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Introduction: The 2020 Workplace



Who could have guessed that one of the big differences between life now and ten years ago would be our growing dependence on a mathematician who died nearly 250 years ago? If you’ve ever used Google, then you have relied on the work of Thomas Bayes, whose theorem is the basis of everything from running Google’s search engine to predicting which door to choose on Let’s Make a Deal. Although the complex theorem largely belongs in the provenance of mathematicians, engineers, and scientists, for the rest of us, it can be simply stated: the likelihood that something will happen can be plausibly estimated by how often it occurred in the past.1 From this simple premise comes the revolution we have all experienced in the last ten years.

Think back to ten years ago: in the year 2000, a presidential election was determined by malfunctioning paper voting cards; millions if not billions of dollars had just been invested in averting the software code ambiguity threat known as Y2K; joint ventures with China were just getting started for most global companies; and the dot-com boom was on its way to becoming the dot-com bust. Google had just moved out of its garage office in Menlo Park, California; Apple was considered to be on the skids; YouTube was still five years away from being invented; and Facebook’s creator was still in high school. What a difference a decade makes, not only in the tools we use to remain productive but in how we live our day-to-day lives. Who could have imagined the profound changes of the last ten years? Is there any reason to believe the changes during the next ten years will not be just as profound?

Ludwig Mies van der Rohe, a leader of modern architecture, once said, “Architecture is the will of an epoch translated into space.” One of his crowning achievements was the Toronto Dominion Tower, where the executive floor and boardroom remain gloriously pristine and painstakingly maintained to his original, Austin Powers–like vision of the late 1960s. The boardroom table seats eighty-eight people. Made from one solid piece of wood, it is so large it had to be lifted in while the skyscraper was under construction, and it has never been moved since. When needed, replacement carpet is loomed on the same mills, according to the original specifications. Yet even an absolute commitment to historical authenticity faces the need for progress. In 1967, no one envisioned the need for people to sit around a table to collaborate together on the executive floor. After all, the hierarchy was clearly defined as the chairman, the board of directors, and the CEO; there was no need for collaborative space. Times have changed, though, and one of the few concessions to the original architectural vision for the floor has been to bring a round table into the former chairman’s office, to allow dining and collaboration in a more egalitarian environment.

Likewise, organizations translate the will of the epoch not only into the physical spaces they create but also into the decisions about the talent they select and the structure they create within the firm. These decisions are crucial because although employees no longer stay at one company for life, the decisions that are made about who is hired, developed, and promoted endure for years. As such, we argue that a forward-thinking mind-set is a mandate for business executives, and too little is done to ground the discussion of the future in the needs and requirements of today. Our goal with this book is to stimulate that conversation.

WHY YOU NEED THIS BOOK NOW

For years, the much-feared and overly publicized war for talent has been predicated on the assumption that the Baby Boomers (those people born between 1946 and 1964) would follow the same retirement schedule as the prior generation, the Traditionalists (those born prior to 1946), and begin retiring in large numbers in 2007.2 However, with a decade’s worth of wealth obliterated in the financial crisis of 2008–2009, that assumption is no longer valid. Men and women who are healthy at 60, according to the World Health Organization, will on average be physically capable of working until they are 74 and 77, respectively.3 If Baby Boomers now work as long as possible, that means that the leading edge of the Boomers may not begin retiring until 2020, when the quest for top talent will assuredly be in full swing.

All the major factors that will define this 2020 workplace are already in play. The future new employees, whom we call Generation 2020, are now in their middle school years. The technologies that will define the 2020 workplace are in design stages today. Emerging large-scale economies are rapidly entering as major forces. The workplace of tomorrow is being shaped today, driven primarily by globalization, the introduction of new ways of working, the usage of emerging technologies, and the shifting demographics of the workforce.

The best companies are already preparing their strategies to win the quest for top talent. The 2020 workplace will be defined by this acute vision—20/20 vision—with regard to recruiting strategies, customizable employee development and benefits, agile leadership, and the power of social networks.



The 2020 workplace: An organizational environment that provides an intensely personalized, social experience to attract, develop, and engage employees across all generations and geographies.




In this book, “the 2020 workplace” means one that provides an intensely personalized, social experience to attract, develop, and engage employees across all generations and geographies. The organizations that create a competitive advantage in the 2020 workplace will do so by instituting innovative human resource practices—by first defining an authentic core set of organizational values and then augmenting these by leveraging the latest tools of the social Web to reimagine learning and development, talent management, and leadership practices.

This book pays special attention to the use of social media to attract, motivate, connect with, engage, develop, retain, and listen to employees. The marketing profession has realized the potential of social media to connect with prospective and current customers, as popularized in books such as Groundswell.4 We believe that as more and more of the workforce is made up of “digital natives,” the need for business executives to speak the language of their employees in the form of social media will become a requirement.5 Yet at its core, the social media revolution is not about technology—it’s a social movement that is all about creating a community. This makes it even more imperative for business executives to be in the game.

The landscape is exciting and dynamic, and it promises to redefine much of the conventional wisdom about work, organizational success, personal accomplishment, and so much more. As we scan the workplace of the future, we see that everything we know about work—where we work, how we work, what skills we need to stay employable, what technologies we use to connect with colleagues—is changing. And these changes will only continue to accelerate as we move toward 2020 because the Millennial Generation, which refers to the 88 million people born between the years 1977 to 1997, will make up nearly half of the workforce by 2014. Employers must prepare now for this multigenerational workforce, and if organizations are to be ready, it will take the foresight and actions of those who are most responsible for preparing the leadership and employee implications of the organizational strategy.

