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FIGURE 1.1 The Five Trends Shaping the Future of Work
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FIGURE 1.2 Shaping Work: Past and Future

down to managers who then passed them down to employees. This
includes everything from how employees should dress, what time they
should come into work, when they should get reviewed, who reports to
who, and anything else you can think of. However this trend of guiding
how work should be done is being completely reversed. Employees are
bringing new approaches, attitudes, expectations, and ways of working
into organizations. Managers must adapt to this new way of working
by changing the way they lead, which then forces the organization as a
whole to adapt to employees and managers. This shift can be seen in
Figure 1.2.

The rest of this book talks about how employees are shaping the way
work will get done and how managers and the organizations must adapt
to the future of work.
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FIGURE 2.1 Employee Engagement Divide

of disengagement. This happens because employee expectations, needs,
and wants are not met. As a result they become employees who just
show up for a paycheck and don’t really connect with the company they
work with. To create an engaged workplace, organizations must adapt to
the future of work.

THE FABULOUS FIVE

For the first time in the history of business we have five generations
of employees who are working side-by-side, as seen in Figure 2.2.
These are:

1. Traditionalists—Born before 1946
2. Boomers—Born between 1946 and 1964
3. Gen X—Born between 1965 and 1976
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FIGURE 2.2 The Five-Generation Workplace
Source: Bureau of Labor Statistics Employment Projections.

4. Millennials—Born between 1977 and 1997
5. Generation Z—Born after 1997

Over the next few years the millennials and Generation Z (or
Generation 2020) will become the vast majority of the workforce; in fact,
by the year 2020 millennials are projected to be around 75 percent of
the workforce. Here’s a breakdown with data from the Bureau of Labor
Statistics.

As can be expected, while the millennial and the Gen2020 generation
increases in size the Gen Xers, baby boomers, and traditionalist workforce
shrinks. However, this isn’t just a change in demographics, along with
this is also going to come a sweeping set of changes in how employees
work, how managers lead, and how companies are structured and run;
hence, the point of this book.
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FIGURE 3.1 Seven Principles of the Future Employee

Has a flexible work environment/connects to work.
Prime trends impacting flexible work: Behaviors shaped by

social media technologies, globalization, technology, mobility,
millennial workforce.
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FIGURE 3.2 Returns to Education Compared to Other
Investments
Note and sources: Sample is civilian, natural-born U.S. citizen population. Earnings data come
from the Current Population Survey (2010–2012) and tuition data come from NCES (2012).
An individual with some college was assumed to have stayed in college for 1.83 years, the average
duration of postsecondary schooling of individuals reporting “some college.” Data for returns to
other assests come from Robert Shiller, the National Mining Association, and the Federal Reserve
Bank of St. Louis and reflect real returns between 1928 and 2012.

Of course, the high rate of return associated with attending a few
years of college does not imply that dropping out of college is a
better option compared to completing a bachelor’s or associate’s
degree. Graduates with a bachelor’s degree annually make about
$32,000 more than individuals with only some college. Instead,
what this analysis suggests is that the downside risk of trying for
a college degree but not making it all the way to a degree is not
that bad, and could still be worth the investment of time and
tuition.
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FIGURE 3.3 The Evolution of the Employee
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FIGURE 6.1 Ten Principles of the Future Manager

MUST BE A LEADER

If someone were to ask you, “Do we need more managers or more
leaders?” what would you tell them? Most people would immediately
say, “Of course, we need more leaders!” It’s easy to see why most people
would say this.

Typically managers are focused on enforcing control. They organize,
oversee, supervise, delegate, and make sure things get done the right
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in the United States. Teams from various universities entered the
competition; the first team to correctly find all 10 balloons won $40,000.
How long do you think it would take to do something like this? Consider
how this would have even been possible at all 10 years ago. MIT won
the contest in just around nine hours. DARPA was prepared to keep
the challenge open for around a week and were quite surprised by the
result. So how did MIT find these balloons? In short, through collective
intelligence. They relied on social media along with an incentive program
they created. See Figure 6.2.

We can see from Figure 6.2 how the size of an engaged network
dramatically increases the value that the network can provide and the
complexity of the problems that can be solved. Now imagine something
like this within your organization. Think of the problems your organi-
zation can solve, the opportunities it can collectively identify, and the
products that people can come up with.

