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      Preface

      Tomorrow’s Work Begins Today

    


    It all began with one of those simple questions that teenagers have a habit of asking. Seated at the morning breakfast table, I found my train of thought interrupted by my eldest son Christian who, 17 years old and fresh out of school, was clearly pondering his future.


    ‘I’m really keen to be a journalist,’ he remarked to his brother and me.


    His brother Dominic, two years his junior, perhaps inspired by his lead, followed on with ‘And I’m thinking about medicine.’


    Both sentences were spoken with sufficient query that I took them as questions rather than statements of fact.


    Having been a professor in a business school, and an advisor to companies for nigh on three decades, I consider myself something of an expert in the why and how of work. Of course, I am also the first to acknowledge that my sons, being teenagers, are unlikely to have much interest in my opinion. But it struck me on that busy morning that I did need at least a point of view about the future of work. The challenge was this: what was my point of view? I began to realise that, despite my years of advising companies and researching work, all I could muster that morning was a rather half-baked, old-fashioned set of assumptions, combined with ‘tidbits’ of data that seemed both hopelessly out of date and extraordinarily incomplete.


    Over the following few months, as I pondered on their question, I found that more and more people asked me about their working future. I recall how one of my smartest MBA students wanted to know how he could create a future working life that allowed him to be more of a father to his own family. He explained to me that he believed it was crucial that he spent more time with his yet-to-be-born child than his own father had spent with him as a child. Others wanted to know where to live to gain the most value, the competencies they should focus on and the career paths they should develop. At the same time, the executives I taught wanted to know when to retire, what to do when they reached 65, how to take a gap year, what to say to their companies. Then my research team ran, with colleagues at Unilever, a session with kids under the age of 10. We asked them to talk about their ideas about work. They talked robots and transhumans, computers and global warming. Even at 10, they had begun to play out these future scenarios. And to cap it all, the human resource executives I teach at London Business School seemed to be deeply concerned that their companies were too hierarchical and bureaucratic, and too slow moving to catch up with the trends they saw emerging.


    I put these anxieties and questions down in part to the 2009/10 global recessions that rattled everyone. I was feeling the impact myself in my own teaching. Back in 2000 my colleague Sumantra Ghoshal and I had chosen four companies to write extensive case studies on, which would then be taught both at London Business School and also around the world. We chose companies that at that time were in the top five in their sectors and generally admired. From banking we chose the Royal Bank of Scotland; from industry, BP; from investment banking, Goldman Sachs; and Nokia from the technology sector. By mid-2010 RBS had made one of the largest losses in banking history; BP was haemorrhaging oil into the Gulf of Mexico and being castigated by the US Senate for its leadership competence; and Goldman Sachs was in the process of a significant fine from the trading commission. Only Nokia was unscathed, although its share price and value seemed paltry against the mighty Apple. And of course, until 2009, I had directed the Lehman Centre at London Business School. Even ivory tower academics began to feel the winds of change.


    When I talked to executives in Nokia and Reuters about the technological developments that are around the corner, and to colleagues at Shell about the coming energy challenges, and indeed to other academics about the growing employee distrust and anxiety they were observing, I began to realise that what I was witnessing was more than simply the backlash from the recession. Added to that, in my twice-yearly visits to India and Africa it was clear these continents were transforming in a way I had never previously witnessed. It began to dawn on me that this was not going to be business as usual. Instead I began to realise that we were entering a time of real flux and possible transformation, and that I was ill equipped to answer the questions I was being faced with.


    What I needed was a point of view about the future of work that was more thoughtful and expert than the rather vague and ill-formed views I held. I knew that these questions I was being asked about the future of work were crucial. Work is, and always has been, one of the most defining aspects of our lives. It is where we meet our friends, excite ourselves and feel at our most creative and innovative. It can also be where we can feel our most frustrated, exasperated and taken for granted. Work matters – to us as individuals, to our family and friends and also to the communities and societies in which we live.


    I also knew that many of the ways of working we have taken for granted in the last 20 years – working from nine to five, aligning with one company, spending time with family, taking the weekends off, working with people we know well – are all beginning to disappear. And what’s coming in its place is much less knowable and less understandable – almost too fragile to grasp.


    However, despite this fragility and the difficulty of grasping the future, I needed answers – and so do the people who asked all these questions. So, of course, do you. Perhaps you don’t need absolute answers. But what you do need, like me, is a point of view, a basic idea of what the hard facts of the future are, and a way of thinking about the future which has some kind of internal cohesion, which resonates with who you are and what you believe. You and I, and my children, and others who are important to us, need to grasp the future of work because we have to prepare ourselves, and we have to prepare others.


    To understand better these profound changes, I began my journey with the goal of discovering, with as much fine-grained detail as possible, how the future of work was likely to evolve. I was interested in day-to-day details like: What will friends, my children and I be doing in 2025? How will I be living my working life at 10.00 in the morning? Who will I be meeting for lunch? What tasks will I be performing? Which skills will be in the ascendant and most valued? Where will I be living? How will my family and friends fit with my work? Who will be paying me? When am I going to retire?


    I also wanted to discover more about whether in the future our thoughts and aspirations could change. Questions like: What will be going on in my working conscious in 2025? What sort of work will I be aspiring to? What will be my hopes? What will keep me awake at night? What do I want for myself, and those who come after me?


    These are the day-to-day events and fleeting moments of thoughts and aspirations that will influence the working lives of you and your colleagues, and those of your children and friends. These are important questions since it is from this fine-grained detail that our daily working lives are constructed.


    I soon discovered that while, on the face of it, these are relatively simple questions, in reality the answers are not straightforward. At an early stage of this journey it began to dawn on me that you couldn’t describe your working future simply as a straight line from the past into the present, and then on to the future. Instead, I began to see the future as a set of possibilities, a number of ways forward, and the opportunity to travel on different paths. But the question remained of how best to draw these possibilities and different paths.