WHY WE WROTE THIS BOOK

The 2020 Workplace revolves around the premise that the increased focus on talent is making the human resources function within organizations more integral to an organization’s success. Do the top leaders of an organization realize this? Are human resources and learning professionals ready to deliver? Are you ready to embrace this future and create a workplace that the employees of the future will choose?

Possibly. Yet many organizations continue to view the future as a linear progression from the past years. The business literature covering strategies for people, culture, and talent is filled with the same stories of a few companies that seem to be featured again and again, from decade to decade, indicating little change. We beg to differ for many reasons:


	Never in the history of the modern world have there been four generations—much less five—in the workplace that bring such vastly different sets of values, beliefs, and expectations.

	Never has a generation entered the workplace using technologies so far ahead of those adopted by its employer.

	Never has it been possible to acquire, use, and seamlessly integrate talent from around the world.

	Never has technology made it so possible to connect anyone anywhere asynchronously as a collaborator.

	Never before has society put as much pressure on organizations to be socially responsible.



The list goes on, but we hope you can see that the world of work is changing faster than ever.

Still, we needed validation of these beliefs, and we got it from the companies and working professionals from several generations we surveyed. Forward-thinking organizations are using innovative practices to address the changing marketplace, and we provide examples, such as Millennials coaching executives at Burson-Marsteller, corporate social networks at Cerner, new ways to engage employees of all ages in the Deloitte Film Festival, performance support on demand at IBM, power shifts from the top of the hierarchy to networked, connected decision makers at Cisco, and dozens of other case studies to demonstrate that the principles of The 2020 Workplace are in action now.

The 2020 Workplace takes a bold step into the future and serves as a practical guide for companies of all sizes to transform their workplace so they can compete more effectively in a global marketplace—one defined by an economic climate in flux and by powerful demographic, technological, and generational forces. Even though we feature companies of all types as examples throughout the book, by the nature of their business, technology and professional services firms provide many of the examples we use since they are at the leading edge of what will come next. Technology firms tend to “eat their own dog food,” meaning they experiment with the newest technologies inside their own companies. Professional services firms rely heavily on fresh college graduates and thus have had to adapt to the needs of the Millennial Generation before those organizations that have a more age-diverse employee base. However, even though these changes are originating in technology and professional firms, their experiences are relevant to businesses of all shapes and sizes.

We believe that in the rapidly changing world of business, a best practice may be short-lived. The practice reflects an activity that delivers results in the context of the market conditions of the time. Our strategy in this book has been to focus on the next practice, not on sweeping generalizations of the company, while also researching the sustainability of the company’s culture and values. We hope the companies featured in this book provide some helpful insights in preparing for the future workplace.

WHO WE ARE

As coauthors, we each bring a set of unique experiences that shape our view of the future and what is needed now to prepare for it. Jeanne has consulted with organizations on how to build effective learning organizations for more than twenty years, both through her own consulting firm as well as with Accenture. As the author of two books on the design and management of corporate universities and a widely read blog, she has consulted with hundreds of organizations on how they reinvent their learning functions and reimagine their talent management capabilities. Karie has been both a chief learning officer and a chief talent officer for global Fortune 200 organizations in Silicon Valley, as well as head of executive development and organization development in the defense and food industries. She has developed and implemented practical approaches to building talent around the globe for the future and has led her organizations in winning more than thirty awards for functional excellence. Finally and most important, as mothers of both Millennial and Generation X daughters, we have experienced firsthand the shift needed to communicate effectively across the generations.

Our combined experience has left us with the belief that it is time to make a transformational leap in organizational practices if we are to be relevant to a world that is changing so rapidly around us. The glimpses we have into the expectations of the next generations of workers and some of the practices of leading-edge companies motivated us to open the dialogue for the 2020 workplace. We purposefully use the word “dialogue,” because when this book is released, there will already be new developments in technology, changes in companies, and emerging new best practices. We invite you to join that continued dialogue to ensure that what might be static instead becomes dynamic as we collaborate together to prepare for the future.

WHAT YOU WILL FIND IN THIS BOOK

The 2020 Workplace combines exclusive research with practical tools and resources. Some of the features include:


	Key findings from two global surveys. The first surveyed 2,200 working professionals from around the world on what they seek from employers, both now and in their anticipated future. The second survey queried 300 employers from around the world on the practices they have in play now and those they expect to use in the future. We look at where there is alignment, as well as gaps, in expectations. These findings will help organizations make strategic choices about where to invest their resources now to best prepare for the future of the workplace. The results of these surveys guided our search for relevant, leading-edge case studies.

	More than 50 case studies developed through more than 100 personal interviews with companies that are leading the way in the use of innovative practices for attracting, developing, and retaining talent for the future, including Deloitte, IBM, Cisco, Bell Canada, JetBlue, Nokia, and NASA.

	Real examples of how companies are using social media today to recruit, engage, develop, and connect employees.

	Practical tips and advice on how to prepare for 2020 both organizationally and personally.

	Twenty predictions for the 2020 workplace.

