

Goeller: "l guess there's a challenge in managing stakeholder expectations, right,
Brian?”

Porter: “Yeah, especially when you've got those up front who say, 7he scope isn't
stable, we're not even sure what we want.'ve actually seen stakeholders where one
was 'for’ and one was ‘against,” and then you get into the project and they swap roles,
and I'm like, Wait 2 minute, / thought /'d get agreement. and now they ve both swapped
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their gpinion!”So, you're constantly working to get the goals clarified, so we can take
this wandering path and get to a unified end result. The idea with Hybrid is that the best
of both worlds can be used. We have traditional project management, [and] we have
agile project management, so we can merge those and use the best tools [from both],
and that's going to be our best result.”

Goeller: “So now I'm going to ask all of you to give me a one-word answer: Which of the
triple constraints is most affected by the virtual world we're living in? Is it cost, is it
scope, is it time? Alana?”

Hill: “Most affected right now is #ime. Not just work-life planning, but the fact that
people are in very different circumstances, and that's impacting some of their
productivity and focus.”

Goeller: “Rob, how about you? Cost, scope, or time?”

Smith: “I'm going to go with #imeas well, for much the same reasons as Alana said.
Everything just seems to take longer virtually.”

Goeller: “Brian, how about you? Do you agree with them, or do you want to be a
contrarian?”

Porter: “| was thinking my one word was going to be 'yes’ because they're really all
tied together. Sorry, gotta be a contrarian! I'm going to say scope, because I've seen a
|ot of things that have been cancelled. ‘We don't have the time, so we're going to cance/
/t.Or with a third of the things we're working on, I've seen, 7able it forget it. "It is
affected by time, but they're all [cost, scope, time] tied together.”

Goeller: “To everybody, what's one bit of advice that you would offer to the audience?
And maybe it's something we haven't been able to touch on today. What would be your
one thing that you'd want the audience members to take out of this webcast? Alana?”
Hill: “Lead with empathy. Everyone's living a very different life right now than we were
a month ago.”

Goeller: “Rob?”

Smith: “Everybody is stressed a lot more. | think a lot of us are probably suffering from
chronic stress, rather than acute stress, so we don't even know it. For me, |'ve found
the best way of dealing with that is to focus on the specific goal that I'm trying to
achieve in my project, and every day. In other words, |'ve got the overall project goal,
and each day | have set objectives | want to achieve towards achieving that goal.”
Goeller: “Brian, words of wisdom?"
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Porter: “| don't disagree with the other two, but what I'm going to say is waste.
Everybody is stressed, everybody does have a lot going on. And | think we do things we
don't need to be doing. Get rid of the steps in your life that you don't have to do, and
see how much free time you pick up.”

Goeller: “That's great! Take a step back from your life and say, What's needed and what
/sm't? Thank you all so much!”
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|. Defining Marketing for the 2Ist Century

The 2lst century has seen the advent of the new economy, thanks to the technology
innovation and development. To understand the new economy, it is important to
understand in brief characteristics and features of the old economy.

Industrial revolution was the start point of the old economy with focus on producing
massive quantities of standardized products. This mass product was important for cost
reduction and satisfying large consumer base, as production increased companies
expanded into new markets across geographical areas. The old economy had the
organizational hierarchy where in top management gave out instructions which were
executed by the middle manager over the workers.

In contrast, the new economy has seen the buying power at all time thanks to the digital
revolution. Consumers have access to all types’ information for product and services.
Furthermore, standardization has been replaced by more customization with a
dramatic increase in terms of product offering. Purchase experience has also changed
as well with the introduction of online purchase, which can be done 24 x 7 with products
getting delivered at office or home.

Companies have also taken advantage of information available and are designing more
efficient marketing programs across consumers as well as the distribution channel.
Digital revolution has increased speed of communication mobile, e-mail SMS, etc. This
helps companies take faster decisions and implement strategies more swiftly.
Marketing is art of developing, advertising and distributing goods and services to
consumer as well as business. However, marketing is not just limited to goods and
services it is extended to everything from places to ideas and in between. This brings
forth many challenges within which marketing people have to take strategy decisions.
And answer to these challenges depends on the market the company is catering to, for
consumer market decision are with respect to product, packaging and distribution
channel.

For business market, knowledge and awareness of product is very essential for
marketing people as businesses are on the lookout to maintain or establish a credential
in their respective market. For global market, marketing people have to consider not
only culture diversity but also be careful with respect to international trade laws, trade
agreement, and regulatory requirements of individual market. For non-for-profit



organization with limited budgets, importance is related to pricing of products, so
companies have to design and sell products accordingly.
Marketing philosophy employed by any given company has to be mix of organization
interest, consumer interest and societal interest. In production philosophy, companies
focus is on numbers, high production count, which reduces cost per unit and along with
mass distribution. This kind of concept is usually making sense in a developing market
where there is the need of product in large numbers.
The product philosophy talks about consumers who are willing to pay an extra premium
for high quality and reliable performance, so companies focus on producing well made
products.
The selling concept believes in pushing consumers into buying of products, which under
normal circumstance, they would be resistant. The marketing concept believes
consumer satisfaction, thereby developing and selling products keeping focus solely
on customer needs and wants.
The customer philosophy believes in the creation of customized products, where in
products is design looking at historical transaction of consumers.
The last philosophy is the societal concept which believes in developing products, which
not only generate consumer satisfaction but also take into account wellbeing of society
or environment.
Digital revolution and 21st century have made companies fine tune the way they conduct
their business. One major trend observed is the need of stream lining processes and
systems with the focus on cost reduction through outsourcing. Another trend observed
in companies is, encouragement to entrepreneur style of work environment with glocal
(global-local) approach. At the same time, marketers of companies are looking forward
to building long term relationship with consumers. This relationship establishes
platform understanding consumer needs and preference. Marketers are looking at
distribution channels as partners in business and not as the customer. Companies and
marketers are making decisions using various computers simulated models.
To summarize 2lst century marketing is challenge, which is to keep up pace with
changing time.
https://www.managementstudyguide.com/marketing-for-21st-century.htm
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2. Building Customer Satisfaction, Value and Retention

In this world of extreme competition, companies with a total focus on customer are
going to be the winner. Companies must understand importance of customer
satisfaction and then build process around it. A satisfied customer will be a loyal
customer.

There are large offering of products and services available in the market then why the
customer should choose a given company's product. According to various research
and studies it has been confirmed that consumer will purchase products, which given
them maximum perceived value. This value comes from calculating the cost associated
with the emotional level decision like the brand image, corporate brand, sales
personnel image and functional image. This value converts to total customer cost by
including purchase cost, time-energy in evaluation of product and intuitive cost.
Consumer will take decisions after considering the total cost associated with purchase,
perceived and otherwise. If after the purchase product performs as expected than
customer is considered satisfied. A completely satisfied customer is likely to
repurchase the product and even promote the product through a word of mouth.
Companies are aiming for total customer satisfaction, which can be achieved after
understanding customer expectation and then delivering as per the expectation.
Companies are able to achieve this state of total customer satisfaction by
incorporating good business practices. These practices are constructed around
stakeholders, business process, resource and organization. Company's stakeholders
consist of employees, suppliers, distributors and customers. Earlier focus has always
solely been on shareholders, but now stakeholders need to be satisfied for
shareholder’'s profit. Companies need to define boundaries of relation with
stakeholders as to get maximum value for every participant. To ensure maximum value,
companies need to develop business processes, which understand and fulfill customer
expectations. This can be achieved by aligning cross functional teams across critical
processes, to create one smooth flow. Companies need to understand its core
competencies and develop them, thereby successfully managing its resources.
Organizational structure, design and policies have to be suitable to facilitate the
introduction of total customer satisfaction culture.

Companies through creating and delivering value can develop total customer
satisfaction. Company itself can be considered as a value chain consisting of primary
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and secondary activities. Primary activities consist of inbound materials, operation,
delivering finished products, sales/marketing and servicing clients. Secondary
activities consist of functional departments like technology department, procurement
department, human resource and finance department. This value created is delivered
to customer through the distribution channel under the principle of supply chain
management.
Customers in the digital age are much more conscious and aware of their need and
wants, making them a difficult lot to please. Companies run marketing campaign
highlighting points of similarity and difference with competitor's products. The art is
not at attracting the customer, but it is at retaining the customer and creating long
term relation with them. Companies usually suffer from churning effect where
customers do not make the repurchase. Companies need to work hard in identifying
reasons behind this churning. Once reasons are identified separate them on the basis
of manageable and non-manageable issues and then work hard at eliminating
manageable issues.
Companies need to develop policies and measure at retaining customers along with
attracting new customers. This art of retention can be achieved through customer
relationship management (CRM). In CRM the task is to develop strong consumer-based
brand equity, which is done by converting first time buyer to repeat buyer to a client
to a member to advocates and finally to partners. During these course companies can
look forward to offering financial benefits in terms of discount for frequent buyers or
also by association with a social cause.
Companies are in business to make the profit. Therefore, it has to identify profitable
customers. Profitable customers provide a revenue stream more than the expense
stream on retaining them. And this revenue stream should be higher for a company to
have a competitive advantage. More and more companies are deploying total guality
management approach across the organization to build and deliver customer
satisfaction.
https://www.managementstudyguide.com/building-customer-satisfaction.htm
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21st Century Leadership

How can today s business leaders keep up with the seismic geopolitical and economic
shifts in the world?

What do these mean for their own leadership narratives?

In their newly-released book, /e Leadership Lab: Understanding leadership in the
ZF" century, author Chris Lewis and megatrends analyst Dr. Pippa Malmgren set out to
help leaders navigate these changes successfully. Covering everything from how to
build a new type of leadership trust when other spheres of public power have been
overturned to robots overtaking companies, this book explains not only why the old
rules no longer apply, but also how to blaze a trail in this new world order and be the
best leader you can be.

| recently had the opportunity to ask the authors about their new book and get their
thoughts on some of the most important challenges facing leaders today.

“What do you think?' are the four most powerful words in a leaders armory.” -Lewis
and Malmgren

Embrace Uncertainty

What are some of the skills required in the 21t century that are different from previous
generations of leaders?
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There is but one skill required today that is different from previous generations. That
is the willingness and ability to embrace uncertainty. Once a leader has abandoned
certainty, they are on the path to excellence. The fact-based, research-led, ‘drill-down’
analytical approach that has historically been followed in the pursuit of efficiency is no
longer enough. There's nothing wrong with this, provided it is not at the expense of a
‘lnok-across’ big picture view. The reductionist model with one right answer at the back
of the book promulgated by the infallible (often male) leader, is disappearing. This
means the leader can no longer afford to predict one outcome but must now prepare
for all outcomes.

“There is but one skill required today that is different from previous generations. That
is the willingness and ability to embrace uncertainty.” -Lewis and Malmgren

What are some of the dangers of over-relying on data analysis when it comes to
leadership?

This can lead to blindness and disastrous outcomes because, by its very nature, data
is historic. Previous trends are no indicator to what might happen in the future. The
world is now becoming less international and more protectionist. There was no historic
data that could've pointed to the electoral success of Donald Trump or Emmanuel
Macran.

“Knowledge is becoming more freely available, yet ignorance is on the rise.” -Lewis
and Malmgren
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What is, and how did you develop, ‘Kythera™

We wanted to create an easily understandable model which summarized things being
both right and wrong, real and unreal, true and untrue at the same time. Much of what
confuses people is how something seems to be happening and not happening at the
same time. For instance, knowledge is becoming more freely available, yet ignorance
is on the rise. The world by any measure of health or wealth is improving, but the mood
does not reflect this.

NEGATIVE EFFECTS

Used by permission. Copyright Chris Lewis and Dr. Pippa Malmgren
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How to Deal with Information Overload

What are some of the effects of information overload?

Insidiously, the first effect is the impression (but not the actuality) of speed. A dot
moving along a zig zag feels to be moving faster than a slower dot moving along a
straight line. Constant interruptions force the mind into reductive analysis - this is
what we do naturally to understand things initially. This robs the mind of the ability to
use its subconscious in the problem-solving process. It is for this reason that research
shows the majority of epiphanies (“Ah ha!” moments) occur under remarkably similar
conditions—often alone, away from the office, not trying. It is the subconscious that
allows the ‘look-across’ and the ability to join the dots.

How should leaders deal with it?

Leaders need to open their minds to another, more long-term efficient way of reaching
their potential. This requires a diversity of thinking. Of course, this includes gender,
but it also means more effectively balancing short and long-term, local and global goals.
Diversity encompassing a wider range of inputs.

“It's much harder to train people if they hate what they're learning and who they're
working with." -Lewis and Malmgren

You talk about impatience from various interested parties. How do leaders navigate
through this?

It starts with recognizing that the mind is not a machine that can be run in a linear
process. It is cyclical and works in a mysterious way, not properly understood by the
Western reductionist model. The internet for instance, delivers goods and services
faster than ever before, but this does not seem to make anyone any more patient.

Do versus Be

Talk about do versus be.

Leaders often get into their position through process excellence. They do things right.
Leadership is similar, but fundamentally different from this. It requires that leaders
‘be’ the right things. What teams require of their leaders is a set of values, not just
operational excellence. Management can do that. Leadership must occupy itself with
greater objectives.
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In what ways can leaders build a positive culture that helps everyone develop their
skills for this century?
Humor is something good leaders should take seriously. Humor tells us about

someone's timing, judgment, terms of reference, intelligence, confidence and whether
they're likely to be fun to work with. The latter is important in skills development. All
competence follows preference. It's much harder to train people if they hate what
they're learning and who they're working with.

Leaders often like to think they're the smartest person in the room, but the true role
of a leader is to make everyone else feel that they're the smartest person in the room.
‘What do you think?' are the four most powerful words in a leader’s armory.

For more information, see /he Leadership Lab: Understanding leadership in the
ZF" century.
https://www.skipprichard.com/understanding-leadership-in-the-21st-century/
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Wha Are You Serving?

Lead Beyond the Fqo

What should executive teams
look for in high-potential
leadership candidates?

Intelligent Leadership
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2. b keys to effective leadership in the new world of work

Written by Anthony Mitchell on March 19, 2018

a steps to design and deliver a world-best leadership development program February

23, 2020

1 tips for developing engaging online learning experiences February 18, 2020
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NSIDE HR

Driving return on Investment through people

There are 6 important steps HR and business leaders should take in order to
develop ZIst century leadership capabilities and lead their warkfarces into the new
warld of wark, writes Anthony Mitchel/

Leadership is all about context. For example, we all know that you should lead
differently in a crisis, compared to times of smooth sailing.

It's equally true over time. Think about leading an organisation in 1918, 100 years ago
and five years after Henry Ford had introduced the assembly line into his car factories.
Assuming you worked in what we think of as an ‘organisation’, it is highly likely that it
would be one of the few places you worked in your career and that your career
progression was dictated by the careers of the vertical line of managers above you. In
such a time, there was nothing pejorative about ‘command and control’ leadership. It
fitted the circumstances.

Over the last hundred years, we have witnessed shifts in context that have moulded
leadership styles. For example, the need for top talent and its relative scarcity have
changed the interplay of labour market supply and demand. As a result, empowerment
became a more important component of leadership. The need for diverse perspectives
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has driven more collaborative leadership behaviours and the desire for a fairer world
has made inclusive leadership more important.

But now, we face a very different context. Multiple material changes have evolved and
will dramatically increase further over the next five years. These drivers
fundamentally impact the skillsets and behaviours of leaders.

“The need for top talent and its relative scarcity have changed the interplay of labour
market supply and demand”

They include:
|. The focus of human work on only non-proceduralisable activities.
The growing potency of will soon mean that all work that is in any

way procedural, even if complex and involving ‘fuzzy causality’, then computing power
will be used to do the work more rapidly, accurately and efficiently than any number of
humans can. Consequently, if work can be done without human intervention, then it will
be. This means that people will move away from procedural work and exclusively into
work that cannot be automated. Primarily, this is about work involving skills such as
empathy, creativity and collaboration.

2. The end of the traditional psychological contract.

Employees now have very different expectations about their career and their
psychological contract with the organisation. Whether this is in the form of the gig
economy, or simply more transience and different career objectives and timeframes,
the impact is that the relationship with the employee means: payoffs need to come
quicker; the approach must cater for contributors who are not employees; and the
relationship must assume a likelihood of departure in a relatively short time period.
3. The new norm of activity-based and agile ways of working.

In all likelihood, tomorrow's way of working will be very largely project-based, forming
diverse teams based on complementary skills for finite time periods and ‘sprinting’ to
outcomes. Hierarchy and authority will play a much smaller role, and collaborative
skills will matter much more.

4. The new norm of hyper-flexible working arrangements.

While workplaces will become more village-like, there's also a much greater likelihood
that the team won't be physically present for the same days, the same hours or
perhaps not physically present at all. Work will be increasingly determined by
outcomes
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“Leaders must rely much less on authority, control and process and become much
more effective at generating results through inspiration, empathy and the ability to
foster nimble, creative collaboration”

Not one of the above four trends is controversial. All four are likely to accelerate and
become more pervasive. Combining all four trends creates a dramatically different
work context than the traditional corporation was designed for, or that leadership
concepts in the landmark textbooks of the last 20 years were written for.

Overall, this means that leaders must rely much less on authority, control and process
and become much more effective at generating results through inspiration, empathy
and the ability to foster nimble, creative collaboration. In other words, /eaders will need
to focus much more on what might truly be considered /eadership.

b key steps to leading 2lst-century workforces

So, how do you lead for superior performance in a world where the focus of work is
dramatically different, employees stay for less time, have a looser connection and have
very different expectations about career, flexibility and freedoms, and where the
concept of a leader itself is changing? And if you are an HR leader, what should you
develop in your organisation and in your leaders?

|. Envisage the leader as a leader of volunteers, not workers.

Yes, you pay your people, but that is increasingly irrelevant to your leadership style.
You will only get the most from your people in the new context if you release the power
of volunteerism, because we will be in a time where, from a behavioural perspective,
your people are volunteers. And of course, many of your people won't even be
employees, but rather contractors or partners. Ask yourself “If | had no money to
offer, what would bring great people here and keep them here?” The answers will
include a chance to make a difference, a chance to excel, a chance to stretch and a
chance to grow.