    My mother is a great maker of patchwork quilts. As a child, I remember her assembling fragments of material over many years – material she had used earlier, or which had been donated by friends, or which she had bought. Over the years the height of the material scraps in the patchwork box increased, and every couple of months my mother would take them out and look at them closely.


    What she was looking for was a pattern that she could discern from the pieces. She was looking for the pieces that would naturally fit together to create a pattern that made sense. Once she had decided which to keep and which to discard, she set about arranging those pieces she kept. She moved the pieces this way and that, until she decided how best to assemble them into the quilt. At this stage she made a rough layout on the floor of the bedroom, and then began the long task of making the first rough stitches to hold the pieces together. Once this had been done, and she had made any final changes to the location of the pieces, she set about the laborious task of hand-stitching them together.


    I am reminded of my mother, and her construction of the quilt from the many pieces of material, as I craft this book about the future of work. It is a book that I hope will be uplifting without being ridiculously positive and Pollyanna-ish, and illustrative without being constraining. In the crafting of this book I have followed the same path my mother took as she fashioned the patchwork quilt. I have, over the years, kept many scraps of ideas and borrowed some from friends. More recently, I have assembled a wise crowd of people from across the globe to bring their insights and ideas. Then, having gone about the process of looking for patterns, I decided what to discard and what merited keeping. I have, like my mother before me, embarked on the long period of hand-stitching the pieces together to form a patchwork of the future of work. This book is the result of that long process.


    I believe passionately that the scale of change we are going through in this decade puts into stark relief many of the assumptions we have held dear about what it takes for us to be successful. It is perilous and foolhardy to ignore these changes. It is also naive to imagine that what worked for the past will work for the future. To do so puts in jeopardy our own future and the future of those we care about. Predicting the future of work, and crafting a working life that brings happiness and value, are two of the most precious gifts you can give yourself and those you care about. Don’t leave it too late to make the decision to think and to act.

  


  
    
      Introduction

      Predicting The Future Of Work

    


    Why now?


    What we are witnessing now is a break with the past as significant as that in the late eighteenth and early nineteenth centuries when parts of the world began the long process of industrialisation. What we know as work – what we do, where we do it, how we work and when we work – has already changed fundamentally in the past when the Industrial Revolution transformed work, beginning in Britain between the late eighteenth (around 1760) and early nineteenth centuries (around 1830).1 It seems likely that the period we are moving into will see as fundamental a transformation – although of course the outcome is much less clear.


    To get an idea of the velocity of the changes that can sweep away so many assumptions, consider the period between 1760 and 1830. Within a period of less than 100 years – that’s only four generations – there occurred a fundamental and irreversible shift which changed the experiences of every worker in the UK, and was to be felt across the world as industrialisation spread first to Europe and then to North America. Before that time work – whether it be ploughing the fields, weaving of wool, blowing of glass or throwing of pottery – was an artisanal activity engaged with largely in the home, using long-held and meticulously developed craft skills. From the late eighteenth century onwards these craft skills began to be transformed as the manufacturing sector was developed and began to transcend the limits of artisanal production.


    Looking back with hindsight and a gap of over 200 years, we can learn much from the trajectory and speed of revolutions in working lives. The Industrial Revolution began gradually and relatively slowly to change working lives. The economic growth throughout this period was little more than 0.5% per person per year, and while we now think of the ‘dark satanic mills’ as being the key motif of this time, in fact textile production often constituted less than 6% of total economic output within Britain. In reality, the growth in total productivity during this apparent revolution was in fact slow by modern standards.2 This was an evolution rather than a revolution; gradual rather than progressing through breakthrough changes; and based on continual and small changes rather than a series of massive innovations. For those living through this period it would not have been seen as a time of immense change, and it is only when the broad sweep of history is viewed that the extent of change can be put into perspective.


    The core of any revolution in the way that work gets done is inevitably changes in energy. When true innovations occur in the production of goods or services, they are the result of a capacity to unearth new sources of energy or to apply existing sources in a radically more efficient way. The first Industrial Revolution, although it had an impact on working lives, was not an energy revolution. The movement that took place at this time, from farming to fabrication, was not inherently innovative; the artisan remained the primary source of productive activity. That’s reflected in the modest growth rates throughout the late eighteenth and early nineteenth centuries.


    The real revolution in the working lives of people began to occur in the mid to late nineteenth century, when British scientists, unlike their European contemporaries, began to be experimental. It was this culture of innovation, with the ideas of organisational and technological restructuring rapidly picked up by entrepreneurs and industrialists, that transformed working lives. It enabled a new class of practical scientists to emerge and to excel.


    This was the emergence of the engineering class and of a culture of innovation.3 The real shift in work came with a change in energy – the power of steam that was rapidly integrated into the embryonic factory system. This transformation came as the consequence of a new energy source in the shape of steam, with a new spirit of enterprise and innovation. It was only when engine science combined with an emerging engineering culture that a new source of energy – steam – integrated into the productive process.


    In the fifty years that followed the closing decades of the nineteenth century, a true revolution in work had occurred. The emergence of an engineering class signalled the professionalisation of practical science and the institutional pursuit of innovation. This also saw the transformation of the working lives of people across Britain and later the developed world. Work became more regimented, more specialised. The workplace and the work schedule became more compartmentalised and hierarchical.


    This was the embryonic stage of Fordism – the rise of the engineer as the organiser of economic activity, and the decline of the artisan. The layout of a factory was as important as the technology within it, embodying as it did the power structure of the organisation. In this second Industrial Revolution, engineers redesigned factories to make employees fit into the production line. By doing so workers lost their autonomy, becoming simply as interchangeable as the parts they created.


    As we look to the world of work we now inhabit, and the decades to come, what we are seeing is the potential reverse of this trend, from hierarchy and interchangeable, general skills to the reinstatement of horizontal collaboration and more specialised mastery.