	The 2020 glossary, making it easy to read through the book with a ready reference at hand, for those who have never texted or posted a message on a Facebook wall, or don’t know the difference between sending a tweet on Twitter and using Delicious to store and share bookmarks.

	A summary at the end of each chapter to help those of you who are inundated, as we are, with books and magazines stacked up at your bedside or on your Kindle.



Entire books could have been written about topics we cover in a single chapter, so we realize that we can only begin to touch the practices that people have spent their entire lives putting into place. Our intent is to weave a story of how the world is changing as we all interact with coworkers, friends, and family in new ways. In our notes, we have recommended other sources for more in-depth understanding of each area.

Part I, “The Changing Workplace,” describes what is happening now and how organizations are responding to the changing workplace, starting with chapter 1, “Ten Forces Shaping the Future Workplace Now.” In chapter 2, “Multiple Generations @ Work,” we discuss our research findings around the several generations in the workplace, including some counterintuitive findings about what each generation prefers.

In part II, “Practices in Action Today,” we bring to life real-world examples of what companies are doing now to incorporate social media across a range of practices that directly affect employees, and we offer a set of unifying principles for the 2020 workplace. Chapter 3, “Principles of 2020 Engagement,” covers the core fundamentals of how an organization can make the move to the workplace of the future. We introduce a model called Workplace Engagement 2020 that provides a guide for how to adopt workplace practices and processes to attract and retain top talent. In chapter 4, “Social Recruiting Emerges,” we address innovative practices in reaching, recruiting, and nurturing the best talent in the global marketplace and offer examples of these practices in action. Chapter 5, “Über-connect Your Organization,” examines how progressive organizations are using various types of social media and virtual collaboration, effectively creating an individualized yet social employee experience. In chapter 6, “The Social Learning Ecosystem,” we start with the observation that although classrooms will be around for a long time, they are already becoming too expensive for all but the most strategic of training needs. We then explore ways organizations can move beyond classrooms and build learning within the context of any job, rather than as a separate and formal process. In chapter 7, “Accelerated Leadership,” we focus on the qualities needed to build an agile leadership pipeline and argue that both management and leadership will need to fundamentally change to address the needs of the future organization.

Finally, part III, “Envisioning the 2020 Workplace,” looks to the future and how to prepare for it now. Chapter 8 profiles our “Twenty Predictions for the 2020 Workplace.” We proceed here warily and with full awareness of the difficulties inherent in any attempts at forecasting the future. To prepare, we relied on dozens of interviews with experts, queried thousands of working professionals in a diverse mix of organizations for their thoughts, established a Web 2.0 collaboration space to open a dialogue, leveraged our memberships in futurist societies, and became some of the online book retailers’ favorite customers as we ordered books from far-reaching fields to understand what others are saying about the future. Our predictions are based on glimpses into a future we can already see in play at some of the most leading-edge companies. We hope they provide an imagination-expanding view of what life will be like in organizations in 2020.

Organizations at their simplest are societies, made up of individuals with a common set of goals. In our final chapter, “Get Ready for the Future Workplace,” we help unify individuals in an organization through providing guidance on how to do just that. We offer advice to individuals on how to develop the necessary skills, as well as thoughts on how to prepare organizations to face the future. Throughout the book we include practices ranging from creating a strong employer brand to launching a corporate social network, all geared to attracting, developing, and engaging the best talent possible for the future.

Since many of the terms we use throughout the book may be new for some readers, we have provided a glossary of social media terms, along with a timeline and a list of key Web sites and online tools.

WHO SHOULD READ THIS BOOK

In the end, our essential goal is this: to get you and your workplace ready for 2020. You will benefit most from this book if you are in a position to influence the design of the workplace. Leaders at the tops of organizations will want to read the best practices revealed here and plot a strategy for preparing for the 2020 workplace. In addition, every business leader who manages a team will want to read this book to understand how to best attract, develop, and retain talent, as will practitioners in the field of organization and talent development who lead from within.



ALIENUS NON DIUTIUS

Alone no longer. The crest of Pixar University bears this Latin motto.6 The research and best-practice examples that make up the core of this book are here for you to translate into appropriate actions for your organization—whether your business is a Fortune 500 multinational or an Inc. 500 firm. Thanks to the power of social media, we can all help one another as we transform for the future.




We welcome your thoughts and stories, and we invite you to join us in an adventure to create the future. Share with us at www.the2020workplace.com.








PART I

The Changing Workplace








CHAPTER ONE

Ten Forces Shaping the Future Workplace Now



Imagine the life of a new employee at a Fortune Global 1000 firm in the year 2020.


The alarm in her apartment starts out quietly, easing Katya into the morning with the latest release from her favorite musician. After sixty seconds, the alarm asks Katya if she is awake. “Barely,” Katya mumbles in response.

“Okay,” her alarm answers. “I’ll let you rest another two minutes before checking in again.”

“Make it five,” Katya replies.

“I shouldn’t have stayed up so late last night,” she thinks, “not on the night before my first day of work.” Who would have guessed that José, her best friend from childhood, was going to be in town? If her phone hadn’t alerted her that José’s phone was within ten miles, she would never have known. Serendipity, a program that matched her social networking profiles with those of others with similar interests, also alerted her that a close match had just moved into the same apartment building. After she and José checked out Elisa’s profile, the three of them headed out to play the latest version of Celebrity City. Wearing their Cisco virtual-world contacts, they had tracked down five virtual celebrities. Her last one, John Lennon, had been worth 1,000 points and put her on the leaderboard. And that reminded her: she needed to bring along her virtual-world contacts for her new-hire orientation that morning.