2. Get rid of all people processes that reduce intrinsic motivation.

Too many traditional organisational processes reduce maotivation. In the new world of
work, this produces a net reduction in business performance. Instead, cultivate
practices that increase felt autonomy, meaning, stretch, mastery and connection to
others. At the top of the list: give people more sense of freedom and choice for how
they do things (but maintain or increase accountability for outcomes).
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“Cultivate practices that increase felt autonomy, meaning, stretch, mastery and
connection to others”
3. Focus on a new capability set. Throw out that dated capability framework.
There are now two types of capability needed:
|. Performance capabilities. These are the human contributions that matter most
when Al does all the procedural work. At the top of the list are collaboration, empathy,
creativity and judgement
2. Survival capabilities. These are the qualities needed to cope with the challenges of
the emerging business context. The top two are resilience and change agility.
4. Treat people allocation is as highly as financial allocation.
In broad terms, capital has become less important. Many of the world's mast highly
valued companies today have required little capital to get to the top - a very different
scenario from the twentieth century. By contrast, good people make a huge difference
and are scarce. Where they are placed in the organisation (even if staying for a brief
time) is critical.
a. Accelerate talent development through mission-critical projects.
Again, it might seem strange to invest in people when they could leave the next week,
but in fact the opposite is true. You have no time to waste getting the best from your
people. Most organisations today are developing their best talent far too slowly. The
future requires real-time monitoring of where your top 10-20% of talent is being
deployed, simultaneously applying them to your most important business challenges
and fast-tracking them to more of their full potential.
B. Improve people measurement disciplines.
If you are going to take the five actions above, make sure you have data on them. One
of the biggest changes we will see in the next five years is comings getting far more
rigorous around measuring, monitoring and evaluation, ensuring that there is robust
information to enable accountability, determination of impact and continuous
improvement in approaches.
https://www.insidehr.com.au/keys-effective-leadership-new-world-work/
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3. How You Can Restructure Your Company's Management Into 21st Century
Leadership

There s the old school model and the new school’ model Which one are you?

Jeffrey Hayzlett

ENTREPRENEUR LEADERSHIP NETWORK VIP

Prime Time TV and Radio Show Host, Author, Speaker

January 2, 2019 6 min read

Opinions expressed by £ntrepreneur contributors are their own.

The age of management is dead! At least management as we knew it. Executives are no
longer looking to micromanage everyday decisions; instead, they're empowering other
employers to implement and own the decisions that will propel the business forward.
Related: 'Servant Leadership' and How lts 6 Main Principles Can Boost the Success of
Your Startup

The reasons are clear: People don 't wantto be managed into following the same pattern
or acting under the premise of doing things the same way they've always been done.
Instead, employees need to know and believe that their ideas are being heard and/or
implemented in a way that makes a tangible difference toward attaining the larger goal.
To get there, companies don't need a hierarchy of permissions and processes; they
need to build leaders who commit to live the brand and company values.

"0id school’ versus new

The "old school” model used a top-down approach to drive efficiency through control
and perfection, a model built on scarcity and a centralized leadership style. While there
are advantages to that style of leadership, it can also have an adverse effect. Leaving
the decision-making process to one person can delay outcomes and potentially cause
the entire project to fail.
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For example, according to research by KPMG, 70 percent of organizations surveyed
had suffered a project failure in the 12 months prior to the study. And PMI's 2017 Fu/se
of the Profession survey stated that “A lack of clear goals is the most common factor”
-- cited by 37 percent of companies -- behind project failure.

Every business has an organizational structure that outlines its framework and
guidelines for managing the business. Small businesses, in particular, usually create
structure based on their immediate needs; and this structure tends to reflect the
owner's personality and managerial style.

However, as a business experiences growth, its leadership style may will need to be
revised to keep up with the fast pace of business.

a ways the new management model surpasses the old

Here is a list of some of the massive changes occurring in companies shifting to the
new model:

Oid: Top-down management

New: Bottom up management

Oid: Content reflects the status quo.

New: Disruption is the name of the game.

Oid: The end justifies the means (prioritizing results over people).

New: The priority is people over profits. Good leaders guide and inspire,

Oid: Talked the talk, didn't walk the walk

New: Talks the talk a7dwalks the walk

Oid: Driven by ego

New: Driven by teamwork

Related: 3 Ways Leadership Has Kept Best Buy Standing Tall While lts Competitors Fell
The shift from fully centralized to a somewhat decentralized and goal-oriented model
is more prevalent nowadays, not just in smaller companies, but in bigger companies as
well.

Johnson & Johnson is one of those well-known companies with a decentralized
structure, with over 200 units that function autonomously. Gaming software
company Valve is also a decentralized company that got rid of job titles and allows
employees to work on any initiative they want, and to "own" that project.

Leaders need to challenge the status quo. As a leader myself, | like to ramp up the
tension because | believe that people need to be pushed out of their comfort zones in
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order to grow. | do this with my team all the time. | push and then | push some more. |
won't say that the result is always pretty, but in the end, it works.

We leaders also need to put money where our mouths are. Not only do | push my team,
but | empower them to take ownership of a great number of tasks -- and an active
leadership role, at whatever level they're in. If I'm talking the talk, | have to walk the
walk.

Here are three advantages for having just this kind of decentralized leadership
structure.

|. Empowers employees to make high-level decisions

Delegating the day-to-day decision-making to employees frees higher-level executives
to focus on the overall strategy, to high-level decisions and, in my case, sales
strategies that move the needle forward.

This structure also provides opportunities to, and experiences for, those employees
who normally don't have the chance to make decisions on a reqular basis. Those in
higher management, meanwhile, gain the opportunity to evaluate these employee's
performance when given a task to own. This makes them potentially more promotable
in the future.

In any company, there are people that work in the trenches-- helping customers on the
floor of a store, or making things happen behind the scenes at the corporate level. As
a result, they're better equipped to handle situations that may come up better than is
anyone at high level management.

For example, our company has several events annually where | host or conduct
interviews with leading business executives. My production team handles every part of
that process -- all behind the scenes. They're empowered to make decisions so the
show runs as smoothly as possible because they know the ins and outs better than |
ever will.

| don't need to know the specifics of how the event is run. | trust them to do it for me
and make it all look seamless.

2. Let's businesses make decisions more quickly

To stay competitive, businesses need to be nimble and pivot at a moment's notice.
Therefore, employees need to be in a position to make decisions quickly. If a competitor
is kicking your butt because it's adopted new technologies, do you really have the time
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to go through the bureaucracy of getting the approval of the one person who just
jumped on a 20-hour flight to Hong Kong?
You don't. Be nimble enough to make decisions quickly.
3. Helps develop employees
In a decentralized system, managers get the opportunity to show, and prove, their
expertise because they actually make decisions. This helps prove their value to the
organization and encourages diversity of thought.
Every manager will have his or her own style of management, but that same diversity
is what will make your company stand out from the rest. It will encourage creativity
and promote ideas that otherwise might have died on the cutting room floor of
businesses where the status quo prevails.
Anyone implementing innovation and decentralized leadership will, in turn, work better
with other companies similarly innovating and creating solutions. The result? a less
hierarchical structure that encourages the free flow of ideas.
Effective leadership direction is critical, as we live in a climate of constant change that
requires everyone to be a leader and hold a great deal of responsibility. For a business
to survive, everyone needs to act and move as one -- at every level.
Related: The Strengths and Weaknesses of 4 Distinct Leadership Strategies
Goals need to be clearly defined, and employees empowered to make decisions and pull
out all the stops to remain competitive and elevate their leadership skills as we move
further into the 2ist century.

https://www.entrepreneur.com/article/ 320445
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4, 3 Leadership Styles for the 21st Century Organisation

Whether you're a head teacher, a senior or middle leader or a corporate executive, as
a leader, you set the tone and model the behaviour for the culture you want to create
in your organisation. To do this you have to ask yourself: What do | value most? What
is my natural leadership style? How can | use my natural talents to benefit the
organisation and my colleagues?

Everyone has their own leadership style. Some take a modern servant leadership
approach and focus on developing their teams; others are charismatic leaders who
inspire their teams to take action. The good news is that these styles are not mutually
exclusive and the best leaders adapt based on the needs of their work and the people
they're leading.

Let's explore some of the most common styles in modern organisations.

|. Servant:

The servant leader is one who truly cares about the needs of their employees. lconic
leaders of nonviolent movements for civil disobedience such as Mahatma Ghandi,
Martin Luther King Jr. and Nelson Mandela could all be considered examples of servant
leadership. However, millennials have a strong preference for modern servant leaders
who take genuine interest in both their professional and personal development, and are
willing to become mentors.

2. Innovative:

Innovative leaders are big picture thinkers who are willing to shake things up to achieve
the desired outcome. Many of the most iconic and innovative leaders of today are in the
tech industry but there are plenty of others across a wide range of industries, from
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fashion to education. What do innovators have in common? They have no patience for
stagnation. They like to take stock of processes, and when something isn't working
innovators are willing to try new things and find something that does.

3. Pace Setting:

Pace setters are visionaries who set the pace not just for their organisations but for
the direction of their entire industry. They dream big and inspire those around them to
take action to accomplish the seemingly impossible. Where the servant leader focuses
more on people development, pace setters are often more demanding in their quest to
do things better and faster. Still, the people who thrive most under pace setters are
those who work well under tremendous pressure, are self-motivated, and need little
direction for execution on big picture ideas.

4. Charismatic:

These leaders inspire the people around them to greatness. They have a “let’s do it
together” attitude and use the power of personality to inspire passion and action in
others. Much like innovators and pace setters, charismatic leaders are often
visionaries; however, sometimes they drop the ball when it comes to execution. These
leaders need the balance of others around them who can execute on big ideas and get
things done.

a. Laisse Faire:

People who adopt a laisse faire leadership style are usually excellent at delegating.
They know how to communicate their vision, and prefer to give their teams the tools
they need and the space to get it done. Laisse faire leaders often like to surround
themselves with a highly-skilled, self-motivated team they don't have to manage too
closely. People who need more guidance and direct mentorship don't usually thrive
under this leadership style. However, laisse faire leaders believe the members of their
team to be capable, and the expectation that people can and will do what they say what
they do can be a proving ground for new leader

https://www.sycol.com/3-leadership-styles-21st-century-organisation/
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|. The 3 Most Prominent Management Trends of the 2lst century
By IBT Staff Reporter
02/28/11AT 3:33 AM

A session on "Navigating the shifting tides of globalization”, during a two-day conference at the
Bank of Tanzania in Dar es Salaam in March 2009. Photo: Reuters

As part of its 10-year birthday celebrations, Warking Knowledge - the Harvard
Business School publication which provides a first glimpse into cutting-edge
research from Harvard faculty - asked several influential management thinkers
and faculty, including the new Dean, Nitin Nohria to shed some light on the most
significant ideas and developments that have impacted business management in
the first decade of the 2I* century and also the most productive management
research areas in the decade to follow.

Based on responses from the reputed faculty researchers, we take a look at
five areas or trends which are emerging as the key influencers of business and
management in the 2I* century and are also likely to spawn a good share of
research in the domain.

|. Globalization

The melting of barriers among nations and their increasing interconnectedness,
accelerated by technology, has led to a change in the world order that has had
a profound impact on global business. The emergence of nations such as India
and China has replaced the era of unquestioned dominance of the Western
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countries or any one particular region, paving the way for a flattened business
arena where developments in one part of the other are certain to have a
spiraling impact. Perhaps the best evidence of this is the recent financial crisis.
A recent 335-page study by the AACSB, the leading accreditation agency for
business schools around the world, highlights the implications of this and
asserts that rising expectations from business and society for graduates with
global competencies, coupled with the increasing complexity and global
connectedness of higher education, command the attention of business schools
around the world.

2. Technology

Bose Unveils New Wireless Earbuds Ahead of Apple's...
By Julio Cachila

J3/1l/20 AT 8-48 AM

KEY POINTS

. Bose has released new audio devices ahead of Apple's event next week

o The new QuietComfort Earbuds appear poised to take on the AirPods Pro

« The new Sport Earbuds could take on other audio accessories that don't have
ANC

Bose has unveiled a slew of audio accessories ahead of Apple's special event on

Sept. 19, indicating its intention to overtake the Cupertino tech giant in several

ways.

For starters, Bose is releasing what appears to be the AirPods and AirPods

Pro's toughest competition yet: two new wireless earbuds that are designed to

bring Bose's signature headphone sound in an in-ear model form.

QuietComfort Earbuds
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First is the QuietComfort Earbuds, which is basically Bose's BuietComfort
headphones in a smaller, in-ear version. This will sell for $273.

It uses Bose's Proprietary Noise Cancellation System; a proprietary electronic
chip loaded with an exclusive new algorithm and uses what the company calls
StayHear Max tips that create a soft but tight seal in the user's ears.

The QuietComfort Earbuds also offer 11 levels of noise contraol, allowing users to
adjust the level of “quiet” they want to hear. Users can set preferences and
choose from them easily. This includes a “transparency” setting that lets users
hear the outside world and one that silences everything in the environment.
Bose said the QuietComfort Earbuds are designed for “faithful reproduction,”
allowing users to enjoy music that sounds as close as possible to the recording.
It offers six hours of battery life in the earbuds and an additional 12 with the
charging case. They come in Triple Black and Soapstone colors.

If the current wave of globalization has been the driving force behind the most
far-reaching and powerful changes in business, then information technology has
indisputably been the facilitator. Drawing attention to the fact that four out of
the top five companies in Ausinessweeks annual list of most innovative
companies are technology-driven businesses, Professor Teresa Amabile writes
in Warking Know/edge, Customers are courted and supply chains are managed
via websites, social media, and email; marketing, manufacturing, and
distribution processes are managed by sophisticated real-time information
systems; colleagues working 12 time zones apart can see and hear each other
as they work at their desks-or in airport lounges on oppaosite sides of the planet.

3. Sustainability and Corporate Social Responsibility

For business to be sustainable, and even profitable, our planet has to be
sustainable - this realization has hit businesses perhaps the hardest in recent
times. HBS Dean Nitin Nohria feels that in the coming decade, we are likely to
see a lot of focus directed towards applying management principles to solutions
of complex social issues such as environmental sustainability, energy security,
access to healthcare etc. This will also underline the need for increased
interdisciplinary interaction and influence on business management.

One evidence of this growing engagement with issues of society and
sustainability is the increase in number of companies who have intensified their
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CSR focus and the innovative ways in which they have engaged themselves,
points out professor of marketing, Michael Norton. Shifting steadily from
corporate philanthropy to more direct and effective engagement, companies
have devised new models of extending a social footprint. Drawing attention to
the Pepsi Refresh project, Norton has highlighted how the company encouraged
users to submit projects with social impact-from cleaning up a river to saving
animals-and allowed other users to vote on which projects Pepsi should fund.

4. The Study of Psychology

Speaking of interdisciplinary influences on business, the study of human
psychology - probing into cognition, motivation, behavior and performance - has
become a key pillar of organizational management. From employee management
to customer satisfaction and social engagement, satisfaction of business
objectives requires effective analysis of both individual and institutional
psychology. A good amount of research is therefore likely to be focused on how
psychological theory and research can be integrated into business academics
and management practice; Professor Amabile feels that with more evolved tools
and access to ever-growing information databases, managers will have the
power to improve both the practice of business and the welfare of society.

3. Business Ecosystems

Professor Carlyss Y. Baldwin feels that one of the most notable trends in
management has been the rise of business ecosystems - defined as groups of
firms which together provide complex products and related services to meet
end-to- end requirements of users across the value chain. The integration
between media, technology and telecommunication firms would be an apt
contemporary example. This has important implications for management
because innovation in business ecosystems has a character distinct from
traditional, vertically integrated firms. Every organization in the ecosystem has
to be aware of the bigger picture. As Professor Baldwin tells Working
Knowledge, Innovation in ecosystems requires collective action to both invent
and appraise, efficient, cross-organization knowledge flows, modular
architectures, and good stewardship of legacy systems.

https://www.ibtimes.com/3-most-prominent-management-trends-2lst-century-
21373
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GRAND CHALLENGES | GRAND CHALLENGES

9. al grand challenges for the 21st Century

By Bryan Lufkinlst April 2017

We asked experts from the world of science and technology to describe the societal
challenges that they think matter in 2017 and beyond. Read the full list of responses
below.

Over the past month, Future Now has been covering the “grand challenges” we face as
a society in a series of articles, videos and graphics. We polled a panel of people from
various fields about the vital issues they believe deserve more attention - you can
browse a0 of those responses below, which we'll continue to draw on throughout this
year. There's a lot to digest in one sitting - so dip in, reflect, come back...

You can also catch up on the stories inspired by these responses that we've published
to date here: The Grand Challenges.

* %k k

ARTIRCAL INTELLIGEMCE

danah boyd, Principal Researcher at Microsoft Research

Data-driven technologies are increasingly being integrated into many different parts
of society, from judicial decision-making processes to automated vehicles to the
dissemination of news.
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Each of these implementations raises serious questions about what values are being
implemented and to whom these implementations are accountable. There is increasing
desire by requlators, civil society, and social theorists to see these technologies be
“fair” and “ethical,” but these concepts are fuzzy at best. Meanwhile, there are
significant trade-offs and local decisions that technical actors face on a day-to-day
basis that shape the very structure of these systems. Developing responsible
sociotechnical systems will require bridging the social-technical gap that can easily
emerge as social actors and technical actors speak past one another-.

Missy Cummings, Professor, Humans and Autonomy Lab, Duke University | think one of
the most important challenges faced by robotic systems of the future, which include
driverless cars, drones, surgical and manufacturing robots, is how will we be able to
certify these systems as safe, particularly those that embed artificial intelligence?
By their very nature, artificial intelligence algorithms reason probabilistically and as
uncertainty increases in the world, uncertainty increases in an algorithm’s ability to
successfully and safely come to a solution. Presently we have no commaonly-accepted
approaches and without an industry standard for testing such stochastic systems, it is
difficult for these technologies to be widely implemented.

Kate Darling, Research Specialist at MIT Media Lab. Fellow at the Harvard Berkman Klein
Center for Internet & Society Companies are going to follow their market incentives.
That's not a bad thing, but we can't rely on them just to be ethical for the sake of it, for
the most part. It helps to have regulation in place. We've seen this in privacy, or
whenever we have a new technology, and we figure out how to deal with it.

Ezekiel Emanuel, Vice Provost for Global Initiatives and chair of the Department of
Medical Ethics and Health Policy at the University of Pennsylvania

| think one of the big issues is going to be unemployment: automation, artificial
intelligence, virtual reality. It seems pretty inevitable it's going to create displacement
of workers, i.e. unemployment. If you look at what gives people meaning in their lives,
it's three things: meaningful relationships, passionate interests, and meaningful work.
Meaningful work is a very important element of someone's identity.

Viktor Mayer Schonberger, Professor of Internet Governance and Requlation, Oxford
Internet Institute

My #lissue is not the future of democracy (or related issues such as fake news, Trump,
social networking bubbles, or even cybersecurity), but the future of humanity. As we
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are developing more and more ways to let computers take over reasoning through
adaptive learning, we are faced with an existential question: what is it - long term -
that makes us human? It used to be doing calculus, playing Chess (or Go), flying
airplanes, driving cars, having a conversation, playing Jeopardy, or cooking (to name
a few). What if data-driven, learning algorithms can do all that? What's the essence of
being human - is it radical creativity, irrational originality, craziness and illogicality?
And if so, are we then shaping our learning institutions to help humans develop and
nurture exactly these skills (our competitive advantages). In short, for me 2017 marks
the year, when intra-human problems slowly begin to pale when compared to this more
fundamental and existential one.