    What is clear is that the current scale of transformation is as great as any witnessed in the past. Again it is powered by an energy transformation (in this case computing power); again going through periods of slower and then more rapid change; and again depending on a new set of skills and an emerging class of skilled people.4


    However, as we shall see, this time the impact of the Industrial Revolution is global rather than local, the speed ever more accelerated and the disconnect with the past likely to be as great. It is clear that our world is at the apex of an enormously creative and innovative shift that will result in profound changes to the everyday lives of people across the world.


    Patching together the future


    Faced with the magnitude of these changes, how do we both make sense of them, and indeed ensure that we and those we care about are able to do the very best they can over the coming decades? I’ve used the story of my mother’s quilt-making as a metaphor for the task that we are all faced with as we prepare for the future. As I attempt to make sense of the future for myself – in a sense to stitch together the pieces that are important to me – I cannot help but be occasionally overwhelmed with the sheer complexity of this endeavour, very much as I suspect my mother must have felt at the beginning of her craft. I wonder if indeed it is worthwhile to try and make any predictions about our working life in 2020, 2025 or beyond, as far out as 2050? However, what has spurred me on is that, the more I have learnt, the more I have come to believe that while this endeavour is indeed complex it is also incredibly worthwhile. It is worthwhile because you and I, and those whom we care about, need some sort of realistic picture of what the future might bring in order to make choices and sound decisions.


    Think about it this way: I am now 55 and could expect to live to my mid-eighties – perhaps even into my mid-nineties. My two sons are currently aged 16 and 19 and they could well live more than a century. If I work into my seventies, then that’s 2025, and if my sons do the same they will be working into 2060. Take a moment now to make the same time period calculations for yourself and others who are important to you.


    Of course, all the decisions about your working life don’t need to be made now. In the case of my children, for example, I expect they will adapt and change and morph over the next 50 years – just as I have done through my own working career. However, wouldn’t it be useful to have some picture of the future, storylines of future lives, scenarios of choice to guide and give inspiration? We need these, not only for our personal or local near-term futures, but also for remoter global futures.


    Just because my children, you and I ‘need’ realistic pictures of the future, it does not mean of course that we can have them. Predictions about future technical and social developments are notoriously unreliable – to an extent that has led some to propose that we do away altogether with prediction in our planning and preparation for the future. Yet, while the methodological problems of such forecasting are certainly very significant, I believe that doing away with prediction altogether is misguided.5


    The reason it is so important now at least to attempt to paint a realistic picture of the future is that we can no longer imagine the future simply by extrapolating from the past. I cannot imagine my future working life by drawing a direct line with the working life of my father – any more than I could expect my sons to predict their working lives from mine. I am not suggesting that everything will shift. Of course some aspects of work will remain the same; one of the challenges, in fact, is actually knowing what will remain stable. As the science fiction writer William Gibson famously remarked, ‘the future is here – just unevenly distributed’.6


    It has not always been so difficult to simply extrapolate from the past. For much of the ages of mankind, perceptions of daily lives were envisaged – with very few exceptions – as changeless in their material, technological, and economic conditions. This transformed fundamentally from the eighteenth century with the advent of the Industrial Revolution, when what was seen as hitherto untamable forces of nature could be controlled through the appliance of science and rationality.7


    The past six generations have amounted to the most rapid and profound change mankind has experienced in its 5,000 years of recorded history.8 If the world economy continues to grow at the same pace as in the last half-century, then by the time my children are the same age as me – in 2050 – the world will be seven times richer than it is today, world population could be over 9 billion, and average wealth would also increase dramatically.9


    What is important about my sons’ questions about their future work is that they are living in an age in which they face a schism with the past of the same magnitude as that previously seen in the late nineteenth century. The drivers of that change were the development of coal and steam power. This time round the change is not the result of a single force, but rather the subtle combination of five forces – the needs of a low-carbon economy, rapid advances in technology, increasing globalisation, profound changes in longevity and demography, and important societal changes that together will fundamentally transform much of what we take for granted about work.


    It is not just our day-to-day working conditions and habits that will change so dramatically. What will also change is our working consciousness, just as the industrial age changed the working consciousness of our predecessors. The Industrial Revolution brought a mass market for goods, and with it a rewiring of the human brain towards an increasing desire for consumption, and the acquisition of wealth and property. The question we face now is how the working consciousness of current and future workers will be further transformed in the age of technology and globalisation we are entering.


    What is inevitable is that, for younger people, their work will change perhaps unrecognisably – and those of us already in the workforce will be employed in ways we can hardly imagine. This new wave of change will, like those that have gone before them, build on what has been accomplished in the past, made up of a gradual process with some possibly unpredictable major waves. It is about increasing globalisation, industry and technology. But, as in the past, these changes will also bring something that is qualitatively different – new industries based around renewable energy sources, new developments of the internet, and indeed new ways to think about work.10


    The reality is that predicting the future is a matter of degree, and different aspects of the future of work can be predicted with varying degrees of reliability and precision. For example, I can predict with some accuracy that computers will become faster, materials will become stronger and medicine will cure more diseases so that we will live longer. Other aspects of the future, such as migration flows, global temperatures and government policy, are much less predictable. It’s more difficult to predict, for example, how the way we will relate to each other will change, or how our aspirations will evolve.


    If I think about my own future and that of my children, and factor in the uncertainty we face, then of course it’s a good idea to develop plans that are flexible, and to pursue ideas that are robust under a wide range of contingencies. In other words, it is wise to develop coping strategies in the face of uncertainty. However, what is also important is to strive to improve the accuracy of our beliefs about the future. This is crucial because, as I will show, there might well be traps that we are walking towards that could by avoided with foresight, or opportunities we could reach much sooner if we could see them further in advance.