“Well,” the apartment alarm observed, “I see you are out of bed. Shall I turn on the morning news and start the espresso machine?”

“Sure,” Katya replied, contacts in hand as she headed off to the bathroom to get ready.

Today, finally, was her first day of work at D&Y, one of the Big Two auditors. In her eighth year of schooling, D&Y had visited her middle school and talked to her about what was involved in pursuing a career in auditing. She’d had an education consultant from D&Y assigned to her well before she attended university, and they’d had a monthly video chat on Facebook to discuss her progress and whether D&Y still fit into her plans. Katya was also interested in nanobiotechnology, but in the end she’d decided a career in auditing at D&Y was a better fit.

In her freshman year at university, Katya shadowed a manager at D&Y. Then, after her third year, Katya spent the summer at the firm’s office in Romania before accepting a full-time position at the end of the summer. Because Katya had a high grade point average at university, she was eligible to perform community service, spending three months in Tanzania before starting work at D&Y.

Glancing up at the instant messaging section on the monitor on the wall, she noticed that a few of her new coworkers were IM’ing as they also got ready. Sophie, already one of her best friends, was looking forward to meeting up later in the day.

“Breakfast is ready!” her apartment monitor cheerfully announced, so she headed toward the kitchen to grab a fresh egg sandwich and her coffee to have on the way to work.

The human resources meeting was blissfully short. She ran her thumbprint and mobile phone under a scanner, which confirmed her citizenship and uploaded all her data to her custom benefits plan. For the next few hours, a series of managers presented the projects and jobs she could consider for her first assignment. Potential managers described their working styles, their commitment to the careers of new recruits, and the exciting work they had to offer. Katya especially liked the presentation by Bhaskar in Hyderabad and pulled out her smart phone so she could search the internal company social network to see how other new employees had rated Bhaskar and what they had to say, along with his 360-degree manager review.

“Not bad,” she thought as she looked over a presentation he had done for a client in the nanobiotechnology field. That would allow her to merge both her interests, and besides, if it didn’t work out, D&Y’s promise was that she could select her first three jobs, so she would be able to explore a few fields before settling in a bit. “WDYT,” she IM’d Sophie, wondering what her new friend thought of the idea. Sophie, sitting next to her, quickly IM’d back “G4I” to show her support.*

Three learning programs, each two minutes long, popped up on her smart phone while she listened to the next potential manager. She responded while she updated her employee record, verifying completion of the learning programs. After the managers completed their presentations, she put on her headphones and virtual-world contacts to watch a job preview by each manager. By lunchtime, she had selected and won Bhaskar as her new manager.1



Welcome to the 2020 workplace! If you think this scenario is farfetched, think again.

In the year 2020, our office will be everywhere; our team members will live halfway around the world. How, where, when, and for whom we work will be up to us—as long as we produce results. By the year 2020, the rules of the employee-employer contract will have to be rewritten by the best employers if they are to compete for top talent.

After interviewing, researching, and speaking with people at scores of companies, as well as with members of the four generations currently in the workplace, we have identified ten forces that will define the new world of work in 2020. These forces will impact the lives of all those who work, whether they work in large companies, midsize not-for-profit firms, or public organizations.

Companies will experience the most daunting challenges as they compete for the best talent in 2020 in order to maximize their organizations’ success. Senior executives, keenly aware that the world around them is changing and already recruiting a new breed of employee, must adapt their workplace policies to appeal to all generations. By looking at the road maps of birthrates, technological changes, social behaviors, and the evolution of the knowledge economy, we observe ten global forces at work in the workplace to come in 2020.

1. SHIFTING WORKFORCE DEMOGRAPHICS

Shifting U.S. Demographics

As we examine the shifting demographics of the U.S. workforce, we see the following:


	The number of U.S. workers over the age of 40 has increased significantly: 51 percent of the U.S. workforce in 2010 is expected to be 40 years of age or older, a 33 percent increase since 1980.2

	The number of workers aged 55 years and older will grow from 13 percent of the labor force in 2000 to 20 percent in 2020.3

	At the same time, Millennials (individuals born between 1977 and 1997) will be entering the workforce in record numbers. While they currently represent 22 percent of all workers, by 2014 they will make up almost 47 percent of the workforce.4

	The gender composition will also change, as more women are entering the workforce and staying in it.5

	Finally, Latinos, who currently make up 15 percent of the U.S. population, will account for up to 30 percent of the U.S. population by 2050.6



Taken together, these shifts will present significant challenges and opportunities. How companies prepare for these changes will be crucial to attracting, developing, and keeping top talent.