Peter Norvig, Director of Research, Google

Artificial intelligence has proven to be quite effective at practical tasks - from labeling
photos, to understanding speech and written natural language, to helping identify
diseases. The challenge now is to make sure everyone benefits from this technology.
It's important that machine learning be researched openly, and spread via open
publications and open source code, so we can all share in the rewards.

Richard Alan Peters, Associate Professor of Electrical Engineering, Vanderbilt
University

In my opinion, the most important breakthrough in robotics and Al to come is the
learning of concepts by learning sensory-motor coordination. An intelligent agent
(animal or robot) that can manipulate the physical world while sensing the results of
said manipulation forms one half of a complex dynamical system. The other half is the
world. Complex dynamical systems form patterns in nature. In the case of an animal
(including humans) that pattern occurs in the brain and spinal cord system. It relates
sensing to action and vice-versa. In a robaot, | like to call this “natural intelligence” to
distinguish it from artificial intelligence which is usually acquired by a disembodied
computer. Among other things this approach solves the symbol grounding problem
(how an agent's internal symbols relate to the physical world. This has been puzzled
over since Aristotle.) And it solves the “frame problem” by providing a physical context
for deliberative thought.

Al, although very useful, will never approach human intelligence until it is embodied.
That is, of course, a hypothesis, a conjecture that has yet to be proven. But | believe
we are close. These ideas were first set down by Rodney Brooks at MIT in the 1980's.
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Brooks hypothesis is Intelligence is an emergent phenomenon that is the result of
embodiment, situatedness, development and interaction.

Bruce Schneier, international security technologist The Internet of Things is giving
computers the ability to affect the world in a direct physical manner. As this happens
to more and more things, the particular ways in which computers fail will become the
way everything fails. This means more catastrophic failures, as bugs and
vulnerabilities affect every instance of a piece of software. This will completely change
how we think about the risks of computerised cars, computerised appliances,
computerised everything.

Tomotaka Takahashi, founder of Kyoto University's Robo Garage

In 2017, cloud funding and hardware start ups are going to collapse. Because of the
fake demo videos, people’s expectations to technology is getting too high, and no
product can satisfy them. Only a few strong companies and products, such as Amazon
Echo, can survive. | believe people are going to demand Echo with more humanity and
portability, and social robots like RoBoHoN will find its market in five years.

Jonathan Zittrain, Professor of International Law at Harvard Law School and the
Harvard Kennedy School of Government, Professor of Computer Science at the
Harvard School of Engineering and Applied Sciences, Director of the Harvard Law
School Library, and Faculty Director of the Berkman Klein Center for Internet & Society
I'm concerned about the reduction of human autonomy as our systems -- aided by
technology -- become more complex and tightly coupled. Artificial intelligence is
making some real progress right now, and our work is less to worry about a science
fiction robot takeover, and more to see how technology can be used to help with human
reflection and decision-making rather than to entirely substitute for it. If we "set it and
forget it," we may rue how a system evolves, and that there is no clear place for an
ethical dimension to be considered.

LITIES AND GLOBAL DEVELLIPMENT

Mary Barra, CED, General Motors

The auto industry stands at an inflection point where rapidly advancing technology and
evolving customer needs offer a unique opportunity to transform our relationship with
customers, communities and the environment. Thanks to connectivity, electrification,
autonomous vehicles and car- and ridesharing, the way customers interact with our
vehicles is going to change in a way that hasn't happened since the industry was born
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more than 100 years ago. Some view this as a disruption - we believe it represents a
tremendous opportunity to make people’s lives safer, simpler and better. Realising
these changes demands the ability to recruit from a talented pool of diverse candidates
with Science, Technology, Engineering and Math (STEM) expertise. Today, there is more
demand for some STEM areas than there is available new talent and the demand
continues to grow. It's one of the reasons we are committed to doing all we can to
encourage young people to pursue careers in STEM, particularly in Technology and
Engineering.

Nootan Bharani, Lead Design Manager, Place Lab - Place Lab, University of Chicago
A pivot from just climate change to segregation. Specifically, the widening gap between
wealthy and impoverished people, worldwide. Climate change is a causal factor in the
increased(ing) disparity. So too are racism and classism.

Climate change exacerbates the challenges thrust upon impoverished people. The use
and habitation of spaces demonstrates this clearly - the gquantity, quality, and
increasingly, the ability of one's space to protect from harsher and unexpected
elements.

Solutions should be structural as well as grass roots. Sound policy as well as micro-
local community-based. Intentional systems got us into this pickle, and intentional
systems will need to be part of the process to reach toward comman vision and goals.
Scratching the surface are programmes offered by governments and utilities, to assist
homeowners to weatherise their structures. Impoverished communities still lack the
resource/capacity to capture full use of technologies - methods are already known
and commonplace in sustainable new construction. The most robust and innovative
energy efficiency programs are yet to benefit those that would feel the greatest impact
from the captured savings.

Culture is intersectional, is an arbiter. Culture is part of the solution to finding common
ground between wealthy and impoverished (and all in-between).

Vernacular architectures are expressions of the people and culture in a particular
locale, in particular climates. My “dream” of seeing more vernacular architecture
overlapped with contemporary design is a desire to see cultural identities expressed
as much as it is a desire to see climate adaptive solutions for space.

Larry Burns, former corporate vice president of Research and Development for
General Motors
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According to the World Health Organisation, over 1.2 million people a year die from
crashes on the world's roadways. This is epidemic in scale. Traffic safety experts
predict that over 90% of roadway fatalities can be eliminated when driverless vehicle
technology reaches its full potential. Regulators, police organisations and liability
experts responsibly caution that we cannot let driverless technology get in front of
safety. However, like with all epidemics, we also have a responsibility to realise the full
potential of cures as soon as possible. While we must be prudent, we also must not let
those with vested interests in human driven cars slow progress. We must work
together to safely accelerate the realisation of driverless vehicles. Reaching this
imperative one-day sooner could save over 3,000 lives!

Vishaan Chakrabarti, Associate Professor of Practice at Columbia Graduate School of
Architecture, Planning and Preservation The major new challenge for the fields of
architecture and urbanism will be to build what | call the "Public Metropolis,” which
means cities that are more ecologically sound, more equitable, more humane in their
deployment of technology, more intense in their creation of new infrastructure, and
more fervent in their roles as beacons for a free, diverse and open global society in a
time when nativism and fascism are on the rise. The debate of whether to build dense,
transit-based cities as the most environmentally sound growth model in a world in
which billions are reaching the middle class is largely settled: the question that remains
is not whether to build better cities, but how. Great civic architecture for both public
and private projects will be pivotal to this question by enabling the creation of new
cultural buildings, commercial projects, and infrastructures that read and write with
the specifics of a place, so that we maintain local identities in a global world.

Lucy Jones, Science Advisor for Risk Reduction for the United States Geological Survey
We do a great job as a society of funding and supporting innovative research - we
really admire that aspect of it. What we do a very bad job at is making the interface
between that esoteric research and how people can actually use the information.
People want predictions (for earthquakes). But people have to understand the scientific
process. That's problem number one: The communication phase. People on the outside
turn to us (researchers) for answers, and we are so caught up in the scientific process
that we know no answer that we're talking about is final. There's this gap that we're
not helping people understand, and it's actively discouraged - if you have a young
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scientist who's brilliant on TV explaining earthquakes, they may say no, I'm not going to
do this because it's going to hurt my career.

Rochelle Kopp, founder and Managing Principal of Japan Intercultural Counseling
| would say that one of the biggest challenges for the 2ist Century as relates to Japan
and Asia, and indeed the rest of the world, is related to questions of immigration (which
includes refugee issues). These have of course received a lot of attention in the media,
but the discussions are often stuck at a basic level, and governmental policies and
programs are often not sufficiently addressing the issues.

Specifically, as for Asia: Japan, as well as Korea and China, are rapidly ageing and thus
there will be increasing demand for labor in those countries, whereas many
surrounding countries have surplus amounts of labour. Already we see Japan is very
dependent on foreign labor in sectors like agriculture and construction, although not
through formal immigration but rather through exploitative “trainee” programs.

Part of the debate around immigration and acceptance of refugees, both in Japan and
other countries, relates to how to integrate people from another culture into a society.
This is my field, of cross-cultural communication and understanding. There is a lot of
room for further application of the lessons of the cross-cultural field in areas outside
of business (where they are most often being utilised today), to help countries address
issues related to immigrants and refugees.

Chris Leinberger, Nonresident Senior Fellow - Metropolitan Policy Program, Brookings
Institute

The real political and societal changes I'm seeing are taking place at the micro-local
level: the biggest sociopolitical movement has been the organisation at the “place” level
of the neighbourhood level, at least in this country. It's under the radar screen - we
are fundamentally inserting a new level of governance in society, and it's taking the
form of neighbourhood associations at the super local level, taking the form of
improvement districts, special assessment districts, like in Midtown Manhattan. All of
these places are becoming organised.

Every neighbourhood in this country has a neighbourhood organisation - 30 years ago
this didn't exist. Today, virtually every neighbourhood is organised. Business
improvement districts in particular are making leaps and bounds in the management
of our society and they are recognising and working with technology firms to far better
understand how these places work. The next big technological jump is a software jump:

| 152



we now have the hardware. The issue is coming up with software that will create the
mega database that will understand every part of the built environment at the place
level, and eventually, the metropolitan level.

Right now, nobody knows what's in Midtown [Manhattan]. We don't know what
percentage of that is office; what percentage of that is retail. We didn't have those data
sets 13 years ago, and we didn't have the software, and we certainly didn't have the
computing capability.

So, when a city or when a business improvement district makes a major capital
investment in the future, you could foresee the time that we'll be able to say, ‘okay,
let's build the Second Avenue subway. It'll cost us S3bn and this is the expected
economic and tax revenues we will get from that based on this data set, and we will
then decide what to do - and we will look at secondary consequences like gentrification
and see how we're going to address that based upon those future projects we make.’
We will learn much better how to plan, build, and pay for these places; invest in the
right thing. Right now, conclusions are based on guestimations, like ridership. We're
getting closer to saying this is going to be the economic and fiscal benefit of doing that,
and here are the unintended consequences we need to be concerned about: congestion,
gentrification, displacement, whatever. All those tools will help place managements.
This is a new field of place management.

HEALTHAND HUMAMITY

Nicholas Agar, professor of ethics at the Victoria University of Wellington
Recent advances in gene editing suggest a future in which we can radically upgrade
human genomes. We might use tools including CRISPR to rewrite genes that influence
traits such as intelligence and lifespan. We should bear in mind when we contemplate
this enhanced future that the obvious answers aren't always the right ones. The human
genome isn't something we should seek to build a wall around, protecting it from all
change. But a rush to enhance ourselves may erase aspects of our humanity that
proper reflection reveals as valuable. More IQ points aren't better than fewer in the
straightforward way that more money is better than less. We risk oversimplifying
what's involved in enhancement. Proper reflection on what about us we might want to
preserve takes time - it should draw on a wide range of perspectives about what it
means to be human. It's difficult to set aside this time for ethical reflection when new
technological possibilities seem to be coming thick and fast.
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Luke Alphey, visiting professor, Department of Zoology, University of Oxford
Agricultural pest insects, and mosquitoes transmitting diseases, are long-standing
problems for which we still have no satisfactory solution, indeed the problems are
becoming more pressing. Modern genetics can potentially provide powerful new means
for controlling these ancient enemies with greater effectiveness and precision - for
example minimal off-target effects on the environment - than currently-used methods.
Gene drives are just one aspect of this, but perhaps encapsulate some of the issues.
One gene drive system, involving inserting into mosquito cells a large amount of foreign
(to the mosquito) DNA in the form of an intracellular bacterium (Wolbachia), has
entered field trials in several countries. This specific system has avoided the “genetic”
or "GMO" label and regulatory system by adroit marketing and some technicalities and
perhaps illustrates what could be done if the field were not caught up in the baggage
and polarised politics of the GM crops “debate”. Potential applications of genetic
methods in public health and conservation biology, for example, have very little in
common with GM crops; lumping them together risks poor debate, poor policy and - in
my view - potential delay or loss of huge human and environmental benefits.

Elizabeth Bradley, Professor of Grand Strateqy, Head of Branford College, Professor
of Public Health and Faculty Director of the Yale Global Health Leadership Institute
The tremendous impact that social, environmental and behavior factors have on our
health overall. Recent research has shown that a country's ratio of health to social
service spending is predictive of some key health outcomes, like life expectancy, infant
mortality, and maternal mortality. Genetics and health care play a role, but social,
environmental, and behavioral factors have far greater impact on the whole health of
a population.

Some examples of social service investments include job training, supportive housing,
and nutritional support - all of which have traditionally had an underestimated focus
of attention. Health and social services should be better integrated toward the
achievement of common metrics, like lower rates of smoking, obesity, and depression.
More research is needed, to measure the health care cost savings of early childhood
education or income support programs, and to identify the most sustainable integrated
models. Meaningful change in our world's health may come less from investing in
medical care than in addressing the social determinants of health.
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ENERGY

Homi Kharas, senior fellow and deputy director of Brookings Institute's Global Program
The battle for sustainable development will be won or lost in cities. 150 million people
are moving to cities each year. By 2050, over 7 billion people will live in cities (80% of
the world), and cities will be responsible for 75% of global carbon emissions. Cities are
places where infrastructure gets locked in for decades, if not centuries, but city
planners must make investments now in a world where technology is changing rapidly
where people live, work and play, and how they access buildings, transport, energy and
waste management. The fastest growth is happening in thousands of secondary cities
where mayors and city managers are not well schooled in technical urban planning.
Often, these secondary cities must collaborate with each other to deliver services
effectively across boundaries within larger metropolitan areas.

Carey King, assistant director, University of Texas at Austin Energy Institute
We need a discussion as to what political leaders, business leaders, and citizens think
is an appropriate distribution of wealth across the entire population. This focuses on
the real question (how many people have what, independent of the size of the economy,
though the two are linked) instead of discussing how to shape policies and taxes to
achieve an unspecified growth target independent of wealth distribution. Trump, Brexit,
and Le Pen are representations that people understand growth only for the elite in the
West is no longer tenable.

An issue that has not received enough attention in the media and popular understanding
is that the Earth is finite and this fact will have real world physical, economic, social,
and political implications. Neoclassical economics ignores this obvious fact, yet it is
used to guide most policy (e.g., economic projections and scenarios), including that for
climate change mitigation. Thus, we are using an economic theory that is simply
incapable and inapplicable for informing an unprecedented transformation of the
BcOnomy.

Vijay Padmanabhan, Asian Development Bank, Technical Advisor (Urban)
The one major challenge we will face due to urbanisation will be 'water security’. We
are already grappling with this problem across our developing member countries and
with deteriorating river or surface water guality, lack of sufficient ground water
sources and increasing dependence on sea water as a supply source, we have to bring
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in innovations in water management. Treatment technology, water aguifer mapping,
recycling and reuse of wastewater, etc. are areas of RGD investment.

ADRB is working with a large number of utilities to address these issues and as we
engage on a long-term basis with many cities and utilities, we will be actively exploring
opportunities to bring in value for money propositions so that the utility benefits in the
long term. We are also connecting with industry leaders to understand market trends
so that we can bring the best to our developing member countries.

William Ryerson, founder and president, the Population Institute and Population Media
Center. Perhaps a summary is that the human enterprise has outgrown the long-ability
of the planet’s renewable resources to support us at our current numbers and our
current rates of consumption and waste generation. Climate change is just one piece
of evidence of this fact. Technological improvements, while potentially important in
reducing per capita impact, are not sufficient to make us sustainable unless we also
stop growth in human numbers and reduce average consumption, while simultaneously
lessening the gap between the richest and the poorest people on the planet.
Sustainability is a term that is not well understood and is misused, but the reality is
that any activity that is not sustainable will stop. So far, non-renewable resources are
what are primarily driving our economic engine. But by definition, non-renewables are
being depleted and for the most part will stop being economically available in this
century. So, we must plan rapidly for the day when humanity can live using just
renewable resources, while maintaining the biodiversity that makes the planet
habitable. In truth, sustainability is the ultimate environmental issue, the ultimate
health issue, and the ultimate human rights issue.

FLITLIRE GF THE INTERNET, MEDWA AND DEMOLIALY

Peter Barron, VP Communications, EMEA, Google Google was built on providing people
with high-quality and authoritative results for their search queries. We strive to give
users a breadth of diverse content from variety of sources and we're committed to
the principle of a free and open web. Judging which pages on the web best answer a
query is a challenging problem and we don't always get it right. When non-authoritative
information ranks too high in our search results, we develop scalable, automated
approaches to fix the problems, rather than manually removing these one-by-ones.
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We recently made improvements to our algorithm that will help surface more high
quality, credible content on the web. We'll continue to change our algorithms over time
in order to tackle these challenges.

Rohit Chandra, VP Engineering, Yahoo Search providers face a confluence of human
and technology challenges. While we provide the portal for users to find information,
we depend on content creators and distributors to apply journalistic discipline to what
they are creating. The scale of popular social networks has democratized publishing,
which effectively lets anyone - regardless of their intentions or qualifications -
produce content that can appear journalistic.

Another challenge is that technology-driven online engines like ours learn through
click-feedback or “crowd-sourcing.” That runs the risk of perpetuating a “herd-
mentality” - in which if lots of users start chasing a particular news source (maybe
based on shock value rather than credibility), our Al-systems could accidentally
“learn” and treat that source as highly valued or credible.

| do see a need in the market to develop standards, perhaps from an organization like
Nielsen. Facebook and others are working on this, too. The answer has to be a
combination of technology and editorial; we can't fact-check every story, but there
must be enough human eyes on the content that we know the quality bar stays high.
Eddie Copeland, director of government Innovation at Nesta, a UK charity that has
looked at the future of democracy in the digital world .Rather than waiting for
politicians to make decisions and then we all argue over whether what they say reflects
reality, we could have tools that engage people much earlier in the process so they can
be involved in formulating ideas and drafting legislation, following the course of how
ideas go from concept to becoming laws and how effective they are in reality. It might
just give you a fighting chance of making people feel part of a system rather than
observing it from the outside.

https://www.bbc.com/future/article/20170331-a0-grand-challenges-for-the-2lst-
century
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B. Challenges of Information Technology Management in the 21st Century
By Ralph Heibutzki

The growth of personal computing technology has revolutionized how people live and
work in the 2ist century. Keeping computer networks running at optimal levels falls
on information technology managers, who must constantly upgrade their skills to
keep up with the latest technological changes. As computers grow smaller and more
sophisticated, IT managers are increasingly expected to function as middle managers,
security consultants, and recruiters to help companies fulfill their goals and
objectives.