    Knowing something about the future helps us to prepare for our future, it influences the advice we give others, and could have a fundamental impact on the choices that we, our family and friends, our community and our company decide to make; about the competencies we decide to develop, the communities and networks on which we focus our attention, or the companies and organisations with which we choose to be associated.


    The Future of Work Research Consortium


    The challenge is that even with my own three decades of knowledge about work I find the future of work still fiendishly difficult to predict. That’s why, by way of preparation, I created a research consortium designed to tap into ideas and knowledge from across the world. The research takes place every year – beginning in 2009 and progressing to more global and diverse groups every subsequent year.


    Each year, my research team and I begin by identifying the five forces that will most impact on the future of work (these are technology; globalisation; demography and longevity; society; and natural resources); we then go about amassing the hard facts for each of these five forces. These hard facts for each of the five forces are then presented to members of the research consortium. This consortium is perhaps one of the most fascinating experiments ever conducted between management, academics and executives. In a sense it creates a ‘wise crowd’ of people. In 2009, for example, more than 200 people participated. They were members of more than 21 companies from around the world including Absa (the South African bank), Nokia, Nomura, Tata Consulting Group (in India), Thomson Reuters and the Singapore Government’s Ministry of Manpower, together with two not-for-profit organisations, Save the Children and World Vision. In 2010 the number of participating companies had risen to 45, with over 15 from Asia including SingTel in Singapore and Wipro, Infosys and Mahindra & Mahindra from India, and Cisco and Manpower from the USA.


    The research began in earnest in November 2009, at the London Business School. At this point we presented the hard facts of the five forces and asked executives to construct storylines of a day-in-the-life of people working in 2025 on the basis of what they had heard. We then went on to repeat this exercise with many more people in Singapore and India. The storylines that began to emerge became the blueprints for the stories I will tell later in the book. These are important because, while they are works of fiction, it is through these descriptions of possible everyday life that we are able to imagine the interplay between different ideas and knowledge. These storylines of a day-in-the-life in 2025 are not, of course, forecasts. What they portray are ways of seeing the future, and of assembling different versions of the future. They are crucial because in them we can begin to see just how much the future is full of possibilities.


    Once the research team and consortium members had developed the storylines, they took the initial conversations about the hard facts and storylines back to their own companies. Over the following months they brought back the thoughts from their wider community, and from more than 30 countries. At this point we were able to work together virtually in an elaborate shared portal, and also to discuss the emerging ideas in monthly virtual web-based seminars. We followed this up later with a series of workshops in Europe and Asia. At the same time I tested out some of my initial thoughts through a weekly blog, http:// www.lyndagrattonfutureofwork. It is these ideas, insights and anxieties that became stitched into the storyline narratives and brought depth to the conversation. They are also the basis of the personal reflections that you will come across in the debate that follows.


    The paths to the future


    As we looked more closely at the future, what became increasingly clear was that in fact there is not one but many possible paths to the future. It is certainly possible for each one of us to construct a path into the future that simply accentuates the negatives of the five forces. This becomes a future of isolation, fragmentation, exclusion and narcissism. This is the Default Future in which the five forces have outpaced the possibilities of taking any action. In these storylines we see people who may have been very successful in one aspect of their life, but who have failed to take positive action around an important issue or have only taken actions that are straightforward and seemed easy to take. In the Default Future no one is prepared to work together to take cohesive action or to change the status quo. In this future, dealing with the current problems takes place without consistency or cohesion, and events outpace actions.


    There is also a future where the positive aspects of the five forces are harnessed to create a more crafted outcome. These are career and life stories in which collaboration plays a key role, where choice and wisdom are exercised, and actions create a more balanced way of working. In these stories of a Crafted Future people are experimenting with ways of working, learning fast from each other, and rapidly adopting good ideas. These are storylines where the forces that transform work could result in the possibility – the promise, even – of a better future. It is the future that can emerge when people actively make decisions and wise choices, and are able to face up to the consequences of these choices. It is a future in which people can work more harmoniously with others, where they can become more valued and masterful, and where the different parts of a working life can be integrated in a more authentic way.


    The storylines within the two paths capture possibilities; they are a way for us to explore the future, and indeed construct our own future. A word of warning: these stories are not in any sense mechanical forecasts of what will be. Instead they are based on the recognition that each one of us holds beliefs and makes choices that can lead down different paths; they reveal different possible futures that are both plausible and challenging.


    Taking the right path: the shifts


    Each one of us would want to choose the Crafted Future rather than succumb to the Default Future. But how do we ensure we are on the right path? The journey that I went through, and the journey I am inviting you to take, will make you question your mental map of the future, just as it has for me. You and I already have a mental map of the future – that’s what has been driving the decisions we have already taken, and the choices we have already made. The question is: is this the right mental map, and are you on the right path?


    In understanding what is the right path, it is crucial to have as much information and knowledge as possible about how the future will emerge. My research team and I have understood this deeply and will present it to you as the stories unfold. It seems to me that the storylines, hard facts and scenarios demand that we re-examine our assumptions, and ask three key questions:


    
      * What are the potential milestones or events that could particularly affect me and those around me?


      * What are the most significant factors that will influence my working life, and how could these play out?


      * Therefore, what should I be doing over the coming five years to ensure I am on the right path to creating a future-proofed career, particularly in view of the turbulent times ahead?

    


    My aim in this book is clear. It is written to support you as you develop your own point of view about the future – and your own path to creating a future-proofed working life. To do this you will have to understand the hard facts with as much depth as possible; to play through the possible scenarios and storylines to understand what they mean to you; while at the same time really being aware of the aspects of your specific context that will shape the choices you have. Only then can you look hard at your mental models and assumptions of the future and construct a path that will ensure your working life is robust, purposeful and valuable.