A Worldwide Shift in Demographics

The United States is not the only country facing a major shift in demographics, as the birth of Baby Boomers, those born between the years 1946 and 1964, was a global phenomenon following World War II. In Europe, the current aging of the population, combined with a significant falloff in fertility rates, has translated into a 1 percent decline in the overall population during the 2000–2010 decade. After 2010, the trend is projected to accelerate over the next forty years, with Germany, Italy, and Spain all expected to experience population declines ranging from 14 to 25 percent, according to the United Nations Population Division.7

These demographic trends are producing a workforce that is both aging and shrinking. It is estimated that in 2020 Germany will have a workforce that is 20 percent smaller than it was in 2000 and a retired population that is 50 percent larger.8

In many Asian countries the demographic situation is similar to or more pronounced than that seen in Europe. Fertility rates in Japan, Taiwan, Korea, Hong Kong, and China are all well below the replacement level. Consequently, estimates indicate that major East Asian countries will also face a sizable reduction in their working population over the next half century. For example, in Japan the working-age population has already peaked, with 3 million fewer workers in 2010 than in 2005. And in China, which has four times the population of the United States, the situation is much the same. By 2030, China will have nearly as many senior citizens aged 65 or older as children aged 15 and younger.9 In the global economy, shifts happening globally will impact how and where companies in all countries source new talent.


What Will the Workforce Look Like in 2020?

In the United States, recent data show that older workers are staying in their jobs longer or returning after retiring. As a result, the Bureau of Labor Statistics estimates that 56 percent of those 65 and older now work full-time, as compared to 44 percent thirteen years ago. In addition, the Pew Research Center’s Social & Demographic Trends project reports that half of all working adults in the United States between the ages of 50 and 64 say they will delay retirement, and another 16 percent report that they never expect to stop working.10

Dubbed by the Pew Research Center “the Threshold Generation,” this generation is on the threshold of retirement, but they either want or need to continue working. According to a Wall Street Journal article, “While it is difficult to quantify just how many Americans are retiring earlier now amid weak job prospects, recent work from two Wellesley College economists, Courtney Coile and Phillip B. Levine, suggests the effect is large. In a new working paper, they estimate 378,000 workers will be pushed into retirement as a result of the weak labor market—almost 50% more than will end up working longer because of stock-market losses.”11 As Kris Moser, a 62-year-old member of the Threshold Generation and a producer of computer games who was recently laid off from her position, says, “While the fastest-growing area in gaming is social gaming and the fastest-growing demographic on Facebook is over fifty, it’s ironic that those of us over fifty who want to continue working in the gaming industry are having a difficult, if not impossible, time finding work.”

What does this mean? Although some older workers will find themselves pushed out of the job market, those who retain jobs may stay in them longer. As we move into the future, most workplaces will have five generations working side by side—Traditionalists, born before 1946; Baby Boomers, born between 1946 and 1964; Generation X, born between 1965 and 1976; Millennials, born between 1977 and 1997; and Generation 2020, born after 1997 (see figure 1-1). While human resource executives are trained to address many forms of diversity, they must now be prepared to manage extreme age diversity as well.


Gender

With the recession that began in 2008, one of the longest in the post–World War II era, there is a new milestone emerging. Though women still face other issues when it comes to equal employment, women are now about to surpass men on the nation’s payrolls for the first time in history. This has arisen from a pattern in which the bulk of the layoffs experienced in the recession that began in 2008 fell on men, who accounted for 82 percent of the job losses.12 One of the reasons for this is that predominantly male industries, such as construction and manufacturing, faced layoffs in higher numbers than did other industries. Heather Boushey and Ann O’Leary of the Center for American Progress estimate that women are now half of all U.S. workers, and mothers are the primary breadwinners or co-breadwinners in nearly two-thirds of American families. Compare this to 1967, when women made up only one-third of all workers.13

Figure 1-1: Generations as Percentage of U.S. Population

[image: image]

Source: U.S. Census Bureau, 2007 American Community Survey.
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Ethnicity

The U.S. workforce is in the midst of a transformation. From 1980 to 2020, Caucasian workers in the United States will decline from 82 percent to 63 percent. During the same period, the non-Caucasian portion of the workforce is projected to double from 18 percent to 37 percent, with the Latino portion almost tripling from 6 percent to 17 percent.14 Thus minority workers, who will largely be Generation Xers and Millennials, will account for most of the net growth in the workforce.

The workforce of 2020 will place new demands on employers as they manage a workforce with greater diversity in age, gender, and ethnicity.

2. THE KNOWLEDGE ECONOMY

The shift in the demographics is related to a larger issue: the changing skill and knowledge levels needed to get and keep a job in the global economy. In the next five to ten years, a growing number of jobs will require a significantly more complex set of interdisciplinary skills. The Employment Policy Foundation estimates that 80 percent of the impending labor shortage will involve a skills shortage. McKinsey Research calls this the “rise of the tacit workforce,” referring to employees in jobs that require a complex set of skills such as problem solving, judgment, listening, data analysis, relationship building, and collaborating and communicating with coworkers.

These tacit jobs are opposed to transactional ones, which involve fewer conceptual duties. The tacit segment of the workforce is growing two and half times faster than the transactional segment. Today, 48 million of the more than 137 million U.S. workers are knowledge workers, making knowledge workers the fastest-growing talent pool in most organizations.15 Put another way, 70 percent of all U.S. jobs created since 1998—4.5 million jobs, or roughly the combined workforce of the fifty-six largest public companies by market capitalization—require a set of conceptual tacit skills.