Cloud Computing

The ability to connect large numbers of computers on a single network, known as
cloud computing, raises many challenges for IT professionals. One of the thorniest
issues is who owns the data and how the provider is supposed to keep it -- which is
an important concern in law enforcement and litigation-related requests, notes
"Forbes" magazine. Debate also persists about whether companies are better off
|etting their IT staff manage the data or dealing with a cloud vendor who is specially
certified in security protocols affecting the medium.

Cybersecurity

Developing new strategies against cybercrime remains an ongoing challenge for IT
professionals. As in any illegal enterprise, trends change constantly. One example is
the rise of botnet attacks that enable malicious software users to take over entire
computer networks, reports "Security Management” magazine. Criminals need no
special abilities to commit such crimes. However, the cost and complexity of cross-
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border investigations means IT protection teams can't wait for police agencies to
solve their problems -- especially as cybercriminals keep finding new ways of
breaching established security protocals.
Remote Management
Conventional offices seem less relevant when digital technologies, such as email,
instant messaging and video conferencing, enable employees to work remotely. As a
result, IT professionals will likely face greater pressure to keep networks running at
top capacity, suggests "CBS MoneyWatch" Columnist Kelly Dwyer. Accountability is
an issue, since workers and supervisors are scattered across different nations or
time zones. The absence of formal schedules also means less separation between life
and work than ever, with IT managers increasingly expected to troubleshoot problems
at unusual hours.
Talent Retention
The Bureau of Labor Statistics estimates that demand for IT jobs will grow
approximately 19 percent between 2012 and 2022 -- faster than the || percent
estimated average for all other occupations. Demand for specialized areas like
cybersecurity sparks fierce bidding wars that favor the largest firms. For example,
Google raised managers' salaries by 10 percent to prevent defections to rivals like
Facebook, "Forbes” magazine reported in June 2011, This trend leaves smaller firms
struggling to recruit talent and industry leaders like Google continually replacing top
performers who often jump ship for better offers.
2016 Salary Information for Computer and Information Systems Managers
Computer and information systems managers earned a median annual salary of
135,800 in 2016, according to the U.S. Bureau of Labor Statistics. On the low end,
computer and information systems managers earned a 25th percentile salary of
105,290, meaning 75 percent earned more than this amount. The 75th percentile
salary is $170,670, meaning 25 percent earn more. In 2016, 367,600 people were
employed in the U.S. as computer and information systems managers.
https://work.chron.com/challenges-information-technology-management-2lst-

century-28780.html
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|. Talent Management for the Twenty-First Century

Peter Cappelli
From the March 2008 Issue

Failures in talent management are an ongoing source of pain for executives in modern
organizations. Over the past generation, talent management practices, especially in the
United States, have by and large been dysfunctional, leading corporations to lurch from
surpluses of talent to shortfalls to surpluses and back again.

At its heart, talent management is simply a matter of anticipating the need for human
capital and then setting out a plan to meet it. Current responses to this challenge largely
fall into two distinct—and equally ineffective—camps. The first, and by far the most
common, is to do nothing: anticipate no needs at all; make no plans for addressing them
(rendering the term “talent management” meaningless). This reactive approach relies
overwhelmingly on outside hiring and has faltered now that the surplus of management
talent has eroded. The second, commaon only among large, older companies, relies on
complex and bureaucratic models from the 1930s for forecasting and succession
planning—legacy systems that grew up in an era when business was highly predictable
and that fail now because they are inaccurate and costly in a more volatile environment.
It's time for a fundamentally new approach to talent management that takes into account
the great uncertainty businesses face today. Fortunately, companies already have such
a model, one that has been well honed over decades to anticipate and meet demand in
uncertain environments—supply chain management. By borrowing lessons from
operations and supply chain research, firms can forge a new model of talent
management better suited to today's realities. Before getting into the details, let's look
at the context in which talent management has evolved over the past few decades and
its current state.

How We Got Here

Internal development was the norm back in the 1950s, and every management
development practice that seems novel today was commonplace in those years—from
executive coaching to 360-degree feedback to job rotation to high-potential programs.
Except at a few very large firms, internal talent development collapsed in the 1970s
because it could not address the increasing uncertainties of the marketplace. Business
forecasting had failed to predict the economic downturn in that decade, and talent

| 161


https://hbr.org/search?term=peter%20cappelli

pipelines continued to churn under outdated assumptions of growth. The excess supply
of managers, combined with no-layoff policies for white-collar workers, fed corporate
bloat. The steep recession of the early 1980s then led to white-collar layoffs and the
demise of lifetime employment, as restructuring cut layers of hierarchy and eliminated
many practices and staffs that developed talent. After all, if the priority was to cut
positions, particularly in middle management, why maintain the programs designed to fill
the ranks?

The older companies like PepsiCo and GE that still invested in development became known
as "academy companies”: breeding grounds for talent simply by maintaining some of the
practices that nearly all corporations had followed in the past. A number of such
companies managed to ride out the restructurings of the 1980s with their programs
intact only to succumb to cost-cutting pressures later on.

The problems faced by Unilever's Indian operations after 2000 are a case in point. Known
as a model employer and talent developer since the 1930s, the organization suddenly
found itself top-heavy and stuck when business declined after the 2001 recession. Its
well-oiled pipeline saddled the company with 1,400 well-trained managers in 2004, up
27% from 2000, despite the fact that the demand for managers had fallen. Unilever's
implicit promise to avoid layoffs meant the company had to find places for them in its
other international operations or buy them out.

The alternative to traditional development, outside hiring, worked like a charm through
the early 1990s, in large measure because organizations were drawing on the big pool
of laid-off talent. As the economy continued to grow, however, companies increasingly
recruited talent away from their competitors, creating retention problems. Watching the
fruits of their labors walk out the door, employers backed even further away from
investments in development. | remember a conversation with a CED in the medical device
industry about a management development program proposed by his head of human
resources. The CED dismissed the proposal by saying, “Why should we develop people
when our competitors are willing to do it for us?” By the mid-1990s, virtually every major
corporation asserted the goal of getting better at recruiting talent away from
competitors while also getting better at retaining its own talent—a hopeful dream at the
individual level, an impossibility in the aggregate.

Outside hiring hit its inevitable limit by the end of the 1990s, after the longest economic
expansion in U.S. history absorbed the supply of available talent. Companies found they
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were attracting experienced candidates and losing experienced employees to
competitors at the same rate. Dutside searches became increasingly expensive,
particularly when they involved headhunters, and the newcomers blocked prospects for
internal promotions, aggravating retention problems. The challenge of attracting and
retaining the right people went to the very top of the list of executives’ business
concerns, where it remains today.

The good news is that most companies are facing the challenge with a pretty clean slate:
Little in the way of talent management is actually going on in them. One recent study, for
example, reports that two-thirds of U.S. employers are doing no workforce planning of
any kind. The bad news is that the advice companies are getting is to return to the
practices of the 1950s and create long-term succession plans that attempt to map out
career’s years into the future—even though the stable business environment and talent
pipelines in which such practices were born no longer exist.

That simply won't work. Traditional approaches to succession planning assume a
multiyear development process, yet during that period, strategies, org charts, and
management teams will certainly change, and the groomed successors may well leave
anyway. When an important vacancy occurs, it's not unusual for companies to conclude
that the candidates identified by the succession plan no longer meet the needs of the job,
and they look outside. Such an outcome is worse in several ways than having no plan.
First, the candidates feel betrayed—succession plans create an implicit promise.
Second, investments in developing these candidates are essentially wasted. Third, most
companies now have to update their succession plans every year as jobs change and
individuals leave, wasting tremendous amounts of time and energy. As a practical matter,
how useful is a “plan” if it has to be changed every year?

Talent management is not an end in itself. It is not about developing employees or
creating succession plans, nor is it about achieving specific turnover rates or any other
tactical outcome. It exists to support the organization's overall objectives, which in
business essentially amount to making money. Making money requires an understanding
of the costs as well as the benefits associated with talent management choices. The costs
inherent to the organization-man development model were largely irrelevant in the
1950s because, in an era of lifetime employment and a culture in which job-hopping was
considered a sign of failure, companies that did not develop talent in-house would not
have any at all. Development practices, such as rotational job assignments, were so
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deeply embedded that their costs were rarely questioned (though internal accounting
systems were so poor that it would have been difficult to assess the costs in any case).
That's no longer true. Today's rapid-fire changes in customers’ demands and
competitors’ offerings, executive turnover that can easily run to 10%, and increased
pressure to show a financial return for every set of business practices make the
develop-from-within approach too slow and risky. And yet the hire-from-without models
are too expensive and disruptive to the organization.

A New Way to Think About Talent Management

Unlike talent development, models of supply chain management have improved radically
since the 1930s. No longer do companies own huge warehouses where they stockpile the
components needed to assemble years' worth of products they can sell with confidence
because competition is muted and demand eminently predictable. Since the 1980s,
companies have instituted, and continually refined, just-in-time manufacturing
processes and other supply chain innovations that allow them to anticipate shifts in
demand and adapt products ever more accurately and quickly. What | am proposing is
something akin to just-in-time manufacturing for the development realm: a talent-on-
demand framewaork. If you consider for a moment, you will see how suited this model
might be to talent development.

What | am proposing is something akin to just-in-time manufacturing for the development
realm: a talent-on-demand framework.

Forecasting product demand is comparable to forecasting talent needs; estimating the
cheapest and fastest ways to manufacture products is the equivalent of cost-effectively
developing talent; outsourcing certain aspects of manufacturing processes is like hiring
outside; ensuring timely delivery relates to planning for succession events. The issues
and challenges in managing an internal talent pipeline—how employees advance through
development jobs and experiences—are remarkably similar to how products move
through a supply chain: reducing bottlenecks that block advancement, speeding up
processing time, improving forecasts to avoid mismatches.

The most innovative approaches to managing talent use four particular principles drawn
from operations and supply chain management. Two of them address uncertainty on the
demand side: how to balance make-versus-buy decisions and how to reduce the risks in
forecasting the demand for talent. The other two address uncertainty on the supply side:
how to improve the return on investment in development efforts and how to protect that
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investment by generating internal opportunities that encourage newly trained managers
to stick with the firm.

Operations Principles Applied to Talent Management

Principle I: Make and Buy to Manage Risk

Just as a lack of parts was the major concern of midcentury manufacturers, a shortfall
of talent was the greatest concern of traditional management development systems of
the 1950s and 1960s, when all leaders had to be homegrown. If a company did not produce
enough skilled project managers, it had to push inexperienced people into new roles or
give up on projects and forgo their revenue. Though forecasting was easier than it is
today, it wasn't perfect, so the only way to avoid a shortfall was to deliberately overshoot
talent demand projections. If the process produced an excess of talent, it was relatively
easy to park people on a bench, just as one might put spare parts in a warehouse, until
opportunities became available. It may sound absurd to suggest that an organization
would maintain the equivalent of a human-capital supply closet, but that was extremely
common in the organization-man period.

Today, a deep bench of talent has become expensive inventory. What's more, it's
inventory that can walk out the door. Ambitious executives don't want to, and don't have
to, sit on the bench. Worse, studies by the consulting firm Watson Wyatt show that people
who have recently received training are the most likely to decamp, as they leave for
opportunities to make better use of those new skills.

It still makes sense to develop talent internally where we can because it is cheaper and
less disruptive. But outside hiring can be faster and more responsive. So, an optimal
approach would be to use a combination of the two. The challenge is to figure out how
much of each to use.

To begin, we should give up on the idea that we can predict talent demand with certainty
and instead own up to the fact that our forecasts, especially the long-range ones, will
almost never be perfect. With the error rate on a one-year forecast of demand for an
individual product hovering around 33%, and with nonstop organizational restructurings
and changes in corporate strategy, the idea that we can accurately predict talent
demand for an entire company several years out is a myth. Leading corporations like
Capital One and Dow Chemical have abandoned long-term talent forecasts and moved
toward short-term simulations: Operating executives give talent planners their best
guess as to what business demands will be over the next few years; the planners use
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sophisticated simulation software to tell them what that will require in terms of new
talent. Then they repeat the process with different assumptions to get a sense of how
robust the talent predictions are. The executives often decide to adjust their business
plans if the associated talent requirements are too great.

Operations managers know that an integral part of managing demand uncertainty is
understanding the costs involved in over- or underestimation. But what are the costs of
developing too much talent versus too little? Traditionally, workforce planners have
implicitly assumed that both the costs and the risks even out: that is, if we forecast, we'll
need |00 computer programmers in our division next year and we end up with 10 too
many or 10 too few, the downsides are the same either way.

In practice, however, that's rarely the case. And, contrary to the situation in the 19a0s,
the risks of overshooting are greater than those of undershooting, now that workers
can leave so easily. If we undershoot, we can always hire on the outside market to make
up the difference. The cost per hire will be greater, and so will the uncertainty about
employees’ abilities, but those costs pale in comparison to retention costs. So, given that
the big costs are from overshooting, we will want to develop fewer than 100
programmers and expect to fall somewhat short, hiring on the outside market to make
up the difference. If we think our estimate of 100 is reasonably accurate, then perhaps
we will want to develop only 30 internally, just to make sure we don't overshoot actual
demand, and then plan to hire about 10. If we think our estimate is closer to a guess, we
will want to develop fewer, say 60 or so, and plan on hiring the rest outside.

Assessing the trade-offs between making and buying include an educated estimation of
the following:

« How long will you need the talent? The longer the talent is needed, the easier it is
to make investments in internal development pay off.

« How accurate is your forecast of the length of time you will need the talent? The
less certainty about the forecast, the greater the risk and cost of internal
development—and the greater the appeal of outside hires.

« Isthere a hierarchy of skills and jobs that can make it possible for candidates who
do not have the requisite competencies to learn them on the job, without resorting
to specialized development roles or other costly investments? This is particularly
likely in functional areas. The more it is so, the easier it will be to develop talent
internally.
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« How important is it to maintain the organization's current culture? Especially at
the senior level, outside hires introduce different norms and values, changing the
culture. If it is important to change the culture, then outside hiring will do that,
though sometimes in unpredictable ways.

The answers to these questions may very well be different for different functional areas
and jobs within the same company. For instance, lower-level jobs may be easily and
cheaply filled by outsiders because the required competencies are readily available,
making the costs of undershooting demand relatively modest. For more highly skilled
jobs, the costs of undershooting are much higher—requiring the firm to pay for an
putside search, a market premium, and perhaps also the costs related to integrating the
new hires and absorbing associated risks, such as misfits.

Principle Z: Adapt to the Uncertainty in Talent Demand

If you buy all of your components in bulk and store them away in the warehouse, you are
probably buying enough material to produce years of product and therefore have to
forecast demand years in advance. But if you bring in small batches of components more
often, you don't have to predict demand so far out. The same principle can be applied to
shortening the time horizon for talent forecasts in some interesting, and surprisingly
simple, ways.

Consider the problem of bringing a new class of candidates into an organization. At
companies that hire directly out of college, the entire pool of candidates comes in all at
once, typically in June. Let's assume they go through an orientation, spend some time in
training classes, and then move into developmental roles. If the new cohort has 100
people, then the organization has to find 100 developmental roles all at once, which can
be a challenge for a company under pressure, say, to cut costs or restructure.

But in fact, many college graduates don't want to go directly to work after graduation.
It's not that difficult to split the new group in half, taking 30 in June and the other a0 in
September. Now the program only needs to find 90 roles in June and rotate the new
hires through them in three months. The June cohort steps out of those roles when the
September cohort steps into them. Then the organization need find only 30 permanent
assignments in September for the June hires. More important, having smaller groups of
candidates coming through more frequently means that forecasts of demand for these
individuals can be made over shorter periods throughout their careers. Not only will
those estimates be more accurate but it will be possible to better coordinate the first
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developmental assignments with subsequent assignments—for instance, from test
engineer to engineer to senior engineer to lead engineer.

A different way to take advantage of shorter, more responsive forecasts would be to
break up a long training program into discrete parts, each with its own forecast. A good
place to start would be with the functionally based internal development programs that
some companies still offer. These programs often address common subjects, such as
general management or interpersonal skills, along with function-specific material. There
is no reason that employees in all the functions couldn't go through the general training
together and then specialize. What used to be a three-year functional program could
become two 18-month courses. After everyone completed the first course, the
organization could reforecast the demand for each functional area and allocate the
candidates accordingly. Because the functional programs would be half as long, each
forecast would only have to go out half as far and would be correspondingly more
accurate. An added advantage is that teaching everyone the general skills together
reduces redundancy in training investments.

Another risk reduction strategy that talent managers can borrow from supply chain
managers is an application of the principle of portfolios. In finance, the problem with
holding only one asset is that its value can fluctuate a great deal, and one's wealth varies
a lot as a result, so investment advisers remind us to hold several stocks in the same
portfolio. Similarly, in supply chain management it can be risky to rely on just one
supplier.

For a talent-management application, consider the situation in many large and especially
decentralized organizations where each division is accountable for its own profit and
loss, and each maintains its own development programs. The odds that any one division
will prepare the right number of managers to meet actual demand are very poor. Some
will end up with a surplus, others a shortfall. If, however, all of these separate programs
were consolidated into a single program, the unanticipated demand in one part of the
company and an unanticipated shortfall in another would simply cancel out, just as a
stock portfolio reduces the volatility of holding individual stocks. Given this, as well as
the duplication of tasks and infrastructure required in decentralized programs, it is a
mystery why large organizations continue to operate decentralized development
programs. Some companies are in fact creating talent pools that span divisions,
developing employees with broad and general competencies that could be applied to a
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range of jobs. The fit may be less than perfect, but these firms are finding that a little
just-in-time training and coaching can help close any gaps.

Principle 3: Improve the Return on Investment in Developing Employees
When internal development was the only way to produce management talent, companies
might have been forgiven for paying less attention than they should have to its costs.
They may even have been right to consider their expensive development programs as
an unavoidable cost of doing business. But the same dynamics that are making today's
talent pool less loyal are presenting opportunities for companies to lower the costs of
training employees and thereby improve the return on their investment of development
dollars, as they might from any R&D effort.

Perhaps the most novel approach to this challenge is to get employees to share in the
costs. Since they can cash in on their experience on the open market, employees are the
main beneficiaries of their development, so it's reasonable to ask them to contribute. In
the United States, legislation prevents hourly workers from having to share in the costs
of any training required for their current job. There are no restrictions, however, even
for hourly workers, on contributing to the costs of developmental experiences that help
prepare employees for future roles.