    So, in creating a future-proofed working life, what are the assumptions that will need to be questioned, and what are the implications for how we live our future working lives? I am predicting that there are three shifts in assumptions which each one of us will have to make in order to craft a meaningful and valuable working life over the coming two decades.


    First, our assumptions that general skills will be valuable has to be questioned. It seems clear to me that in a joined-up world where potentially 5 billion people have access to the worldwide Cloud, the age of the generalist is over. Instead, my prediction for the future is that you will need what I call ‘serial mastery’ to add real value. That has got crucial implications for understanding what will be valuable skills and competencies in the future, for developing deep mastery in these areas, and yet being able to move into other areas of mastery through sliding and morphing. It also has implications for an increasingly invisible world, where self-marketing and creating credentials will be key.


    Second, our assumptions about the role of individualism and competitiveness as a foundation for creating great working lives and careers have to be questioned. In a world that could become increasingly fragmented and isolated, I believe that connectivity, collaboration and networks will be central. These networks could be the group that support you in complex tasks; it could be the crowd of diverse people who are able to be the basis of ideas and inspiration; it could even be the intimate, warm and loving relationships that will be at the heart of your capacity to regenerate and remain balanced. What is crucial here is that – in a world that becomes more and more virtual – strong, diverse, emotional relationships cannot be taken for granted, they have to be shaped and crafted.


    Finally, as I consider the five forces that will shape our working lives over the coming two decades, and see how the storylines could play out, I am struck by the need to think hard about the type of working life to which we aspire. Do we follow the old assumptions of continuously going head first for consumption and quantity? Or is it now time to think hard about trade-offs and to focus more on the production and quality of our experiences and the balance of our lives, rather than simply the voraciousness of our consumption?


    It is possible for each one of us to construct a very clear view of the challenges we face, and many of the trade-offs we will have to consider. Of course, our own future, and indeed the future of those we care about, is essentially unknowable. But that does not mean that we leave it to chance. I am convinced that we can prepare for the future in a way that increases the possibilities of success. We can do this by really understanding the five forces that will change our world. We can prepare by constructing storylines of possible futures that we can use as a basis for making choices and understanding consequences. Finally, we can prepare for the future by acknowledging that some of our most dearly held assumptions are misplaced and that we will be required to make some fundamental shifts in how we think and act our way into our future working lives. By doing this we are ensuring we are better equipped to construct a working life that excites us, brings us pleasure and creates worth for others and ourselves.

  


  
    PART I


    The Forces That Will Shape

    Your Future

  


  
    
      Chapter 1

      The Five Forces

    


    If you want to understand the future, you need to start with the five forces that will shape your world over the coming decades. What’s more, you need to understand these five forces in some detail, since it is often in the details that the really interesting stuff can be found. For me it has been an incredibly exciting journey to collect from around the world the 32 pieces about the forces. I cannot remember being so excited about getting up in the morning and researching and writing. I have been fascinated, surprised and intrigued by what I have found. I had no idea that in 2010 China was building 45 airports; or that the centre of innovation of handheld money devices is Kenya; or that by 2025 more than 5 billion people will be connected with each other through handheld devices. These are the hard facts that I will share with you in order to create a deeper and more accurate view of the way your working life will change. They are also the hard facts that will aid you as you begin to decide how you will construct your future working life, and indeed the advice you will give to others. In finding and putting these 32 pieces together, I have been influenced by the need to be global rather than local; historical rather than simply of the moment; and broad rather than narrow.


    Taking a global focus


    One of the challenges about understanding the future is that much of the contemporary research and books about technology, oil or globalisation tends to take a single-region focus – typically either the USA or Europe. This makes sense as the boundaries are well understood and so the context is agreed up front.


    However, this local focus does not suit my purpose for this book. In the past, I have been delighted that people across the world have read my books, and my hope is that this book will resonate with people across the world. So it’s really important to me that wherever you are reading this book you have some sense of inclusion. But it is not just you as a reader that creates the need for a global viewpoint. Perhaps more than at any time in the history of mankind, the story of the future is a ‘joined-up’ story that can only be told from a global perspective. For example, it is impossible to imagine future carbon usage and the impact it could have on work patterns without knowing something about China’s likely industrial development. It is impossible to understand potential future consumption patterns without knowing something about the savings preferences of the average US worker.


    So, for both these reasons, my mission is to create a global perspective. However, I am acutely aware that as I have developed the 32 pieces that follow there are many missing regions. The challenge is that if I wrote a sentence or two for every region, then what follows would become more like an encyclopaedia and lose the flow I believe to be crucial to a story that’s worth reading. So, generally I have assumed a global vantage point, and focused on specific regions when I believe something particularly interesting is happening there.


    Looking back to a historical focus


    It is slightly odd in a book about the future to be often casting a glimpse back to the past. Of course there are books that are resolutely future focused. However, I believe that if we want to increase our ability to understand the future of work we also have to glimpse back to the past. Taking a historical perspective can be useful in both creating a sense of momentum and velocity, and also providing a view of historical precedence. This is important for, as we have seen, there are clues to the future of work in both the first Industrial Revolution of the 1870s and indeed in the changes in production that occurred around the 1930s. It also seems to me that knowing a little about the past can serve to bring deeper insight into the future. This is particularly the case when we come to think about societal trends, including family structures and consumerism.


    Understanding the broad context


    Over the following 32 pieces you will see that I range far from the confined space of work itself. We will take a look at how we have lived and might live in the future, our family structures, our modes of consumption, oil prices and institutional trust. I have chosen to take this broad brush because it is clear to me that work cannot be seen without acknowledging the broader context. Work takes place in the context of families, expectations and hopes; it takes place within the context of the community and in the context of economic and political structures.