Part of the reason for the realignment of the workforce toward tacit jobs is that companies have been revising how they manage the least complex jobs, by streamlining processes, automating job tasks, and outsourcing some work. According to Forrester Research, at least 3.3 million white-collar jobs and $136 billion in wages will shift from the U.S. to lower-cost countries such as India and Russia by 2015.16

The types of transactional jobs that have been outsourced range from Nortel’s software development centers to Boeing’s aerospace engineers and Thomson Reuters’ editorial assistants. As Thomas Friedman noted in The World Is Flat, Thomson Reuters outsources a number of journalist functions to India because it is a job that can be done anywhere in the new “flat world.” Tom Glocer, the CEO of Thomson Reuters, points out that the value-added work of a journalist involves “someone in the market with contacts, who knows who the best industry analysts are and has taken the right people to lunch.”17 By outsourcing other functions of the job, Thomson Reuters is able to preserve as many high value-added journalist jobs as possible.

How, where, and when work is done is changing dramatically as more companies shift the composition of their workforces to lower-cost countries while creating a greater percentage of tacit jobs in the United States.

3. GLOBALIZATION

Globalization. The world is flat. Outsourcing. Today they’re givens, but this was not always the case. Changes in the world in which we live and work in are happening at a rate that does not afford organizations the luxury of managing one major change at a time. The evidence is all around us, but a telling example can be found in the companies making up the annual Fortune 500 list. If a company was on the list in 1980, there was a 56 percent chance that it was still listed in 1994. But for a company listed in 1994, there was only a 30 percent chance of its still being on the list in 2007. And look how rapidly new innovations are reaching a penetration of 50 million households: it took radio thirty-eight years, television thirteen years, the Internet four years, iPods three years, and Facebook only two years to reach a penetration of 50 million households.18

More dramatically, a look at the headquarters locations of the Financial Times Global 500 rankings shows us just how globalized we are becoming in today’s “flat world.” Consider the shifts that have taken place in the top fifteen countries on the Global 500 rankings over the past five years. Over the period 2005 to 2009, the number of Global 500 companies headquartered in Brazil, Russia, India, and China (collectively known as BRIC) has significantly increased. As shown in table 1-1, the total number of companies represented by the top fifteen countries remains fairly constant. The United States shows a sharp decline with a net loss of thirty-eight companies, while countries filling the gap include China, with a net gain of thirty-five companies; Russia, with a net gain of two companies; India, with a net gain of five companies; and Brazil, with a net gain of four companies in the top 500.19

TABLE 1-1: TOP FIFTEEN COUNTRY HEADQUARTERS LOCATIONS

Country: United States

2005: 219

2006: 197

2007: 184

2008: 169

2009: 181

Percentage Change, 2005–2009: -17

 

Country: Japan

2005: 43

2006: 60

2007: 49

2008: 39

2009: 49

Percentage Change, 2005–2009: 14

 

Country: United Kingdom

2005: 33

2006: 36

2007: 41

2008: 35

2009: 32

Percentage Change, 2005–2009: -3

 

Country: China

2005: 8

2006: 11

2007: 16

2008: 35

2009: 43

Percentage Change, 2005–2009: 438

 

Country: Canada

2005: 22

2006: 22

2007: 23

2008: 24

2009: 27

Percentage Change, 2005–2009: 23

 

Country: France

2005: 28

2006: 30

2007: 32

2008: 31

2009: 23

Percentage Change, 2005–2009: -18

 

Country: Germany

2005: 19

2006: 19

2007: 20

2008: 22

2009: 20

Percentage Change, 2005–2009: 5

 

Country: Australia

2005: 8

2006: 8

2007: 11

2008: 11

2009: 14

Percentage Change, 2005–2009: 75

 

Country: Spain

2005: 9

2006: 8

2007: 12

2008: 14

2009: 13

Percentage Change, 2005–2009: 44

 

Country: India

2005: 5

2006: 4

2007: 8

2008: 13

2009: 10

Percentage Change, 2005–2009: 100

 

Country: Switzerland

2005: 12

2006: 11

2007: 12

2008: 12

2009: 10

Percentage Change, 2005–2009: -17

 

Country: Brazil

2005: 5

2006: 8

2007: 7

2008: 11

2009: 9

Percentage Change, 2005–2009: 80

 

Country: Netherlands

2005: 9

2006: 8

2007: 10

2008: 8

2009: 8

Percentage Change, 2005–2009: -11

 

Country: Italy

2005: 12

2006: 11

2007: 8

2008: 7

2009: 7

Percentage Change, 2005–2009: -42

 

Country: Russia

2005: 4

2006: 8

2007: 8

2008: 13

2009: 6

Percentage Change, 2005–2009: 50

 

Source: Financial Times Global 500—Top Fifteen Countries.

 


By 2020, the BRIC countries will be the dominant centers of economic influence. What will this mean for how work is being sourced? Just ask Manish Modi, the president of the Business Resource Group of Pidilite Industries, who says, “Any job that is English-based can be done in India—you are only limited by your creativity and imagination.” The list of professions that are being outsourced even includes lawyers. Forrester Research of Cambridge, Massachusetts, estimates that the number of U.S. legal jobs moved offshore will increase from 35,000 in 2010 to 79,000 by 2015.21

More striking, though, is how the nature of work is changing in a global marketplace. Regardless of whether your firm is an established multinational or a high-tech start-up, you are likely tapping into a global talent pool and—at least to some extent—managing a virtual workforce. Virtual workplaces such as these have fewer on-site employees and leaner headquarters facilities. Instead, they have workers organized in global teams who do not report to offices, do not keep set hours, and are compensated more in cash than in benefits. We call these individuals transient white-collar workers because they are working when, where, and how they want. According to an IBM spokesman, Clint Roswell, roughly 40 percent of IBM’s staff is mobile, meaning they have no office and telecommute from home or a client location.22 So how do they do their work? By collaborating electronically, in global conference calls with participants from three or four continents, through instant messaging, or by using password-protected document-sharing sites.