People might share the costs by taking on learning projects voluntarily, which means
doing them in addition to their normal work. Assuming that the candidates are more or
less contributing their usual amount to their regular job and their pay hasn't increased,
they are essentially doing these development projects for free, no small investment on
their part. Pittsburgh-based PNC Financial Services is one of several companies that
now offer promising employees the opportunity to volunteer for projects done with the
leadership team, sometimes restricting them to ones outside their current functional
area. They get access to company leaders, a broadening experience, and good
professional contacts, all of which will surely help them later. But they pay for it, with
their valuable time.

Employers have been more inclined to experiment with ways to impraove the payoff from
their development investments by retaining employees longer, or at least for some
predictable period. About 20% of LL.S. employers ask employees who are about to receive
training or development experiences to sign a contract specifying that if they leave the
business before a certain time, they will have to pay back the cost. As in the market for
carbon credits, this has the effect of putting a monetary value on a previously
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unaccounted for cost. This practice is especially common in countries like Singapore and
Malaysia: Employees often leave anyway, but typically the new employer pays off the old
one.

A more interesting practice is to attempt to hang on to employees even after they leave,
making relatively small investments in maintaining ties. Deloitte, for example, informs
qualified former employees of important developments in the firm and pays the cost of
keeping their accounting credentials up-to-date. Should these individuals want to switch
jobs again, they may well look to the place where they still have ties: Deloitte. And because
their skills and company knowledge are current, they will be ready to contribute right
away.

Principle 4: Preserve the Investment by Balancing Employee-Employer

Interests
The downside of talent portability, of course, is that it makes the fruits of management
development perishable in a way they never were in the heyday of the internal
development model. It used to be that managers and executives made career decisions
for employees, mating individuals and jobs. In the organization-man period, the company
would decide which candidates were ready for which experience, in order to meet the
longer-term talent needs of the organization. Employees had little or no choice: Refusing
to take a new position was a career-ending move.
Today, of course, employees can pick up and leave if they don't get the jobs they want
inside—and the most talented among them have the most freedom to do so. In an effort
to improve retention, most companies—80% in a recent survey by applicant-tracking
company Taleo—have moved away from the chess-master model to internal job boards
that make it easy for employees to apply for openings and so change jobs within the
organization. Dow Chemical, for example, cut its turnover rate in half when it moved its
vacancies to such internal boards.
These arrangements have effectively turned the problem of career management over to
employees. As a result, employers have much less control over their internal talent.
Employees’ choices may not align with the interests of the employer, and internal
conflicts are increasing because half of the employers in the LS. no longer require that
employees seek permission from their supervisors to move to new positions.
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So, it has become imperative for companies to find more effective ways to preserve
their management development investment. The key is to negotiate solutions that
balance the interests of all parties. McKinsey's arrangement for associates relies not
only on how they rank their preferences for projects posted online but also on how the
principals running the projects rank the associates. The final decision allocating
resources is made by a senior partner who tries to honor the preferences of both sides
while choosing the assignment that will best develop the skill set of each associate. Bear,
Stearns established an office of mediation, which negotiates internal disputes between
managers when an employee wants to move from one job to another in the firm. s = ®
The talent problems of employers, employees, and the broader society are intertwined.
Employers want the skills they need when they need them, delivered in a manner they
can afford. Employees want prospects for advancement and control over their careers.
The societies in which they operate and the economy as a whole need higher levels of
skills—particularly deeper competencies in management—which are best developed
inside companies.

The language of the talent-on-demand framework is driven by operations-based tools
better suited to the challenges of uncertainty.

Those often-conflicting desires aren't addressed by existing development practices. The
language and the frameworks of the organization-man model persist despite the fact
that few companies actually employ it; there simply aren't any alternatives. The language
comes from engineering and is rooted in the idea that we can achieve certainty through
planning—an outdated notion. But before an old paradigm can be overthrown there must
be an alternative, one that describes new challenges better than the old one can. If the
language of the old paradigm was dominated by engineering and planning, the language
of the new, talent-on-demand framework is driven by markets and operations-based
tools better suited to the challenges of uncertainty. Talent on demand gives employers a
way to manage their talent needs and recoup investments in development, a way to
balance the interests of employees and employers, and a way to increase the level of
skills in society.
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I. 5 Must-have HR Competencies for the 2Ist “entury
Staff Writer Nov 14, 2018

Chiradeep BasuMallick Contributor. HR Te

s

“n ‘ -
4)‘

chnologist

From spreadsheets to automated workflows, from reams of resumes to intelligent ATS, HR has witnessed a sea
change in the last few years. It's time HR professionals update their skillsets to stay ahead of the curve. Here are
the tap 5 HR competencies for the Zlst®entury peaple management professional,

- - s
.
:

Human Capital Management (HCM) Suites for High-growth Enterprises: The Ultimate
Guide [Buyers Guide]

Your HCM System controls the trinity of talent acquisition, management and
optimization and ultimately, multiple mission-critical performance outcomes. Choosing
the right solution for your organization....

21st™entury organizations must think out the box and constantly innovate. In this
climate, a clearly thought out HR strategy and a highly skilled team are vital for
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success. What this means is that in an extremely competitive global marketplace,
equipping your HR leads with skills, capabilities, and competencies will help your
business reach new levels of productivity and delivery excellence. Competency, here,
is a critical watchword. In many ways, it lays the foundation for a robust talent
management process, making all strategic elements actionable and meaningful.

Also read: Change Management - - Core HR Competency

For HR, there are O impact areas that must be developed in order to ensure
organizational success.

#1 An atmosphere of reason and innovation, driven by data

Today, data is an incredible driving force for companies across the board. From
traditional HR tech applications such as HRIS or ATS to payroll and benefits
digitalization or LMS, vast volumes of data continue to pour in every day. Further,
there's also data coming in from an employee’s email, their social networking footprint,
professional networks, and other online channels.

“HR leaders face a particular challenge with data, because there's a ripple effect for
every decision. Whether they are filling a need or identifying opportunities for growth,
the holistic health of an organization often rests on the decisions made by HR - -hose
decisions made better by the savvy use of data,” says Rich Cober CHRO at
MicroStrategy. Read his four recommendations to HR leaders for becoming data-
driven, here.

HR leaders must operate as 'data scientists’, mastering analytics, evaluating all this
information, and gleaning advanced insights and action points. Further, HR teams must
also define workforce intelligence, using predictive models to enhance workforce
planning, regularly updating this plan with changes in the ecosystem.

Over time, assessing metrics on a granular or basic level will be automated by self-
service analytics platforms and algorithms. Instead, HR leaders will need to focus on
long-term strategies, looking at new areas of expansion, sourcing talent from new
geographies, and doubling down on engagement efforts.

#2 A business-first mindset
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Not just technology, an HR leader must also understand the inner working of the
business ---its short and long-term outcomes. As a result, they will match any HR KPI
with enterprise goals, boosting employee productivity and business profitability.

Also read: The Role of HR in Successful Business Transformation

#3 Design Thinking in HR

Design Thinking is revolutionizing how people interact with technology, creating user-
focused, simpler and more intuitive solutions. Businesses will also be impacted by
Design Thinking, transforming decisions and shifting organizational culture towards a
more tech-focused, yet human and analytics-driven approach. In other words, HR
leaders will have to acquire new skills and reimagine organizational design and
workforce planning.

Further, it will transform employee engagement by creating a continuous connect and
shaping an enriched narrative, based on impactful stories and used to genuinely
enthuse the modern worker. Take inspiration from Education Design Lab, a nonprofit
that applies design thinking to create new pathways from education to employment.
Models such as these could be applied to internal HR as well, leading to improved career
progression and succession planning.

#4 Cross-cultural and technical capabilities

As companies explore new areas of business, HR teams must also be abreast of all
that's happening around them. This means quickly adapting to new subject areas and
lines of business

As talent and data pour in from various channels and people from diverse backgrounds
bring their unique perspectives to the table, HR leaders must create sensitive and
prejudice-free workplace environments that can nurture all these forces.

And finally, as technology takes over every day, iterative tasks, new roles, designations,
and job descriptions must be created for a new era of workers. As Zoe Harte of Upwork
mentioned in an interview with HR Technologist, “HR is not being left out of the digital
party. As the business world increasingly leverages new technologies to automate and
streamline processes, HR will go through its own digital transformation, allowing
professionals to play a more strategic role in navigating the future of work.” Clearly,
HR will have to leverage the right tools and their domain knowledge, to offer strategic
assignments/tests to tomorrow's ‘business leaders.

#3 Understanding new media
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HR leaders will have to work with their teams and other internal/external stakeholders
through a wide array of new media. From wearables and VR headsets to AR and
simulation-driven training and interviews, from virtual assistants to recruiting
automation, technology will constantly offer new choices ---breaking through
communication barriers and changing how we talk to each other.

Also read: Disruptive Trends in HR

HR leaders must be able to assess all these tools and create content leveraging these
disruptive platforms, meant for every individual across the communication channel.
Further, workforce intelligence experts will use these tools to refine predictive
modeling and workforce planning. Instead of gathering data from several disparate
sources and working with legacy systems, HR leaders can now use powerful software
to architect the workplace of the future.

These are some of the most popular HR competencies for the 2ist “entury, that
businesses must work towards achieving and implementing. It will help align HR
outcomes to business results, even as employees are more enthused to contribute to
the company while driving individual growth and development.
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I. A Revolutionary New Time Management System Designed For The 21

Century.

THE

TIME
%CTDR
URSE

A NEW TIME MANAGEMENT SYSTEM

DESIGNED FOR THE 21ST CENTURY

May 01, 2020

Carl Pullein

A lot has changed since the turn of the century twenty years ago. The average person
today receives over B0 emails per day, and the number of instant messages, Facebook,
Twitter, YouTube and Slack notifications can be overwhelming. Yet with so many new
inputs and digital distractions, the way we manage all these inputs has not changed in
over twenty years.

Most productivity advice recommends we organize our tasks by projects, and given the
definition of a project is any task that requires two or more steps to complete, this
means we now have hundreds of projects to manage. Just keeping on top of all those
projects takes up a disproportionate amount of time each day, leaving us with precious
little time to get on with the work we are trying organize.

There must be a better, more effective way to manage our work in 2020. Well, there
is.

Introducing the Time Sector Method.

The Time Sector Method does not organize your work by project. Instead, it holds your
tasks by when you are going to do them—a much more natural and intuitive way to
manage your work.
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If you think about it, the only thing that matters is when you will do a task. The only
factor that will tell you whether you can do a task or not is available time. It does not
matter how much intention, motivation or inspiration you have to complete a task; if
you don't have time to complete it you will not complete it.

When you organize by project tasks often end up in a project folder only to be lost and
forgotten. With a time, sector, a task can be evaluated by when you will do it and
whether you have enough time to do it based on what your current priorities are.
Simplicity built-in

Processing your collected tasks is simple. You only need to decide when you will do a
task:

« Do you need to do it this week? Add a day you will do it and put it in this week's sector.
« Can it wait until next week? Put it in next week's sector.

« Are you not sure yet? Put it in this month's sector.

. Can it wait until next month? Put it in next month's sector.

« Does it not need doing until later in the year? Put it in your long-term sector.
When you are engaged in doing work, you only need to refer to one place—this week's
sector—and focus on completing those tasks. As long as you clear out this sector by
the end of the week you are getting your work done, your priorities are maving
forward, and nothing is forgotten.
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Built-in routines and areas of focus

There are tasks you have to perform on a daily, weekly or monthly basis that do not
take your work or goals further forward—things like washing the car, taking the
garbage out, paying your bills etc. With the Time Sector Method, you create a sector
for your recurring routines and areas of focus, so they just come up when you need to
see them, so you do not have to reorganize every week or month.

Then there are your areas of focus, tasks that do move you towards achieving your
goals and work projects. With these, you establish the critical tasks—the tasks that
drive 80% of your progress—and make them recurring tasks that appear in your day
view when they need to be completed.

Wait! Where do | manage my projects?

Good question. Projects are managed in your notes app. A much more logical place to
manage projects. Your notes app can hold images, files, links, meeting notes, Gantt
charts and progress bars. You can brainstorm ideas, review where a project is and
share notes with your colleagues, so your list of tasks is not compromised by well-
meaning co-workers and bosses.

As you are developing your goals and projects, you can add tasks that need doing
directly to the relevant sector. As long as you are doing a short daily and weekly
planning session consistently, nothing will be missed, and tasks will be completed on
time.

The Time Sector Method is a productivity system fit for the twenty-first century.
Designed for simplicity and created to give you more of your time back so you can get
your work done on time and without the stress, overwhelm and organize older
productivity systems create.

The Time Sector course will show you:
« How to set up your time sectors
« How to use your areas of focus and routines folders
« How to collect your tasks and process them into their right time sector
« How to use the Time Sector Method
« How to do the daily planning session

« How to use dates with your “This Week” time sector
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« How to do the weekly planning session

« How to manage your goals and projects

« How to set up the Time Sector Method in Apple Reminders
« How to set up the Time Sector Method in Microsoft To-Do

« How to set up the Time Sector Method in Todoist
The Time Sector Method is an intuitive, simple productivity system created so you can
spend more of your time doing your work and less time processing organize. It is
designed for the challenges we all face today with so many distractions and
interruptions, and it is designed to put you back in charge of your time so you can spend
more of it doing the things you want to do.

The Time Sector course launched today and costs $439.99

If you are ready to let go of the past and outdated productivity systems and to build a
simple productivity system based on the COD framework of collect, organize and do
the Time Sector Method is the right system for you.

Watch later Share

MORE VIDEOS
inanageineiit system called The Time Sector System. Now the Time Sector

> ¢ 0:09/348" B & Youlube 3-
https://youtu.be/hMBvQvvs-3E
https://www.carlpullein.com/blog/a-revolutionary-new-time-management-system-
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|. Reimagine decision-making to improve speed and quality

Inefficient decision-making wastes time, money and productivity. As leaders respond
to today's paradigm shift, companies can pursue four actions to adopt and sustain high-
velocity decision-making.

By Julie Hughes - J. R. Maxwell - Leigh Weiss

ORGANIZING FOR THE FUTURECHANGE MANAGEMENT

September 14, 2020In our pre-pandemic research, we discussed three characteristics
that lead to better, faster decision-making: high-quality debate, well-understood
processes and a culture of empowerment. Our research also identified three
facilitating actions: making decisions at the right level, aligning decisions with
corporate strategy and committing to execution. Then, during the pandemic, we saw
organizations making decisions faster than ever.

As the world progresses into the next normal, companies must reconsider the basic
tenets of the organization to avoid complex and costly decision-making. As companies
look to organize for the future, we have observed an additional four actions that
complement our earlier research and can help sustain rapid decision-making.

Focus on the game-changing decisions

Prioritize decisions and debate the ones that matter most by asking what decisions can
best help your organization create value and serve its purpose. Senior executives can
be judicious with their decision-making time by segmenting decisions into four
categories: debate and decide, approve, provide guardrails, and delegate; the latter
two are critical to facilitating rapid decision-making across the organization.
Executives should also be heavily involved in the small number of “game changers”—
decisions that are most critical to deliver on the organization's strateqy—that make up
debate.
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Convene necessary meetings only, declare war on lengthy reports

Most regularly scheduled meetings keep employees busy but not productive,
contributing to poor employee morale. People typically spend too long writing lengthy
reports for meetings, creating data overload and making it difficult to make decisions.
Organizations should rethink current meeting schedules, length and preparation
practices. Meetings that can be replaced with written updates should be eliminated. For
those meetings that remain, attendees should be given short, focused, well-prepared
pre-reads can aid decision-making. Amazon, for instance, encourages streamlined
reporting and facilitates productive decision-making with a standard six-page memo
that tees up the critical facts.

Companies are also moving faster by speeding up the cadence of some decisions. For
example, many organizations allocate resources quarterly instead of annually, and
some do so even more frequently. Although this means more meetings (though not
necessarily more total meeting time), companies can move more quickly because there
is less guesswaork.

Clarify the roles of decision-makers and other voices

The essence of decision-making requires a clear understanding of who has a vote
(decides) versus whao has a voice (provides input). Lack of role clarity is a frequent
barrier to rapid decision-making. Therefore, organizations should designate the
accountable decision-makers and those who are involved, consulted and informed.
Push decision-making authority to the ‘edge’—and tolerate mistakes

Agile organizations navigated the initial impact of the pandemic better than most. One
reason is that they delegate decision-making to frontline employees and to other
critical roles where value and risk are concentrated. Yet, delegating does not mean
leaving people on their own; rather, it is about coaching (not micromanaging) decision-
makers to make successful decisions, providing guardrails and empowering them to
make final decisions. Making decisions faster inevitably means mistakes will happen.
However, organizations should give employees room to make those mistakes—as long
as they don't threaten the business. We've seen organizations take steps to build risk
mitigation into their decision processes. This lets them continue to move with speed:
moving forward with implementation and quick test-and-learn cycles that allow for
nimble adjustments and open doors to opportunities.
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As the pandemic continues, organizations should embrace the mindset that progress—
and learning as you go—is better than perfection. The risk of standing still is greater
than the risk of making bold moves.

This blog post is part of a series on Organizing for the Future, which explores a set of
new principles such as anti-fragility and experimentation that are becoming
increasingly critical for today's organizations as they build more creative, adaptable

and human systems.
https://www.mckinsey.com/business-functions/organization/ our-insights/the-organization-blog/ reimagine-
decision-making-to-improve-speed-and-quality
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2 Fitter, flatter, faster: How unstructuring your organization can unlock
massive value

Organizing for the future requires adopting an operating model that is more dynamic,
more flexible, and less structured than most companies use today. Following five steps
can help companies unlock value by making their structure more agile.

By Sarah Kleinman

Designs and manages large-scale, end-to-end organizational transformations,
ensuring that structures, processes, and people are all working to support
organizations’ strategies

By Patrick Simon

Serves clients on a broad array of topics ranging from strategy to organizational
design and transformation across industries, including consumer goods, retail, and
fashion; leads our organization design work and helps companies through multiyear
organizational transformations, focusing on bringing operating models in line with the
realities of the markets, strategic shifts, and other success factors

By Kirsten Weerda

ORGANIZING FOR THE FUTURE AGILITY DRGANIZATIONAL DESIGN

August 24, 2020The majority of organizations still use a hierarchical model, where
each role is carefully documented and cemented through a system of boxes and lines.
In this paradigm, accountability gets buried in the depth of complex organizational
structures. With businesses and government agencies alike facing unprecedented
disruption, having the flexibility and speed to quickly make decisions and get work done
has never been more important.