    As I put these pieces together I am reminded again of my mother’s quilt-making. Over the years she collected scraps of material from many sources and then one day would sit down and work out a pattern from the pieces. I have to admit that one of the reasons the earlier metaphor of my mother’s fabrics and the quilts appeals to me so much is that, although I am not a maker of quilts, I am a collector of fabrics. Almost any trip I go on, I come back with tiny snippets of embroidery from Seoul or swathes of silk from Mumbai, or woven grasses from Tanzania. I even have a small woven Aboriginal basket made from pine needles. I’ve always patched together information in the same way. I like to travel and talk to people, and every year I make a point of visiting Asia, Africa and America.


    Being a business professor is a huge advantage in this endeavour since I’m not trying to sell my ideas as I might in consulting, and I am not hiding my views as I might if I was an executive in a multinational company. I find that people tend to talk with me openly, sharing their hopes and confiding their fears. And, of course, perhaps the biggest advantage in being a professor is that I have the luxury that few have of extended periods of time to think and write. This has been crucial because, as you will discover, while this is an incredibly exciting journey, it is also very complex and it is only with time and reflection that I have been able to take a perspective and view of these pieces.


    To help you find you own way through this maze of information, I have assembled the pieces of hard facts about the future under five broad headings: Technology; Globalisation; Demography and Longevity; Society; and Energy Resources. The truth is that these are rather superficial ways of categorising and the reality is that they can be re-sorted in many other ways. But it strikes me that this is a good place to start.


    I have then created for each of these broad areas about five to eight smaller pieces. Each of these pieces has some kind of internal consistency and tells a story on its own: a story, for example, about how the West is ageing, or how the developing countries are becoming powerhouses of innovation, or how the population of the world is moving from the countryside to the city. I’ve chosen each of these pieces because I believe they could be important to your future, your children’s future or the future of your community. It is up to you to decide what to do with the 32 pieces as you craft your personal point of view about the future.


    So, let’s take a closer look at the five broad forces that will shape the future of work, and the more detailed pieces that create a deeper understanding.


    The force of technology


    Technology has always played a key role in framing work and what happens in working lives. When we fast-forward to our working lives in 2025 and even out to 2050, we can only do so by knowing something about how technologies will develop in the near term – and by taking a guess at the possibilities for the long term.


    Technology has been one of the main drivers of the long-term economic growth of countries; it has influenced the size of the world population, the life expectancy of the population and the education possibilities. Technological changes will continue to transform the everyday nature of our work and the way we communicate. Technology will also influence working lives in other deeper and more indirect ways – the way people engage with each other, their expectations of their colleagues, and even their views on morality and human nature. You don’t have to be an out-and-out supporter of technological determinism to recognise that technological capability – through its complex interactions with people, institutions, cultures and environment – is a key determinant of the ground rules within which the games of human civilisation get played out.1


    That’s not to say, of course, that the experiences of technology of those living in 2025 will be similar across the world. There have been, and no doubt will continue to be, large variations and fluctuations in the deployment of technology. That’s because technological developments do not happen in isolation but instead are dependent on context – be that cultural, economic or the values of people. What’s more, the deployment of any particular aspect of technology is not inevitable and will not necessarily follow a particular growth pattern. It could be that some technological developments will create revolutions in work while others will be a slower and steadier trickle of invention. It may be that in the future, as there has been in the past, there will be important inflexion points at which technologies divide and history will take either path with quite different results.


    The Cloud, the technology net that creates the means by which people across the world can access resources, is a case in point. Technologically it will be feasible within the next decade for anyone with access to the Cloud around the world to access the World Wide Web and all the enormous information held in it. However, it could be that in certain countries and regions and at certain times, issues about security and access will severely limit the deployment of the Cloud. However, in spite of these likely variations in deployment, the impact of different growth patterns across the world, and contextual variations, what is clear is that technological developments will continue on a broad front.


    For those of us on a journey to understand the future, the question is what might we expect this broad front to be – and how will it impact on day-to-day working lives in 2025 and beyond? Here are the ten pieces about technology that we will see played out in the storylines that follow.


    
      1. Technological capability increases exponentially: one of the key drivers of technological development has been the rapid and continuous fall in the cost of computing. We can expect this to continue and it will make increasingly complex technology available in relatively inexpensive handheld devices.


      2. Five billion become connected: this capability will be combined with billions of people across the world becoming connected. This will take place in both the megacities of the world and rural areas. The extent of this connectivity will create the possibility of a ‘global consciousness’ that has never before been seen.


      3. The Cloud becomes ubiquitous: rapidly developing technology will create a global infrastructure upon which are available services, applications and resources. This will allow anyone with a computer or handheld device to ‘rent’ these on a minute-by-minute basis. This has enormous potential to bring sophisticated technology to every corner of the world.


      4. Continuous productivity gains: technology has boosted productivity from the mid-1990s onwards, and we can expect these productivity gains to continue with the possibility of advanced communications at near-zero cost. Interestingly, in this second wave of productivity the emphasis will be less on technology and more on organisational assets such as culture, cooperation and teamwork.


      5. Social participation increases: a crucial question for understanding the future of work is predicting what people will actually do with this unprecedented level of connectivity, content and productive possibilities. Over the next two decades we can expect the knowledge of the world to be digitalised, with an exponential rise in user-generated content, ‘wise crowd’ applications and open innovation applications.


      6. The world’s knowledge becomes digitalised: there is a huge push from educational institutions, public companies and governments to make available the knowledge of the world in digital form. We can expect that this will have a profound impact, particularly on those who do not have access to formal educational institutions.


      7. Mega-companies and micro-entrepreneurs emerge: these technological advances will lead to an increasingly complex working and business environment – with the emergence of mega-companies that span the globe. At the same time, millions of smaller groups of micro-entrepreneurs and partnerships will together create value in the many industrial ecosystems that will emerge.


      8. Ever-present avatars and virtual worlds: increasingly work will be performed virtually as workers hook up with each other across the world. Their virtual representatives – avatars – will become central to the way virtual working occurs.