This global workplace increasingly places a premium on speed to market, local decision making, collaboration, and open-source innovation. For example, A. G. Lafley, the chairman of Procter & Gamble (P&G), says his company’s goal is to get half of new product innovations from worldwide entrepreneurs, outside traditional P&G labs.23 P&G has taken a visionary stance on product innovation and development. Lafley says, “We want P&G to be known as the company that collaborates—inside and out—better than any other company in the world.”24 Companies like P&G are becoming more agile, and leaders such as Lafley are requiring collaboration, agility, and open innovation as the levers for future growth.


Organizations that accomplish these goals will undoubtedly do so by leveraging an array of tools and technologies allowing employees the ability to share knowledge instantly and work in virtual teams.

4. THE DIGITAL WORKPLACE

Have you ever wondered how much digital content is passing through companies on any given day? Surprisingly, the answer may lie with a little-known nineteenth-century Italian scientist named Amedeo Avogadro, who defined the number of carbon atoms in twelve grams as 602,200,000,000,000,000,000,000, or 6.022 © 1023, known as Avogadro’s number. The digital universe is not that big yet, but it’s getting there.

According to a research study, “The Diverse and Exploding Digital Universe,” the number of “atoms” in the digital universe—meaning the amount of digital content in bytes captured, created, and replicated during the year—was less than a hundredth of Avogadro’s number.25 However, “the number of digital ‘atoms’ in the digital universe is already bigger than the number of stars in the universe. And, because the digital universe is expanding by a factor of 10 every five years, in 15 years it will surpass Avogadro’s number.”26



Social Web: The cluster of Web 2.0 tools, such as blogs, wikis, and social networks, that drive community building and collaboration.

Blog: An individual or group online Web log maintained with regular entries on the subject of the contributors’ choosing.

Wiki: A page or collection of pages designed to allow anyone with access to contribute or modify content.




The rapid expansion of the digital universe—defined as information that is created, captured, or replicated in digital form—will lead to tremendous challenges in the workplace for both individual employees and their employers. This digital information includes using the social Web and a host of social media tools, such as blogs, wikis, and video-sharing sites—in other words, all the tools you and I take for granted in how we communicate in our work and personal lives.

Currently hundreds of millions of people actively construct, maintain, and communicate their identities using Facebook and a host of other networks such as MySpace, Twitter, Friendster, Orkut, LinkedIn, and Bebo.27 Though this number is substantial, what is even more impressive is how fast it is growing. An estimated 250,000 new users each day are creating online profiles and maintaining them on a social network. In addition to this, last year more than 125 million Americans watched more than 7 billion online video streams per month on sites such as YouTube, Metacafe, Vimeo, and Daily Motion. This audience represented almost a twofold increase from the previous year. YouTube itself is considered to be the largest online video library in the world and in 2007 was estimated to hold more than 70 terabytes, or 70,000 gigabytes, of data. Given that in 1993 the sum of all Internet traffic for the year combined amounted to approximately 100 terabytes, or 100,000 gigabytes, this is a fairly impressive accomplishment.28 Some suspect that this number has grown at a rate of 18 terabytes a month. If so, YouTube is now more than four times the size of the Library of Congress, the largest physical library in the world.29

How Will the Digital Workplace Affect Us in the Twenty-first Century?

While individuals generate nearly 70 percent of digital content, it is their employers who have the responsibility for managing the security and privacy of this content with regard to the workplace.30 Organizations must grapple with a host of issues on how to manage all this digital content in the workplace, especially when the software, platforms, and infrastructure are operated by others—often called cloud computing. This growth in digital content will affect every part of corporate life, from how employees contribute new knowledge and how they communicate with one another on the job and at home to the type of policies, standards, and guidelines created by organizations to manage this explosion of digital content. Increasingly, employees are carrying their own connection platforms with them in devices such as laptops, iPods, mobile phones, and flash drives, each one suited to a different aspect of their busy lives. The challenge for employers will be to walk a fine line between making it easy for employees to create and access content while securing the accuracy and appropriateness of this content in the mobile world in which we live.

5. THE UBIQUITY OF MOBILE TECHNOLOGY

Workers are demanding a new deal from their employers. Employees want a choice in how and where they work. On September 7, 1987, fifteen phone companies signed an agreement to build mobile networks based on the Global System for Mobile Communications, or GSM. This date was the birth of the global mobile phone industry.

Once feasible only for the affluent, mobile phones are now everyday communications tools essential to our modern lives. In a number of countries around the world there are now more mobile phones than people. For example, as of 2009, for every 100 individuals in the United Kingdom there were 123.64 mobile phone subscriptions.31 It took twelve years for the first billion mobile connections to be made, but only thirty months later there were more than 3.5 billion subscriptions globally. GSM projects that by 2012, there will be 4.5 billion mobile subscriptions out of a global population of 7 billion, and by 2020 mobile devices will be the primary way people access the Internet.