Digging out from under the many management layers and antiquated hierarchies may
seem impossible, but it's not. Some organizations have successfully “unstructured” to
become fitter, flatter, and faster, unlocking massive value. Many organizations are
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experimenting with dynamic operating models, such as the “helix” model and the agile
“network of teams,” enabling them to move at the pace of change around them. This
blog post highlights what these organizations have done right and what others can
learn from them.

Leaders can take five actions to implement a structure that will help them organize for
the future.

\.  Radically flatten the structure to minimize layers and increase speed
Cumbersome management layers are the enemy of speed and agility. Leaders should
throw out the old rules about the most effective ratios for spans and layers. In a highly
digitally enabled world—where bosses are there to empower and enable their
employees, not micromanage them, we see often spans as around 1:30. Even the largest
organizations shouldn't have more than six layers; in truly agile organizations, we often
see only three layers.

2. Build a flexible, dynamic netwark of teams to tackle rapidly evalving problems
Whether a global pandemic or some other crisis, organizations of all kinds are faced
with emerging, fast-maving disruptions in their industries. They need to be able to
stand up and dissolve agile teams quickly, easily, and effectively—and with minimal
requirements on leadership time and resources.

3. Provide a stable home base far employees to ensure long-term career development
The helix model has gained traction recently. lts key idea lies in disaggregating the
traditional split of management tasks into two distinct parallel lines of accountability.
The capability line is organized in stable skill-pools, where managers are responsible
for the long-term care, development, and training of employees. The value creation
line, made up of the highest-priority initiatives, is where employees work on a day-to-
day basis. The value creation manager ensures that people know what to do on a day-
to-day basis.

L. Empower the ‘edges’to ensure leaders have access to the best infarmation and rapid

innovation
The organizational structure of the future is designed to ensure that critical people
close to the front lines—therefore to the customer or constituent and the product or
service—have a voice and are heard. These people typically are close to where value
is created or where risks are borne. Empowering these employees to speak up and get
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involved often requires a cultural shift and close collaboration with the leadership
team.
9. [lelegate clear decision rights to lowest possible levels
Effective decision making is one of the most important elements of the post-pandemic
organization. The flattened structure can accelerate decision making by minimizing
unnecessary management layers; ensuring people are clear about their roles,
responsibilities, and decision rights; and empowering the front lines to make decisions
within guardrails.
For the new structure to be effective, other enablers must be present. For example,
leaders should ensure the organization has an effective performance management
system, clear strategic planning and resource allocation processes, a transparent and
dynamic talent marketplace, and a corporate center that facilitates long-
term performance and organizational health.
Organizations should build on the momentum gained from their response to the
pandemic and ensure their organizational structures are set up to enable and

supercharge their strategic goals—not hold them back.
% ok %k

This blog post is part of a series on Organizing for the Future, which explores a set of
new principles such as anti-fragility and experimentation that are becoming
increasingly critical for today's organizations as they build more creative, adaptable,
and human systems.
https://www.mckinsey.com/business-functions/organization/our-insights/the-
organization-blog/fitter-flatter-faster-how-unstructuring-your-organization-can-
unlock-massive-value
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3. Organizing for the Future: A focus on three outcomes

Companies embarking on a journey to organize for the future will need to address the
organization as a dynamic system in which all elements affect and reinforce each other-.
By Elizabeth Mygatt

Advises clients across a variety of sectors on topics regarding organizational
transformation with expertise in organizational design, governance and decision
rights, leadership, and change management.

By Richard Steele

Designs and delivers purpose-driven transformation programs and is an expert in
culture change, organizational agility, and using design-thinking to remake the
employee experience and drive improved performance and organizational health

By Mitya Voloshchuk

ORGANIZATIONAL DESIGNORGANIZING FOR THE FUTURECHANGE MANAGEMENT

June 29, 2020In a recent post, we framed the moment we are living in as a first true
information revolution - one driven by more connection, lower transaction costs,
unprecedented automation, and demographic shifts.

This paradigm shift radically changes the business agenda for the winners of the
previous industrial revolutions. Take car manufacturers, for example: in the past five
years, their agenda has gone from “Where should we locate plants?” to “"How do we
build electric vehicles?” to "How can we compete against mobility platforms?” and
even “What's our role in the autonomous vehicle ecosystem?”

What we're seeing emerge is a “winner takes all" economy, in which the winners are
bold experimenters. The need to rethink the organization has been amplified by the
speed and aggressiveness of customer-focused e-commerce innovators that use
technology to scale.
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Leading companies are reimagining the basic tenets of organization. Emerging models
are creative, adaptable, and anti-fragile. Corporate purpose fuels bold business moves.
“Labor” becomes “talent.” Hierarchies and matrixes become networks of teams.
Competitors become ecosystem collaborators. And companies become more human:
inspiring, enabling collaboration, and creating experiences that are simple, meaningful,
and enjoyable.

We see leaders organizing for the future by addressing the most pressing questions.
Who are we?Do we have a compelling, standout identity that attracts and
inspires pegple—employees, investors, clients, and partners? Leading organizations
convey the reason for their existence by embracing three imperatives:

|. Define a resonant purpose that embodies the organization's unique role in the world
and aligns the entire enterprise with shared meaning.

2. Sharpen your value agenda, the list of priorities that can double or triple the value
you create.

3. Create a special culture defined by a unique set of practices, rituals, symbols, and
EXpEriences.

How do we operate? Do we have a nimble, frictionless operating model that fosters
simplicity and speed? Leading organizations build this operating model by adopting the
next three imperatives:

4, Radically flatten your structure to allow the organization to operate as a network of
empowered, dynamic teams.

3. Turbocharge decision-making to improve both the quality and velocity of decisions.
b. Treat talent as the scarcer capital by creating a special employee experience,
expanding people’s capacity, and allowing people to “be human.”

How do we grow? Are we building for scale to get smarter and more innovative, to
iterate more rapidly, and to be able to tap into resources and networks beyond the
bounds of the organization? Leading operations pursue scale by addressing the last
three imperatives:

1. Take an ecosystem view, in which communities create value together and partners
share data, code, and skills.

8. Build a data-rich technology platform to generate insight into what works, embed
automation on a grand scale, and allow your people to focus on what only they as
humans can do.
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9. Accelerate learning as an organization to enable employees to access, create, and
share innovation, capabilities, and know-how in real time and on demand.

These nine imperatives are strongly connected. Interventions in one imperative can
have a profound impact on the others; for example, our purpose shapes the priorities
of our value agenda. Companies embarking on their journey to organize for the future
will need to address the organization as a dynamic system in which all elements affect
and reinforce each other.

In light of these imperatives, executives have a choice: continue with the status quo—
if there even is such a thing in the next normal—or reimagine their organizations to
build more creative, adaptable, and human systems.

This post is the second in a series. Over the coming weeks, other posts will explore the
imperatives above and take a closer look at how organizations are behaving in radical
new ways.

3k k%K

This blog post is part of a series on Organizing for the Future, which explores a set of
new principles such as anti-fragility and experimentation that are becoming
increasingly critical for today's organizations as they build more creative, adaptable,
and human systems.
https://www.mckinsey.com/business-functions/organization/our-insights/the-

organization-blog/organizing-for-the-future-a-focus-on-three-outcomes
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4.Sustainably shifting how an organization leads

Successful leadership at scale involves the whole organization and includes
communication, role-modeling, and system reinforcement to sustainably shift
organizational ways of working.

By Gemma D'Auria

Supports organizations to build capabilities, develop leaders, and drive culture
transformations in support of stronger financial performance and health

By Faridun Dotiwala

By Arne Gast

Leads our Organization Practice across Asia-Pacific, bringing extensive global
expertise in leadership development, organizational design, talent management, and
transformational change

LEADERSHIPCHANGE MANAGEMENT

July 16, 2020Recently we attended a discussion in which a head of learning and
development, delegated the task to build leadership capabilities, was now required to
show results. However, building new leadership capabilities entails changing and
learning new behaviors; few changes after simply receiving training. This leader wasn't
set up for success, as the responsibility was not coupled with a broader mandate to
tweak other organizational elements.

Most people change behavior and learn new competencies if superiors explain and role-
model these new behaviors, and if incentive systems and the model and culture of an
organization reinforce them. To create lasting impact at scale, organizations must
adapt systems, processes and culture to enable the leadership program, accomplished
through the influence model. Many leadership development interventions do not follow
this approach. Indeed, culture initiatives and other health interventions are often run
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separately from leadership development, which not only diminishes the effectiveness
of each initiative but, in worst case scenarios, confuses employees.

Our research suggests that leadership development is most successful if it is
embedded in a set of organizational interventions that include - in addition to
leadership development interventions - three elements:

|.  Senior leaders across the organization (especially the CED and executive team) role-
model behaviors. Organizations with successful leadership development programs
are 4.9 times more likely to have senior leaders role-model desired behaviors in the
context of the programs (for example, by acting as program faculty, project
sponsors, mentors, or coaches).

2. The organization communicates, fosters understanding, and creates conviction for
the desired behaviors and competencies, across the organization, in a structured
and deliberate way. This can be done by emphasizing that the organization is only as
strong as its people, publicly committing to developing internal talent, and
communicating the importance of the new way of leading.

3. Formal mechanisms such as the performance management system, the talent review
system, the organizational structure and key processes reinforce required changes
in competencies. Organizations with successful leadership development programs
are a.b times more likely to adapt their formal HR systems to reinforce the
leadership model and desired behaviors (for example, recruiting, performance
evaluation, compensation, and succession planning). Another key success factor is
ensuring program objectives, metrics, tracking mechanisms and governance are
clearly formulated and in place, which had a multiple of 3.3 times.

One consumer electronics company was facing a steep, multi-year performance
decline, and leadership realized that the organization required reinvention. This was
not only about strategy, processes and organization structures, but also cultural
change. The organization invested in building leadership capabilities required for the
transformation and established new practices focused on three critical behavioral
themes: “Team up to excel,” “Eager to win,” and “Take ownership.” It started with the
top team, which went through many sessions of addressing the elephants in the room,
formulated their collective vision for the future, and practiced the new leadership
behaviors.
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The next challenge was getting the rest of the organization to this level. The
organization embedded culture as one of its five transformation pillars, ensuring it was
front and center. They then chose a holistic approach, not only focused on capability-
building, but also creating the right external environment to enable the desired
behavioral shifts. This included engaging their top 300 leaders in live summits, bringing
the top 1,200 leaders through a structured leadership development journey, coaching
leadership on the importance of role-modeling and specific symbolic actions to signal
the change, and revamping the performance management system to link incentives to
the extent that employees lived the desired behaviors.

The impact could be measured in two ways. First, share price recovered the dip from
preceding years. Second, metrics tracking the extent to which the organization was
living the new culture increased significantly.

In conclusion, organizations must ensure that the broader ecosystem directly supports
and reinforces the shift in behaviors, skills and mindsets promoted by the leadership
development program: the final core principle that we outline in our book, “Leadership
at Scale.”
https://www.mckinsey.com/business-functions/organization/our-insights/the-

organization-blog/sustainably-shifting-how-an-organization-leads
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a.Establish a performance culture as your “secret sauce”

o
U’
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Five actions can lead to effective change.

By Alexander DiLeonardo
By Ran Li Phelps
By Brooke Weddle

Leads our OrgSolutions portfolio of assets and capabilities globally, helping executives
drive transformational change and boost organizational effectiveness across
industries and regions

ORGANIZING FOR THE FUTURECULTURE

July 27, 2020Leaders across industries are adopting new ways of working,
particularly in response to the COVID-19 pandemic. In times of volatility, organizations
that focus on culture and organizational health accelerate out of crisis faster. By
building a performance culture—one with a unique set of practices, rituals, symbols,
and experiences to fuel sustained superior performance—Ileaders can future-proof
their organizations.

Reinventing an organization requires a solid, shared foundation of meaning and clarity
on the why (purpose), what (value agenda), and how (culture) of value creation. A
distinct culture defines the behavior norms that propel it. Companies with strong
culture achieve three times higher total return to shareholders than others.

In our experience - when translating this vision into tangible action and results -
dividing the journey into manageable stages improves the likelihood of success.
This proven framework is embedded in five actions to enable a successful performance
culture transformation:
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\. Aspire: set a compelling long-term vision. Adopt a data-driven approach to analyze
strengths and gaps at the behavioral level, using this fact base to develop a clear
culture aspiration that encompasses your behavioral “secret sauce.” Determine
midterm aspirations along the path to achieve that vision.

2. Assess: determine readiness to achieve the aspiration by identifying specific
behaviar and mindset shifts. It is critical the aspiration is defined by specific,
observable behaviors/actions that employees can take rather than broad themes
such as innovation and collaboration. Identify your behavioral “secret sauce”—
behaviors that are helping move the needle toward your vision—and which
behaviors may be holding you back.

3. Architect: establish the key behavior shifts necessary and systematically hardwire

them in the organization. This step is foundational to activate the aspiration. Dur
research shows that to make behavior changes stick, companies need to use
an influence _model with four levers: role modeling by leaders, fostering
understanding and conviction by delivering a compelling change story, building the
confidence and skills required to change, and putting in place formal and informal
reinforcing mechanisms.
The most successful cultural transformation efforts start at the enterprise level,
reengineering core business processes to embed the new cultural aspiration and
behaviors. For instance, revamping the sales planning process, quarterly review
management, or new employee onboarding—all of these are recurring, critical
business processes that take up a significant portion of employees’ time and
represent moments that matter.

L. Act: manage the journey by promoting behavior and mindset shifts at the individual
level Culture-change efforts of the past have typically treated employees as a
monalith: all employees receive the same messages and interventions. Now, more-
sophisticated players are tailoring culture interventions to employee cohorts—yet
even those strategies still treat broad swathes of employees the same. To effectively
shift employees’ behaviors, interventions should be tailored to each individual based
on their role, goals, and specific roadblocks. Cutting-edge technology and analytics
platforms help organizations understand individual employees’ attributes and
preferences, personalize content and coaching, rigorously track progress, and get
smarter over time as more data is collected.
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9. Advance: embed contimuous improvement with an agile, data-driven approach.
Traditional culture transformations progress in long phases—first aligning on the
aspiration, then designing a plan to achieve it, then tracking progress—which can
take years. Leading organizations, on the other hand, use available data to pinpoint
high-impact opportunities and agile principles to rapidly iterate and institutionalize
advancement.

One multinational e-commerce company uses its own data to identify and analyze
their most-effective teams’ principles, which are then replicated widely. Rather than
rely on a central “culture team,” the company drove change outward.
Leaders are wondering how to transform culture when employees are no longer face-
to-face every day, but the truth is that a performance culture can be built anywhere,
and these actions can apply in any type of working environment. Leading companies
are already accelerating culture efforts—don't get left behind.
3k k%K
This blog post is part of a series on Organizing for the Future, which explores a set of
new principles such as anti-fragility and experimentation that are becoming
increasingly critical for today's organizations as they build more creative, adaptable,
and human systems.
https://www.mckinsey.com/business-functions/organization/our-insights/the-

organization-blog/establish-a-performance-culture-as-your-secret-sauce

| 197


https://www.mckinsey.com/business-functions/organization/our-insights/the-organization-blog/tag/organizing-for-the-future
https://www.mckinsey.com/business-functions/organization/our-insights/the-organization-blog/establish-a-performance-culture-as-your-secret-sauce
https://www.mckinsey.com/business-functions/organization/our-insights/the-organization-blog/establish-a-performance-culture-as-your-secret-sauce

b. Getting your urganlzatmn ready for a dlgltal transformation

Few companies are set up to take advantage of new opportunities offered by digitization
and mastering the challenges they bring.

By Patrick Guggenberger

Advises leading global companies in the consumer industry and other sectors on how
to optimize organizational design and operating models to improve performance and
culture, and boost organizational agility

By Patrick Simon

Serves clients on a broad array of topics ranging from strategy to organizational
design and transformation across industries, including consumer goods, retail, and
fashion; leads our organization design work and helps companies through multiyear
organizational transformations, focusing on bringing operating models in line with the
realities of the markets, strategic shifts, and other success factors

ORGANIZATIONAL DESIGNHR ANALYTICS AND TECHNOLOGY

June 8, 2020Executives agree: The digital revolution will change the way their
organizations operate. According to a McKinsey Digital Quotient survey from April
2019, 93 percent of executives believe that digital is critical to achieving their strategic
goals. Even though organizations have been digitizing for decades, the digital revolution
is still fairly new. Not only is the speed of technological progress often underestimated,
but it is also getting increasingly faster.

Key digital technologies, such as automation, artificial intelligence, advanced analytics,
the Internet of Things, and augmented and virtual reality, are constantly evolving. These
technologies offer more groundbreaking application areas and will increasingly be
implemented throughout the entire value chain. Against this background, corporations
need to fundamentally rethink their organizational setup and embed digital in their DNA
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in order to remain competitive and reap the benefits of emerging technological
opportunities.
However, few companies are set up for taking advantage of the new opportunities
offered by digitization and for mastering the challenges that come with these. Nine out
of 10 CEDs believe their organization is currently not ideally set up. Most companies
focus on adjusting and extending their offerings to more digitally enhanced products
or services. On the other hand, just as important, organizational implications are often
neglected.
Adjusting the organizational setup to embrace digitization drives significant
improvements in the financial performance of organizations. As indicated by
McKinsey's Digital Quotient Benchmark, corporations that adopt a digital-ready setup
can quadruple their five-year Revenue CAGR and almost triple their five-year Total
Return to Shareholders CAGR compared to corporations that do not foster and prepare
for such organizational change.
In order to capture the potential of digital opportunities, organizations need to make
fundamental design choices along three dimensions:
. Structure
o Does the organization have a dedicated chief digital officer (CD0)?
o Isthere adigital Center of Excellence (CoE) shaping digitalization centrally, or does
every business unit have their own digital unit?
o Do we stay within existing structures or move towards a value-driven agile setup?
« People
o ohould the organization build digital skills internally through large-scale re-
skilling, build on an external digital ecosystem of talent and partners, or a
combination of both?
o Does the organization go for digital skill density with individual top performers or
digital skill breadth across the organization?
o How do we best leverage our ecosystem of partners to get access to capabilities
across the value chain?
« Process
o Do we stick to today's ways of working, or do we adjust ways of working and the
culture coming with these?
o Should a phased or a big-bang approach be taken to organizational digitization?
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o Are our business processes set up in the right way to meet the expectations of the
digital era (e.g., intuitive interfaces, around-the-clock availability, real-time
fulfillment, personalized treatment, global consistency and zero errors)?

An example of a European e-commerce player we served epitomizes how well a digital
organization can hit the ground running, when structure, processes and people are all
adequately addressed by the transformation.

« [On structure, the company at hand replaced the central digital department with
dedicated tech employees staffed to cross-functional teams of buyers and software
engineers, operations managers, UX designers, and brand managers throughout the
entire organization. This new structural setup ensured that digital was embed in
every function.