      9. The rise of cognitive assistants: at the same time, bundling and priority mechanisms, such as cognitive assistants, will act as a buffer between ever-increasing content and the needs of workers to arrange their knowledge and tasks. 10. Technology replaces jobs: much of the productivity in the coming decades will come as robots play a crucial part in the world of work, from manufacturing to caring for an increasingly ageing population.

    


    These are the ten pieces of the technology force that will shape the world you will live and work in. As we shall see in the stories that follow, technological developments will not only be at the heart of the Default Future’s dark side of fragmentation and isolation but will also be a part of a Crafted Future where co-creation and social participation are the norm. Before we move on, take a moment to ask yourself which are the most important pieces for you, which you can discard, and also to consider those technological aspects that have not been considered, but which you believe you need to know more about.


    The force of globalisation


    The workplace that dominated most of the twentieth century allowed producers and sellers a fairly relaxed existence. Thinking back to my first real job – as a psychologist for British Airways – much of the world was broken into relatively stable markets. BA had a near monopoly on the UK travelling passenger, and if the company did not make its predicted revenue the UK Government, as the owner of the airline, was there to bail it out. I recall getting into the office at 9.00, taking a one-hour break in the staff canteen on the other side of the airport, and then leaving my desk at 5.30 for a leisurely trip home. No work was expected at the weekend, the holidays were good, and of course I had the pleasure of deeply discounted travel perks – oh, and did I tell you about the BA pension scheme?


    Economies of scale and stable markets (often supported by monopolies, oligopolies and regulations) protected large companies like BA from competition. If you worked for a smaller company, then you only competed with other local services and industries. The focus of these companies was on the production of goods and services at a reasonable price and in a form that consumers would not reject out of hand. Research and development departments did exist, but they tended to change around the margin, and costs could be planned for, thanks to unions negotiating wage rates for entire industries.2


    That’s not to say, of course, that national economic activity took place in complete isolation. There has always been economic integration and trade within and between nations. We may have assumed that globalisation is a recent phenomenon because we tend to take a local view of history. In fact, for thousands of years there have been complex networks of trade across regions.3 Putting a precise date on the origin of these global linkages is difficult, since it depends on factors such as human migration, improved transport links and ever more substantial trade. Whatever the answer, the important point is that the forces that transcend the local have been operating for a very long time.


    However, globalisation, as distinct from global history, emerged in the wake of the Second World War, following the agreements reached in the Bretton Woods Conference in 1944 that led to the establishment of truly international trade institutions.4 Before 1944, trade was constrained by the sheer cost of moving goods around the world, the difficulty of sharing information across countries, and defensive governmental protectionism. After 1944, moving goods around the world became increasingly cost effective; developing technologies enabled information to be rapidly shared across much of the world, and government barriers to trade began to dissolve. As the goods and services available began to globalise, so consumers transformed the way they thought about meeting their needs. Rather than simply buying from the local supplier, people in many countries began to have a real choice. The result of this era of trade liberalisation was that the world volume of trade in the manufacturing sector rose 60-fold between 1950 and 2010.5


    As we take a closer look at how the forces of globalisation will impact on work in the coming decades, I have selected eight pieces about globalisation that I believe to be crucial and which will become part of the future storylines.


    
      1. 24/7 and the global world: since the 1940s, the combination of political will and motivation and technological innovation has created the means to join up the world and, in so doing, has pushed ever greater globalisation.


      2. The emerging economies: probably the biggest globalisation story since 1990 has been the emergence onto the world’s manufacturing and trading stage of emerging markets from China and India in Asia, to Brazil in South America. With large domestic markets and increasing determination to export goods and services, these emerging markets have rewritten the rules of global trade.


      3. China and India’s decades of growth: since the Cultural Revolution in China, and the liberalisation of markets in India, both countries have experienced massive growth – fuelled by a joint domestic market of over 2 billion consumers, and the capacity to be the ‘back office’ and ‘factory’ of the world. As we shall see, as the goods and services created by workers in these countries move up the value chain, so too the global aspirations of local companies increase.


      4. Frugal innovation: once seen primarily as the manufacturer of the West’s innovations, the developing markets are increasingly leading the world in low-cost and frugal innovations that are now being exported to the developed markets of the West. This will have a profound impact on the globalisation of innovation over the coming decades.


      5. The global educational powerhouses: it’s a numbers game. With a joint population of 2.6 billion in 2010, predicted to rise to 2.8 billion in 2020 and 3 billion in 2050, India and China are rapidly becoming key to the talent pools of the world. Added to that, a propensity to study the ‘hard’ scientific subjects, and investment by local companies in talent development, will ensure that increasingly companies will look to India and China for their engineers and scientists.


      6. The world becomes urban: from 2008, the proportion of the world’s population living in urban centres outweighed those in rural centres, and the trend will continue. At the same time, innovative ‘clusters’ around the world are attracting a disproportionate number of the most talented and educated people. The mega-cities of the world, often ringed by gigantic slums, will become home to an ever-greater proportion of the population.


      7. Continued bubbles and crashes: booms and busts have been features of economic life for centuries, and we can expect them to continue to rock the world in the coming decades. This is combined with a need for the populations of many developed countries to rein in their spending, and to substantially increase their savings.


      8. The regional underclass emerge: we can expect that in an increasingly connected and globalising world the underclass, while still located in specific regions (such as sub-Saharan Africa), will also extend across the developed and developing worlds. This global underclass will be marked by their inability either to join the global market for skills or to have the skills and aspirations to become one of the army of service people who care for the needs of the growing ageing urban populations.

    


    From the 1950s onwards globalisation has been one of the driving forces in the shaping of how we work. As we can see from these pieces, this is only likely to increase, bringing with it both positive aspects in terms of an ever-increasingly global marketplace for talent and work, and also a darker aspect of continuously growing competition and fragmentation.