As explained by Dr. Mike Short, a vice president of Telefónica Europe and former chairman of GSM, “We measure subscriptions because there is a growing trend for consumers to have more than one mobile phone—one mobile for personal use and one for professional business. So we see a trend of more mobile phones than people in the world.” Among other things, Short sees the potential for mobile technology to one day revolutionize health care. For example, in London today, a hemophilia patient can text his or her status to a hospital via a mobile phone. More pervasive uses of mobile technology can have significant impact on the quality of health care delivery. The ubiquity of mobile phones is shown in the following list.




THE UBIQUITY OF MOBILE COMMUNICATIONS


	Globally, more than 2.5 trillion text messages were sent in 2008.32

	New users of mobile technology are signing up at the rate of 1,000 per minute for mobile services that support music, TV, video, and learning.

	Mobile technology has more users in the developing world than in the developed world, with 64 percent of mobile users living in emerging markets.

	China is the country with the most mobile users totally—445 million.

	There are now more mobile phones in the world than computers and TVs combined.33



Source: GSM Association, 2008; New York Times, 2008; and the Guardian, 2009.




All this growth in mobile phones has brought with it a surge of innovative uses for mobile devices in learning, starting in primary school. For example, the Kauffman Foundation, an organization that exists at the intersection of education and entrepreneurship, funded a program called Sports Bytes, where mobile phones delivered math and science quizzes to students attending sporting events in stadiums across the United States. According to Julia Holland, education manager of the Kauffman Foundation, “more than 100,000 people participated in Sports Bytes with the goal of inspiring a new generation to use their mobile phones as a learning device.”

One can envision how mobile phones could become the most important wearable learning platform in our lifetime. All you have to do is view the long list of iPhone applications to see more than 7,200 applications in the education section alone, in areas such as learning a new language or brushing up on math skills. The most popular educational application is a free Spanish tutorial program offered by the 24/7 Tutor series. This program teaches a set of the most common and useful words and phrases, with audio recordings by native speakers and a learning system that allows you to quiz yourself as you progress.34


Finally, mobile devices are becoming an important tool for corporate learning as well. Companies such as Bank of America, Invitrogen, and Wachovia have pilots under way to deliver corporate training on mobile smart phones. In a survey of 125 heads of human resources conducted by Human Capital Institute, nearly 70 percent of respondents reported that they were working on mobile learning pilots to be launched in 2011. Among the areas of corporate training ripe for delivery on mobile devices are sales training, compliance training, product knowledge, and online performance support.

6. A CULTURE OF CONNECTIVITY

If you have a teenager in your household, you will most likely recognize the following scenario: on a typical weekday evening, your teenager is doing homework while also texting a friend from class, sending a message on Facebook to let everyone know about a party that evening, listening to music on an iPod, and engaging with








	They are found in all countries but more in Latin America and the Asia Pacific region.

	They are found in all industries, with higher concentrations in banking and high technology.

	They are found in all jobs but predominantly in IT and research and development.

	They come from all levels of the corporation but most likely are in management.

	They can be any age—what matters is attitude, not age—but 60 percent are under 35.

	They include both men and women, but 60 percent of them are male.

	They have wired homes; 63 percent have Wi-Fi at home.

	They tend to live in urban areas.

	If they have to leave the house on short notice, they will take their laptop before they reach for their wallet.

	They tend to work for companies that are early adopters of new technologies.



















	41 percent of companies use social media for internal purposes.

	34 percent of companies connect with customers through social media.

	25 percent of companies work with external partners and suppliers using social media.






	Knowledge workers spend up to one day a week looking for information, and half the time they may not find what they need. The costs associated with lost productivity are enormous.

	Knowledge workers want help finding the information they need to do their jobs. The days of hoarding knowledge are over.

	Knowledge workers recognize that just asking around may not yield the necessary results.39













































	Want freedom in everything they do: from freedom of choice to freedom of expression.

	Love to customize and personalize their experiences.

	Are the “new” scrutinizers.

	Look for corporate integrity and openness when deciding what to buy and where to work.

	Want to find entertainment in their work, educational, and social lives.

	Are focused on collaboration and relationship building.

	Have a need for speed—and not just in video games.

	Are innovators and are constantly looking for innovative ways to collaborate, entertain themselves, learn, and work.50









	Shifting workforce demographics. Changes in the composition of the workforce based on shifts in gender, ethnicity, and generational breakdown will require employers to learn to manage an increasingly diverse workforce.

	Rising knowledge economy. As more and more companies attempt to cut costs by streamlining and outsourcing where possible, knowledge-intensive work will require an increasingly complex set of skills.

	Globalization. Corporations will rely on the global marketplace to fuel growth. More and more of the top global companies will be based in emerging-economy countries, fueling global competition for talent.

	Soaring hyperconnectivity. In our increasingly connected world, the lines between work and free time are blurring. While employers harness the tools of the social Web, some employees may find it difficult to achieve work/life balance.

	Expanded corporate social responsibility. In today’s market, companies are including leadership development activities that incorporate a CSR opportunity. Employers that do this are building global leaders in emerging markets where they are experiencing growth.
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