« [n the people side, a significant investment was made as the new organizational
setup required a new set of skills. Some existing roles became redundant and new
roles were created.

« With respect to process, the entire process landscape was mapped, stack ranked
against digitization impact and embedded into an end-to-end digitization process. In
addition, the newly formed teams had to be steered in a completely new way, going
from rather rigid, hierarchical processes to agile, output-focused, tech-driven ways
of working.

The extent of organizational adjustments needed to meet the requirements of
digitization can differ significantly from company to company and will take some time
to implement. Nevertheless, in times of the digital revolution, they are of fundamental
importance in order to maintain and expand a relevant position in the market.
https://www.mckinsey.com/business-functions/organization/our-insights/the-

organization-blog/ getting-your-organization-ready-for-a-digital-transformation
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1. Become flexible and speed up with a helix model (part one)

A

The secret to this model's success lies in disaggregating the traditional split of
management tasks into two lines of accountability that are roughly equal in power and
authority, but fundamentally different.

By Aaron De Smet

Delivers growth, innovation, and organizational agility and is an expert on culture
change, leadership development, team effectiveness, capability building, and
transformation

By Sarah Kleinman

Designs and manages large-scale, end-to-end organizational transformations,
ensuring that structures, processes, and people are all working to support
organizations’ strategies

By Kirsten Weerda

ORGANIZING FOR THEFUTUREAGILITYORGANIZATIONAL DESIGN

July 20, 2020As our business environment becomes more interconnected, we have
accepted complexity. We replicate it through convoluted matrix structures, supported
by the same management tools that have been around for decades.

These hierarchical charts with solid and dotted-line reporting relationships are
complicating organizations, becoming slow and inflexible—the opposite of what's
needed nowadays. Additionally, individual employees are finding themselves reporting
to multiple “bosses” making day-to-day tasks a slog. Leaders often reorganize to try
and solve the pain points of “efficiency and streamlined, central steering” versus
“speed and flexibility with decentral ownership,” creating new pain points.
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We are convinced that there is a simple model that can replace matrix structures—
designed for stability and dynamism—which will encourage small, ongoing adaptations
over full reorganizations. We call it the helix organization model.

The secret to this model's success lies in disaggregating the traditional split of
management tasks into two, distinct parallel lines of accountability that are roughly
equal in power and authority, but fundamentally different (see Exhibit).

Exhibit

The Helix model minimizes complexity and friction while keeping the
best of the matrix and agile models
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We strive to provide individuals with disabilities equal access to our website. If you
would like information about this content, we will be happy to work with you. Please
email us at: McKinsey Website Accessibility@mckinsey.com

People leadership tasks typically done by one manager are decoupled into two sets of
tasks performed by two different managers. One emphasizes value creation, or what
gets done, by setting priorities for the business - overseeing day-to-day work, creating
value and helping deliver a full and satisfying customer experience. The other is attuned
to capabilities, or how work gets done. They develop people and resources, set
standards for working and drive functional excellence.
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Neither manager is considered primary nor secondary. Instead, similar to the “double
helix” structure of a DNA molecule, both sides are intertwined and play essential roles
in leading teams.

When done correctly, this model creates a lot of flexibility, as the people ownership in
the capability axis enables flexible shifts of people into the value creation axis. By
strengthening the business leadership of the value manager, on the other hand, it also
allows for more speed in the business.

Consider Tom, a composite example based on dozens of managers with whom we've
worked. Tom is a mid-tenured R&D director in a matrix structure, and while his
priorities change from time to time, his relationship with his primary boss - the head
of research and development is clear, telling him, what the key priorities are and how
he should perform the work. However, Tom also has a dotted line boss - the project
leader for the development project he works on out of the product management
organization. Tom strives to please both managers, or he must manage the
consequences of prioritizing one over the other. The ambiguity that Tom feels is often
reflected in his year-end review, as both bosses have a say.

Alternatively, the helix model clarifies managerial relationships. In Tom's case, while
he is still accountable to two leaders, they have equal importance and their
responsibilities are clearly divided. One - the project manager - is responsible for
advising the day to day work, the head of RGD, the former primary manager, would
ensure that Tom uses the best RGD tools and methods and builds the capabilities he
needs. But Tom's manager would not get involved in the stage gate meetings to not
interfere with the day to day job.

It is important to note that this is not a new idea, but so far unnamed. From our
experience, this is an advanced model for many organizations. We see some critical
requirements, e.g. a new way of managing for both lines. Value managers need to let
go of the idea that they can only manage the business when they have a “solid” line to
those they manage, and capability managers need to let go of interfering in day to day
business decisions.

Both can be developed—a topic we address in part two and part three.
https://www.mckinsey.com/business-functions/organization/our-insights/the-

organization-blog/become-flexible-and-speed-up-with-a-helix-model-part-one
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8. What does a helix reorganization |||Ju'k 'Iikq? (part two)
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The helix organization model creates flexibility, can streamline roles and
responsibilities, simplify decision-making processes, and empower employees.

By Aaron De Smet

Delivers growth, innovation, and organizational agility and is an expert on culture
change, leadership development, team effectiveness, capability building, and
transformation

By Sarah Kleinman

Designs and manages large-scale, end-to-end organizational transformations,
ensuring that structures, processes, and people are all working to support
organizations’ strategies

By Kirsten Weerda

ORGANIZING FOR THE FUTUREAGILITYORGANIZATIONAL DESIGN

August 3, 2020The traditional matrix structure of the past is not doing today's
increasingly-complex organizations justice. We have found that the helix organization
model - which splits management tasks differently into two distinct but parallel
management tracks beyond classical primary solid and secondary dotted line logic-
creates flexibility, can streamline roles and responsibilities, simplify decision-making
processes, and empower employees to capitalize on business and personal
development opportunities.

In our first post in this three-part series, we defined the helix organization model and
explored its benefits. But what does a helix organization look like and what are the
benefits?
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Consider the experiences of a U.S.-based consulting firm. The organization found itself
struggling with inefficient processes, too many management layers, and stagnant
growth. Employees were getting stuck working on efforts that were not the highest
priorities for the organization, but there wasn't the flexibility needed to move them
onto the more critical efforts. Although the firm wasn't very large, there were
approximately eight management layers between the CED and the front-line employees
who were delivering support directly to the customers. As a result, the company
experienced stagnant and even slightly negative growth at a time when the
opportunities were expanding, as well as increasing employee frustration.

The leaders of this firm wanted a fundamentally different way of organizing to better
meet their objectives. In short, they were seeking an innovative operating model that
would enable them to e.g. move quickly in response to external changes and evolving
client needs while shifting their priorities and resources dynamically.

The company implemented a helix organization model, creating functional “service
lines” (“capability axis”) aligned to the major functional topics on which they served
clients (e.g., organization, operations, logistics), and then trained people on the
relevant topics so that they could be deployed dynamically to the relevant client
engagements. The other axis for the organization was the core “value creating” axis,
where the firm organized against market areas (i.e., major clusters of clients). Based
on these changes, the consulting firm was able to significantly consolidate its
management layers (from approximately nine to five), increase the span of control for
certain parts of the organization (from ~I:3 in places to ~I:20 or more), and improve
collaboration across organizational silos. Most importantly, the firm significantly
increased its revenues over the next year and was able to grow the workforce to serve
many more clients.

In another example, a large consumer goods multinational was experiencing slow
growth and an inability to keep up with the pace of the industry, losing market share to
small, local brands. Its slow processes and numerous alignment meetings were leading
to a decreased focus on core activities and new product ideas. The company
determined its marketing team was in need of a reorganization, in order to reach faster
product launches, more efficient use of resources, and offer new capabilities to
Encourage engagement.
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Through a helix organization model, the consumer goods multinational established
squads in the marketing and brand management function as cross-functional groups,
skill groups (“capability axis”) of functional experience, and “run” teams for recurring
and individual tasks. Additionally, the company shifted performance management to its
skill groups and implemented staffing mechanisms, to enable a flexible shift of the right
rESOurces.

Ultimately, the organization was able to reduce its time to launch by half, increasing
the number of new products developed by approximately 20%. It reduced the time
required for campaign development from six months to one month. Sprints helped the
company improve allocation of resources to smaller brands, and it also cut its non-
value-added tasks by 30%.

In the final post of this blog series, we discuss the best practices for adopting a helix
organization model, including shifting management mindsets, and establishing a talent
pipeline for success.
https://www.mckinsey.com/business-functions/organization/our-insights/the-

organization-blog/what-does-a-helix-reorganization-look-like-part-two
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9. Four considerations for helix success beyond structure (part three)
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Transitioning to the helix organization model requires significant changes in how an
organization operates and how leaders manage, in turn demanding a relinquishing of
control, and a healthy dose of humility.

By Aaron De Smet
Delivers growth, innovation, and organizational agility and is an expert on culture
change, leadership development, team effectiveness, capability building, and
transformation
By Sarah Kleinman
Designs and manages large-scale, end-to-end organizational transformations,
ensuring that structures, processes, and people are all working to support
organizations’ strategies
By Kirsten Weerda
ORGANIZING FOR THE FUTUREAGILITYORGANIZATIONAL DESIGN
August 17, 2020The helix organization model, which we explored in part one and part
two of this blog series, separates people-leadership tasks from day-to-day business
leadership, helping organizations strike a better balance by reducing complexity and
increasing flexibility, encouraging faster decision-making, and empowering employees
to act.
In order to make this model a success, changes beyond the structure need to be made.
The following recommendations help ensure that an organization is set up for success:
|. Make resource planning transparent, flexible, and focused on value
The biggest advantage of the helix organization is the flexibility, which people can be
shifted between value-creating areas where the organization sees the highest return
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on its investment. To enable this, best-in-class organizations attach this process to
a quarterly priority setting process (e.g. as we see it in many agile organizations a
quarterly business review “ODBR"). When quarterly priorities across the value
creation areas are defined, implications on resource shifts can be derived. By that
value-creation leaders give capability leaders ample time to match supply to demand
for skills and roles.
A leading consumer goods company which struggled to compete in the market owing
to slower decision making as compared to its peers achieved significant reduction
in time to market by implementing the helix organization model. This organization
dedicated resource allocation as one of its core priorities in the OBR at the highest
level to imprave its focus on value.

2. Create a talent marketplace
Whenever shifts of resources are decided on in the resource allocation process, a
transparent talent marketplace is required to staff the right people at the right time
to the right topic. This requires that leaders have a detailed understanding of
available human resources. Companies who do that well, have a digital marketplace,
where supply and demand are listed, with a transparency on people’s profile. In
larger organizations we also find new HR profiles called “Staffer,” that support the
matching of supply and demand and deal with potential conflicts between value
creation areas.
A consumer company defined the role of a “Staffer” who staffed from skill groups to
squads by matching necessary skill sets and was aligned either to a tribe or a non-
tribe skill group.

3. Support leaders shifting their mindsets and organization's culture
Both kinds of leaders need to adapt a “we over me” mindset; value-creation leaders
need to accept that management of the day to day business can work without a
traditional “formal” solid people line, and need to learn how to operate in this model
using other methods to align people behind the joint goal. The model also requires a
stronger culture of collaboration, to align resources and business requirements in
the best way, a culture of trust and partnership.
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Exhibit

In order to implement the Helix organization successfully, 4 change themes
are required to work in the organizations
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An automotive company decided to take out capability managers (e.q., Head of R&D,
Head of Marketing) from stage gate meetings. As a result of this, the project team
members felt much more empowered to make real decisions on the process and the
meetings became much faster and focused.
4. Balance performance management across the two roles
In a helix structure, the two people leaders must be aligned and willing to participate
in employees’ performance reviews. These processes - and hiring and exiting people
- should incorporate feedback from both. Usually it is led by the capability manager.,
collecting feedback from all people who worked with the employee.
It is not easy to transition to a helix model. As outlined above, the process requires
significant changes in how an organization operates and how leaders manage, in turn
demanding a relinquishing of control, and a healthy dose of humility. However, when
implemented correctly, the helix model offers organizations the flexibility necessary
to succeed in today's market.
https://www.mckinsey.com/business-functions/organization/our-insights/the-
organization-blog/four-considerations-for-helix-success-beyond-structure-part-
three
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10. The helix organization
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By Aaron De Smet, Sarah Kleinman, and Kirsten Weerda

Separating people-leadership tasks from day-to-day business leadership can help
organizations strike a better balance between centralization and decentralization,
reduce complexity, and embrace agility.

The CED of a major global business, deeply frustrated, took time out recently as a large
company-wide reorganization was stumbling toward its conclusion. Hard as he and his
top team had tried, he told us, attempts to make collaboration and empowerment an
enterprise-wide reality were foundering. Although he had been determined to ensure
resources were reallocated across the group more dynamically, people and money
remained doggedly stuck in slightly revamped silos. Tensions between the group's
central functions—such as finance, HR, and IT—and the group's decentralized
businesses were continuing to rumble. As he gazed at a new organization chart on his
laptop, he scratched his head while trying to make sense of the complex collection of
solid- and dotted-line reporting relationships floating across the screen.

As our business environment has become more complex and interconnected, we seem
to be replicating that in our organizations, creating complex matrix structures that
simply don't work anymore.

The CED in question is actually a composite of several with whom we've had different
versions of this same conversation. Their frustrations, in turn, are similar in spirit to
concerns we hear almost daily from many other senior executives. As our business
environment has become more complex and interconnected, we seem to be replicating
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that in our organizations, creating complex matrix structures that simply don't work
anymore. We are overreliant on the same management tools for organization structure
that we've been using for decades, namely hierarchical org charts with solid- and
dotted-line reporting relationships.

There are no easy answers to deep-rooted organizational dysfunction. However, we're
increasingly convinced that there is a simple, exciting, and effective structural model
that can replace complex matrix structures and help leaders across industries and
geographies who struggle with confused roles and labored decision-making processes,
and who feel they are failing to move quickly enough to exploit new market
opportunities.

The “helix,” as we've dubbed it, is not a new idea. It has been around for decades in
professional-service firms and in parts of some large global companies, and more
recently in many agile enterprises. But until now, it has lacked a name and clear
definition, and its power to unlock organizational bottlenecks and to strike a better
balance between centralization and decentralization has never been properly
articulated. It is seldom implemented at significant scale, and many organizations that
initially embrace it slide back to more traditional (and often less effective) structures.
That's no coincidence. For reasons we will discuss, successfully adopting the helix
requires management mind-sets and a talent infrastructure that many businesses do
not currently possess.

In a nutshell, the secret of the helix lies in disaggregating the traditional management
hierarchy into two separate, parallel lines of accountability—roughly equal in power
and authority, but fundamentally different.

One of the two lines helps develop people and capabilities, sets standards for how work
is done, and drives functional excellence; the other focuses those people and
capabilities on the priorities for the business (including overseeing their day-to-day
work), creates value, and helps deliver a full and satisfying customer experience.

By disaggregating the hierarchy and ensuring that for any given set of leadership
responsibilities only one person is accountable, we can stop forcing employees to
answer to multiple “bosses” who think it is within their purview to perform the same
set of leadership functions such as hiring and firing, job assignments, promotions,
evaluations, and incentives. All this helps to preserve unity of command, reduce
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tension, increase speed and flexibility, and more effectively confront the challenges the
matrix was meant to address in the first place.

In this article, we aim to clarify when and where the helix model is most likely to be
actionable, elaborate on which problems it helps overcome, and explain how executives
can break out of some of the old ways of thinking that undermine organizational
effectiveness. Helix-like approaches are part and parcel of agile organizations, but they
also have applicability elsewhere. More than just an experimental alternative to
traditional ideas about management and accountability, we're becoming convinced that
the helix will be seen, increasingly, as a legitimate and at times indispensable
organizational approach.

The helix is perhaps best understood in the context of matrix organizations that
attempt but often struggle to integrate the functional, geographic, channel, and product
units of large companies and that, after decades of experience, are now deeply
anchored in today's people-management systems and culture.

Existing matrix roles typically have one primary “boss,” identified by a saolid line on the
organization chart, and a secondary one, depicted by a dotted line. The first boss is
primary in the sense of holding resources and controlling the budget and tends to be
responsible for hiring, firing, promotions, and evaluations—as well as for the direction,
supervision, and prioritization of daily work.

Inspired by the distinctive, double-stranded shape of DNA that scientists discovered in
the early 1950s, the helix, by contrast, decouples people-leadership tasks typically
performed by one manager into two sets of tasks performed by two different
managers, each of which is equally relevant (exhibit). Crucially, these managers are
neither “primary” nor “secondary,” as is the case in the matrix. One boss provides and
makes decisions about one set of things (such as hiring and firing, promotions, training,
and capability building); the other boss makes decisions about another set of things
(such as prioritization of goals and work, daily supervision of task execution, and
quality assurance).
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Exhibit
The helix organization @oa .00
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Because the two roles are so different, there should be less need for the power
struggles, tensions, and conflicts often found in more traditional structures.
Importantly, though, the two managers—one of which we'll call the “capability leader,”
the other the “value-creation leader”—have to agree on a number of things: who and
what to deploy to projects, initiatives, and business units, for example, and how much
these human and other resources are going to cost. (Value-creation leaders must pay
for them out of their budget.)

When done right, this approach is liberating for leaders. By decoupling these twa lines
of authority, the helix frees the likes of senior engineers, designers, salespeople, and
other functional experts from the burden of serving as day-to-day supervisors. Their
employees, moreover, feel more empowered than in the traditional matrix, no longer
in the crosshairs between two bosses, both of whom feel responsible for the same
things and may give employees conflicting guidance. Those employees also find it more
natural to participate in small, ad hoc teams, often comprising people from multiple
business units and functional centers of excellence where, in practice, a lot of work
gets done.
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Here's how the helix could look from the viewpoint of an individual employee, and how
it has played out at one organization.

Jaime's story

Jaime, a composite of dozens of managers we know, is a midtenured marketing
director accountable for hitting monthly performance targets at the biggest business
unit of a North American consumer-goods company. She has regular check-in meetings
with her boss to review progress in the product categories for which she is
responsible. Her priorities and what's expected of her naturally change from time to
time, but the relationship between Jaime and her boss is clear.

However, there is another reporting dimension for Jaime: a dotted-line boss in the
online group of the company, with whom she also meets on a regular basis to discuss
the goals of her online marketing team. This arrangement creates tension. Even when
both managers are in sync, Jaime ends up spending twice as much time in meetings as
is necessary, and her secondary manager often feels he is wasting his time trying to
engage Jaime on issues that are not important to her on a day-to-day basis.

Jaime is so empowered in this model that instead of saying she has “two bosses,” she
tells colleagues that she doesn't have a boss at all.