    The force of demography and longevity


    This, above all other forces, was the topic that most fascinated the members of the research consortium. We quickly understood that technology is changing everything and will continue to do so, and that natural resources are depleted and carbon footprints must be reduced. However, it was demography and longevity that really captured the attention of many of those in the Future of Work Consortium. I guess the simple reason is that the force of demography and longevity, more than any other forces, is intimately about us, our friends and our children. It’s about who is having babies, and how long these babies are going to live. It’s about how many people are working, and for how long. It’s about the four generations and how they are going to love and possibly hate each other. Demography and work are intertwined – and understanding the hard facts of demography is crucial to crafting a reasoned view of the future of work. There are three key aspects of demography that will influence work in the coming years – generational cohorts, birth rates and longevity.


    Generational cohorts are people born at roughly the same time, who as a consequence tend to have rather similar attitudes and expectations. They are often brought up with the same child-rearing practices and have similar experiences as teenagers and young adults. This is a particularly sensitive period for acquiring a moral and political orientation. These shared experiences produce what has been termed ‘generational markers’. These are important since they provide clues about how these generations will behave as they move into positions of decision-making at work and have increasing access to resources.


    By 2010 there were four distinct generations in the workforce – the Traditionalists (born around 1928 to 1945), the Baby Boomers (born around 1945 to 1964); the Generation X (born around 1965 to 1979) and Gen Y (born around 1980 to 1995). Coming up are Gen Z (born after 1995). The Traditionalists had their main impact on organisational life between 1960 and 1980. By 2010 they were already over 65, making up between 5% and 10% of the workforce. Between 2010 and 2025 the majority of this generation will have left the workforce. However, we can expect some part of their legacy to live on in organisational life since this generation were the initial architects of many organisational practices and processes which subsequently survived for decades.


    In many ways, the coming decades will be defined by the actions of the largest demographic group the world has ever seen – the Baby Boomers. This period saw around 77 million babies born in the USA, while the birth rates of many European countries reached as high as 20 per thousand, nearly five times the rate in 2010. In 2010 they were in their 50s and 60s and by 2025 most will have left the workforce, taking with them a huge store of tactical knowledge and knowhow; and also, if some commentators are to be believed, much of the wealth of the next generations. More importantly, as this huge bulge leaves the workforce, the post-1960s reduction in birth rates across the developed and much of the developing world will see significantly fewer people taking their place. This has huge implications for the retention of knowledge in companies and the challenge of severe skill shortages.


    The following generation – Generation X – is the generation that in 2010 are in their mid-40s and will be in their mid-60s by 2025 – so in 2010 they were entering the height of their earning power, beginning to see their children growing up. This is a generation that grew up in a time of economic uncertainty, the Vietnam War, the fall of the Berlin Wall, the 1973 oil crisis, the dotcom bubble, the Iran hostage crisis, all of which reduced their expectation of a long-term relationship between employee and employer.6 They also increasingly witnessed their parents divorcing. In 1950, 26% of US marriages ended in divorce; by 1980 this had climbed to 48%.7 They were there when computers came into the home, when video games began to be played and the nascent internet began to connect them.8 While the Baby Boomers believed the world to be a place of future positive growth, this was not the case for Gen X. In real terms, Gen X US men in 2004 made 12% less than their fathers at the same age in 1974.9 This was on top of significant personal investments in education, joining a workforce behind a generation of Baby Boomers, and competing in a weak global economy.


    By 2025 the Gen Y’ers (born around 1980 to 1995) will be aged between 30 and 45 and at a crucial stage of their working lives. This was the first generation to have grown up alongside the bulky embryonic forms of personal computers, the internet, social media and digital technologies. Many Gen Y’ers closely followed the rapid technological evolution of their time and now have an intimate knowledge of, and perhaps even admiration for, the devices and platforms they use. Their social habits and behaviours shifted as they increasingly used text, email, Face-book and Twitter to communicate. They talked to their friends online, and played with strangers in MMORPGs like World of Warcraft and Second Life.


    Gen Z by 2005 had reached their first decade, and by 2025 will be around 35. From 2020 onwards they will be taking an increasing role in the business life of companies across the world. Called by some the Re-Generations and by others the Internet Generation, this group is often defined by their connectivity.10 Although we cannot be sure how they will develop as a generational cohort, we know something of their early experiences. Generation Z will be the first generation to grow up surrounded by the trends we have discussed, and the challenges and opportunities that we have talked about will weigh heavily on their minds, helping to form who they are and what they do.


    At the same time, with regard to birth rates, there are complex demographic patterns emerging across the world. The developed world is ageing fast and hardly reproducing itself. That’s why by 2050 one in three people across the developed world will be drawing a pension. This has huge implications in many respects, particularly where a country decides to spend its money. In the USA, for example, the Congressional Budget Office predicts that spending on entitlements will grow from 10% of GDP in 2010 to 16% in 2035.


    The soon-to-be-retiring Baby Boomers are primarily a phenomena of post-World War birth rates. Since that time, birth rates in much of the developed world have been in decline, caused by a combination of increasing female education, personal choice and enhanced child medical provision. In China the ‘one child per family’ government regulation introduced in 1979 has drastically curtailed the growth of the population, from an average of 5.8 children per family to 1.7. However, lowering birth rates is not a worldwide phenomenon, and we can expect to see birth rates remaining high in many of the developing regions of the world such as sub-Saharan Africa and rural India. Clearly difference in birth rates will impact on the availability of labour and skills and also on the labour migration routes we can expect to see forming over the coming decades.


    In Europe the working population is rapidly ageing due to low birth rates, longer life expectancies and in many countries low immigration. By 2050 it is estimated that the median age of Europeans will rise to 52.3 years from 37.7.11 In some European countries this challenge is particularly pressing. In Italy, for example, 25% of Italian women are childless with another 25% having only one child.12 Estimates indicate that Italy will either need to raise
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