If that secondary, dotted-line boss gives direction and feedback that is at odds with the
primary boss—for example, demanding a higher focus on creating brand awareness
rather than on converting customers, or suggesting a new web feature—Jaime ends
up striving to please both, or managing the consequences of disappointing the one
whose priorities she has deprioritized. The ambiguity Jaime feels is often reflected in
her year-end review, because both bosses have a say.

Imagine now that Jaime moves from a matrix to a helix organization. She is still
accountable to two leaders, both equally important, but neither are formally
responsible for all people-leadership duties like a traditional boss would be, because
their responsibilities have been cleanly divided in a way that makes sense given their
expertise. The value-creation leader clarifies objectives, discusses and sets day-to-
day priorities, and measures and provides feedback on delivery against her goals and
targets. The capability leader is available if Jaime wishes to go to him with a question
on, say, marketing best practices, the company's standards and guardrails with
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respect to branding, or a new industry standard—or when she feels she needs coaching
or advice with respect to the functional subject matter: marketing.

When market conditions change, or when Jamie and her capability leader think it's time,
she makes a career move, both leaders will confer about the options (likely conducting
a joint career discussion, led by the capability leader, who is accountable, but with input
coming from the value-creation leader to inform the discussion). The outcome may be
that Jaime is ready for a promotion and, guided primarily by the capability leader, she
moves to a role in a different unit where new opportunities have emerged. She will have
a new value-creation leader in her new role, but she will keep her old capability leader
through her transition. The capability leader would arrange to have a new resource
deployed to fill Jaime's former role, likely with some overlap to properly hand over the
role—again, all in consultation with the value-creation leader.

Jaime is so empowered in this model that instead of saying she has “two bosses,” she
tells colleagues that she doesn't have a boss at all. In her previous company, by
contrast, she felt “owned” by two competing managers, one to whom she was
connected by a solid line, the other to whom she was connected by a very strong dotted
line. The helix has clarified the relationships and unleashed new energy and better
performance outcomes.

The view from the organization

The new chief marketing officer (CMO) of a global consumer business we know was
troubled by the way individual brand managers and their teams had been undertaking
new initiatives without bothering to tap into the deep expertise of the company's very
capable central marketing function. To address this issue, he began creating what was
in effect a helix structure (though he didn't call it that at the time).

Rather than seeing themselves as part of a small team of brand experts where only
one of its members could be promoted to the next level, they saw themselves as part
of a group function with wider opportunities for anyone who did well.

The central marketing function was small, and the CMO did not have sufficient
resources to supply every brand owner with the help they needed. So, he chose to
focus on those business units he thought would most benefit from connections to the
core team. He encouraged them to spend time themselves at the center periodically to
gain new skills and trade notes with others. And he urged the brand owners to send
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other, dedicated marketers, who had previously been disconnected from central
marketing, back to the center for the same kind of training and skill-building sessions.
The CMO and the central marketing organization continued to conduct annual
performance reviews for the central marketers—but, over time, they also began
reviewing marketers dedicated to particular business units so that their performance
was compared with marketers across the company as a whole, rather than just with
those isolated within their own brand team.

Over time, the central marketing organization became an increasingly important
center of excellence, overcoming much skepticism in a company where individual
brand managers had held sway. Business units and brand owners began to see the
limitations of their previously subscale marketing teams filled with “jack-of-all-trades,
master-of-none” members. Besides the additional expertise, the simple act of
evaluating all marketers against one another meant that every employee received
richer feedback, a greater understanding of their relative contributions to the
organization, and greater clarity about their promotion prospects. The organization's
overall marketing expertise deepened. By broadening the pool of those being evaluated,
moreover, the unhealthy competition and uncollaborative behavior that had marked
relations between marketers on individual brand teams disappeared. Rather than
seeing themselves as part of a small team of brand experts where only one of its
members could be promoted to the next level, they saw themselves as part of a group
function with wider opportunities for anyone who did well.

In our experience, there are two principal benefits of adopting a helix design (besides
greater clarity and simplicity for the employee, which unlocks their productivity and
performance). First, it helps those companies that have already achieved agility at the
team level make agility a reality across the whole enterprise, by making resource
allocation more dynamic. Second, it alleviates tensions between centralized functions
and decentralized business units, allowing entrepreneurship and flexible reactions in
different business units without losing the positive scale effects of a global function.
Enterprise agility and resource allocation

The clear division of people-leadership roles at the heart of the helix is a significant
feature of most enterprise agile structures. In some models, such as those adopted by
ING, as well as by Spotify in its early days of developing an agile approach, value-
creation work (such as product development) is carried out primarily by self-directing,
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customer-oriented “squads” headed by a product owner who, among other things, sets
priorities. Several squads are consolidated into bigger units called “tribes.” The de
facto capability leaders sit in “chapters,” coordinating the activities of squad members
across a range of disciplines (such as data analytics), in addition to doing their own
work.

The team and resource fluidity associated with agility goes hand in hand with well-
delineated functional “homes” where employees return for training and coaching, with
relatively unchanging core processes, and with stable governance arrangements.

The capability leader in a helix structure is also a key part of agile’s “stable backbone.”
As we've previously described, the team and resource fluidity associated with agility
goes hand in hand with well-delineated functional “homes” where employees return for
training and coaching, with relatively unchanging core processes, and with stable
governance arrangements. Indeed, that backbone facilitates the redeployment of
people from one business to another and allows for speedier and more flexible staffing
of special initiatives that fall outside traditional boundaries.

A helix design can also help organizations that have integrated functions into their
different businesses and therefore are only capturing the benefits of agile at a team
level (instead of across the group). For example, one business within a global
multibusiness company ended up hiring too many data scientists, while another
division, unaware of this surplus, went out and hired its own data talent. To achieve the
full benefits of agility, it would have been more effective to have had a central pool of
data scientists that cut across everything, with a capability-leadership function that
could help deploy this talent to the businesses and tribes where it is most needed.
Centralization versus decentralization

If you look at the landscape of big companies, you'll find at least five or six different
ways that organizations connect the key functions (such as finance, HR, and R&D) to
business units. These range from the fully centralized to the fully decentralized, where
the vast bulk of functional resources are under the direct control of a business unit.
Many companies oscillate between these extremes, launching disruptive
reorganizations every few years.

The balanced matrix, by far the most commaon, seeks to achieve the best of both
worlds—economies of scale and skill (better career opportunities) and responsiveness
to business-unit needs—by having functional leaders report directly or indirectly to
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both a business unit and the central function. But, as we've noted, many companies
become frustrated by matrix design structures. CEOs often complain that their
organizations are overly complex, slow down decision making, make it difficult to get
things done, and sow disillusionment among middle managers. Successive
reorganizations have compounded the issue.

The helix strikes a more lasting balance between functional excellence and business
responsiveness, allowing the value-creation leader to be more flexible and
entrepreneurial, and to make faster decisions. The simplicity of the helix is particularly
appealing because it enables the work of the value-creation leader and the capability
leader to evolve at different paces and in varied ways, each appropriate to the changing
market conditions and forms of expertise that matter most to those leaders. That
makes everyone more adaptable and simplifies reorganization efforts.

Imagine a medical-device company currently organized along three dimensions:
functions, product- and technology-oriented lines of business, and geographies
(countries and regions, for example). Both the lines of business and the geographic
units are value-creation lines with dual profits and losses—a complex structure that
the CED wants to address. By introducing the helix, the company can simplify the
organization by moving from three dimensions to two, separating out and clarifying the
role of the capability line (functions).

Given that today's people-leadership practices and HR systems and cultures are often
rooted in the idea that “my people are my power,” the challenges of implementing a
helix model and making it stick should not be underestimated.

The global consumer-products company discussed earlier is a salutary example of the
benefits of a helix-style design—but it also demonstrates the challenges of making this
model work. Despite the benefits, the organization ultimately reverted to its old ways
when the pioneering CMO left the business; his successor effectively pulled the central
brand people away from the business units by creating new work for them, undermining
the trust of the brand owners.

No operating model is solved by structure alone, and attempts to change the reporting
lines can all too easily be upended when a visionary and persuasive individual moves
on.
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As a result, the brand barons once again became less interested in sharing people with
the CMO and took back responsibility for all people-leadership duties. The company
proceeded to operate much as it had before the helix was introduced.

No operating model is solved by structure alone, and attempts to change the reporting
lines can all too easily be upended when a visionary and persuasive individual moves
on. For the helix to work, new processes and different mind-sets must be embedded to
remove obstacles and overcome scepticism.

Leaders must make a few key maoves to set up the helix model for success:

Create a talent marketplace

The smooth deployment of people will only happen if companies have, or are able to
develop, a functioning internal talent market.

A talent marketplace requires leaders to have a detailed understanding of available
people—who they are, what they are doing, what skills and attributes they possess, and
when they can be deployed from their current assignment. It's not enough for capability
leaders just to know that someone is a general marketing expert; systems must tag
specific experience, industry expertise, language skills, and other distinguishing
qualities.

These leaders also have to understand the current and future needs across the
business (working closely with the value-creation leaders to understand business
priorities), which new roles are opening up, which existing ones are changing, what
new initiatives need staffing and when, and what skills are required for each role. Most
importantly, they need to identify the roles that will likely create the most value.

In organizations that do this well, individuals have much more influence over their own
Career.

Make resource planning transparent and effective

It's important to have sufficiently mature resource and strategic workforce planning
to allow value-creation leaders to forecast their people needs (key knowledge, skills,
and experience) and to give capability leaders enough time to match supply to demand
with respect to particular skills and roles.

Like strategic planning generally, this should not be a one-off annual exercise; in the
most forward-thinking companies, such resource planning is done quarterly. Decisions
follow a well-prepared executive discussion, based on accurate and up-to-date data
and clearly defined key performance indicators. At one point, Google used number of
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users as the basis for deciding whether to invest in, or dissolve, particular business
units.

People allocation should be linked with adaptive, flexible financial budgeting. At a
minimum, you need some kind of simple cost transfers to allow businesses and value-
creation lines to pay for the people who have been deployed to them.

Ensure accountability is clear

A new combination of functions and project teams at a defense agency broke down
because the people deployed to the project teams never assumed ownership for their
work. The organization lacked effective talent-management processes, and with their
chain of command leading back to their functional “home” (and day-to-day managers
having no role in their performance reviews), employees saw their assignment as only
a temporary duty.

Value-creation leaders need to establish a strong joint purpose for their teams and
ensure the right combination of roles and skills.

To overcome this, value-creation leaders need to establish a strong joint purpose for
their teams and ensure the right combination of roles and skills. These leaders should
send people back to the function/skill pool and request new people if any individuals
prove to be a poor fit, and use the opportunity of performance evaluations to monitor
progress.

Balance performance management across the two roles

Many managers doubt their ability to evaluate someone and give them appropriate
incentives when they haven't directly supervised their activities on a daily basis. In a
helix structure, it's vital that the two people leaders are aligned and willing to
participate in employees’ performance reviews. Processes that underly evaluations,
and hiring and firing, should incorporate feedback from both the capability and value-
creation leaders (even if the former is ultimately responsible for aggregating the
feedback and delivering the review). Value-creation leaders who oversee employees’
daily work should provide feedback on the quality and skills of the people on their teams
so that capability leaders know where development is needed. The best modern
performance-management systems insist on several perspectives, including 360-
degree evaluation.

Look for pockets of opportunity where there is a need to combine local accountability
with the benefits of centralized capabilities and resources. As the model proves its
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worth, it can start taking hold more widely—provided that leaders recognize its
benefits and get comfortable with their role in making it work.

A serious commitment is required for an organization to make the move to a helix
model. Capability leaders must learn to surrender decision-making authority over
employees’ day-to-day activities, and value-creation leaders must acknowledge the
additional and important source of influence over their team members when it comes
to coaching and capability building. Both types of leader need to acknowledge that they
will achieve better outcomes if they both relinquish a bit of contral.

Done well, however, the helix will build in the flexibility to help an organization match
the pace of external change and innovation.
https://www.mckinsey.com/business-functions/organization/our-insights/the-
helix-organization
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I. What business can learn from professional football
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A conversation in an airport lounge reveals parallels between talent management in
professional football and in the corporate world.

By Alexander Thiel

Helps leading consumer-goods companies and retailers transform organizations to
capture growth and unleash greater productivity.
TALENTLEADERSHIPRECRUITMENT
September 9, 2019Though it may seem difficult to find similarities in the career arcs
of a management consultant and professional football team, they do in fact exist.
Recently, | confirmed that suspicion after bumping into a well-known football manager
with years of championship-level experience. After striking up a conversation in the
otherwise empty airport lounge, we found remarkable parallels between talent
management in professional football and in the corporate world.
Both football triumph and business prosperity require keen organizational focus on
strong leadership and the appropriate blend of skills throughout your team. Well-
organized football clubs, for example, hold a clear view of their style of play and
understand the skills needed in each individual position to contribute to that strategy.
And just as a football victory is often the culmination of a long journey that is years in
the making, so too is business success the result of a long-term strategic vision.
Based on my airport lounge conversation, | identified four best practices critical to
corporate success exemplified within a winning football club.
|. Define exact talent needs for each position. From FC Barcelona's probing passing
game to Liverpool's aggressive, free-form attack, there are near limitless ways to
play football, just as there are dozens of successful business strategies. However,
great teams like FC Barcelona know their style and the exact requirements of each
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position. Consequently, they look for and train players to exactly execute that vision.
Similarly, companies must think in detail about which positions are most critical for
their value agenda and build a detailed view of the profile needed for each. They must
then find the right talent based on that description.

2. Align your internal development journeys with business needs. For every paosition,
you need to understand the required skills, but just as importantly, how to
systematically find and develop those skills. In football, club-owned academies scout
players from an early age and develop them to fit the team's playing style, strategy
and requirements. By the time Lionel Messi joined FC Barcelona's starting i1 in 2008,
for example, he had been involved with the club since 2000—a relatively short time
in professional football but long enough to understand the club vision and his role
within it. Great corporations also have systematic, transparent and meritocratic
talent development pipelines in order to develop future executive talent.

3. ldentify gaps early or in advance. Players retire and so do managers and executives.
These retirements or departures are predictable—even if the specifics are
unknown—and can be prepared for by developing a deep bench of available talent
with the required skills. Football teams like Bayern Munich have been successful for
years in part because they are rarely surprised by gaps in talent and have “the next
man up” ready for a given position at all times. Corporations, too, need a strong
succession plan to prepare the next generation of leaders and avoid being surprised
by future talent gaps that may arise as role and skill needs evolve.

k4. If gaps exist, reskill, upskill and search externally. Free agency is a boon for
professional football teams because sometimes the best talent must be bought and
not developed. The same is true in the corporate world, and if the right candidate
doesn't exist internally, recruiters should target talent from another team. When
Liverpool realized it lacked an elite center back with superior aerial skills in its talent
pipeline, club executives scouted Dutch defender Virgil van Dijk and ultimately
poached him from fellow Premier League side, Southampton. He became a key pillar
of the team's success this year and was awarded “Premier League Player of the
Season.” In the business world, companies must also look externally if it becomes
evident a key talent gap cannot be filled internally. If talent needs evaolve, reskilling
and upskilling must become targeted instruments for talent development at large
scale.

| 223



| can't promise success in business will be nearly as exhilarating as winning
championships in football. But to maintain a competitive advantage year after year,
corporations must treat talent development in the same way football clubs treat player
development. Both are critical to building a sustainable and winning organization,
whether that's a Fortune 300 company or a 22-time Champions League victor.
https://www.mckinsey.com/business-functions/organization/our-insights/the-

organization-blog/what-business-can-learn-from-professional-football
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12. Amazon's Alexa - your next Chief Talent Dfficer?

What if a voice-powered Al assistant like Amazon's Alexa could find the best candidate
for a critical role?

By Carla Arellano

Brings a background in finance and organization in helping companies strengthen and
transform their culture and talent management and create value using people analytics
By Scott Keller

Counsels Fortune 100 leadership teams on enterprise-level transformation, culture-

change programs, top-team performance, and CED effectiveness
By Kelli Moles

RECRUITMENTTALENTHR ANALYTICS AND TECHNOLDGY

March 3, 2018Digital recruitment - think Monster and LinkedIn - is routine today. But
what if a voice-powered Al assistant like Amazon's Alexa could find the best candidate
for a critical role just by asking it?

By leveraging the power of social networks and data and analytics, enterprising
employers already are sourcing, screening and retaining talent more efficiently and
effectively, so this scenario is not that far away.

Consider what people analytics are bringing to the talent hunt:

Networked talent sourcing: Savvy sourcing recruiters find the right talent faster by
leveraging social networks, web 2.0, newsgroups, blogs and online data sources to
scan “passive” talent pools. Oracle’s subsidiary Power employs such talent analytics
to hire about 200 employees annually. And it specifically uses a big data approach to
identifying diverse talent most receptive to a job change. As a result, female hires
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increased to 47 percent from 40 percent and minority technical hires jumped to {1
percent from 1.3 percent.

Analytic screening and assessment: This recruitment approach moves things a step
farther by automating parts of the hiring process to predict which candidates will be
high performers and cultural fits. This proves invaluable since bad hires prove
expensive: roughly 30 percent of the person's first-year earnings, estimates the LS.
Department of Labor. Google has used people analytics to identify false negatives in
rejected candidates based on profiles of successful employees, and it subsequently
asks missed candidates to reapply. Xerox uses online tests that have cut attrition by
20 percent.

Predictive retention: Keeping star talent ranks among companies’ biggest challenges
since over b0 percent of employees could be tempted to take a new job. By using a
predictive retention model, which delivers deeper insight into who is likely to leave and
what motivates them to stay, companies find they hold their top performers more
cheaply and effectively. It draws on both internal and external data (e.g., Linkedin
profiles). A LS. insurer, for example, used analytics to show that the quality of direct
supervisors, recognition and training most determined turnover. This enabled the
company to eliminate costly signup bonuses that had little impact.

These examples only scratch the surface of what's already possible in securing and
retaining talent. They serve as a harbinger of the transformation ahead - thanks to
people analytics.

What we know so far is that employers require three foundations to create value from
people analytics. They must:

« Identify use cases with clear and measurable goals - True value is driven by
identifying testable data and structuring hypotheses about your workforce.

« [ather and structure your people data - Understand the data you possess and its
quality. Also be able to recognize the data you lack.

« Align the executive team - Grasp the value of predictive people analytics to ensure
that test cases are completed and analyzed to free up the required investment in
getting results.

We still must wait a while before we ask an Al-powered personal assistant like Alexa
to, for instance, “tap our external recruitment sources to find a new operations chief.”
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In the meantime, the savvy organizations that use people analytics well will undoubtedly
gain a distinct competitive advantage.
https://www.mckinsey.com/business-functions/organization/our-insights/the-

organization-blog/amazons-alexa-your-next-chief-talent-officer
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