E
A

S
Y

H
A

R
D

DIFFICULTY
OF PROBLEM
WHICH CAN
BE SOLVED

NETWORK SIZE

Problem Solving and Network Size

FIGURE 6.2 Problem Solving and Network Size
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We actually use collective intelligence all the time in our personal
lives. Think of a question you may have put out on Twitter, or a problem
you were looking to solve by polling your Facebook friends.

The reason why collective intelligence is powerful is because of our
ability to create weak ties, as seen in Figure 6.3.

Weak ties allow us to get access to people and information that we
would otherwise not have access to. Chances are the people in our direct
network (strong ties) have access to the same people and information
that we do, so they can’t always be as helpful. A weak tie acts as a
bridge, which means new ideas, new information, new solutions, and
new knowledge and expertise. Managers traditionally relied on decision
making from their direct network (their strong ties), whereas the weak
ties become extremely important in the future of work.

Collective intelligence can be used for anything ranging from ideas
to cutting costs, the identification of new opportunities or marketing,

The Strength of Weak Ties

CONNECTIONS THROUGH WEAK TIES

CONNECTIONS THROUGH STRONG TIES

FIGURE 6.3 The Strength of Weak Ties
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FIGURE 6.4 Evolution of the Manager

some of the most crucial characteristics that I have found, but they are
by no means the only ones. How the future manager adapts and changes
is going to be different for every organization and every manager but the
point is that change needs to happen.

It’s not hard to see why the current ideas and approaches to
management need to change. They are completely out of sync with the
way the future employee is going to work. Thankfully many organizations
around the world are recognizing this and are taking steps to help close
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Organizations are encouraged to experiment and try new approaches
when it comes to management, the findings might be surprising, and
there’s really only one way to tell if this approach is indeed right for your
organization. It’s hard to claim that managerless organizations are the way
of the future because the reality is that for most companies in the world
that just isn’t true. It’s tough to imagine going into an organization with
tens of thousands or hundreds of thousands of employees and making
this change. Although managerless organizations might not become the
majority, organizations that believe in a new way of “managing” will
become the majority.

To help give you a comparison of how a traditional company and a
managerless company handle and deal with various issues you can look at
Figure 7.1. There are clear and distinct differences between everything
from how employees are hired or fired to how issues or conflicts within
the organization are addressed and resolved.

FIGURE 7.1 The Managerless Company
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The average life expectancy of an organization on the S&P 500
used to be 75 years. Today that number has plummeted to just around
15 years and appears to keep shrinking. In fact, according to Clayton
Christensen’s research firm Innosight, by 2027, 75 percent of the S&P
500 are going to be replaced.

Figure 8.1 paints a visual picture of what is happening.
Note that the number of publicly traded companies overall (as mea-

sured by the Wilshire 5000 Index) decreased from 5,672 companies in
2002 to 3,687 companies in 2012. This includes companies that were
acquired, delisted, merged, have gone private, or have gone bust. Mean-
while the number of IPOs over the past four years has averaged at
just 118.

This isn’t about advocating jumping ship and joining a small
three-person start-up, though. It’s simply to point out that the notion of
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FIGURE 8.1 Average Company Lifespan on S&P 500 Index
(in Years)
Source: Innosight.
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FIGURE 9.1 Fourteen Principles of the Future Organization

It’s hard to imagine today’s companies continuing to operate the way
they are. They are spreading out all over the world and now that we
can get our jobs done simply by connecting to the Internet we can have
offices anywhere. It’s not uncommon for some organizations to have one
or two employees working from home in remote parts of the world just so
that they can say they have an office in that location. Although companies
are spreading out all over the world they are leveraging technology to
stay connected and collaborative. There are many benefits to having a
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FIGURE 9.2 Hierarchical Organizations

Flatter

The structure in Figure 9.3 is similar to a traditional hierarchy but
it’s much flatter. How flat it can get depends on what the organi-
zation is comfortable with. However, as mentioned earlier creating a
flatter organization isn’t just about minimizing the chains of command.
Flatter companies come about when employees don’t need to follow a
particular order of communication, decision making, collaboration, and
rules, thus minimizing the layers and the barriers between employees
at the “bottom” and those at the “top.” As you can see in Figure 9.3,
communication, connection, and collaboration are open across the whole
company. This is the most common approach that many organizations
are taking. They are trying to facilitate this by introducing collaboration
technologies, which enable this type of open communication, collabora-
tion, and transparency across the company. The reason this approach is
the most popular is because it requires the least amount of disruption
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FIGURE 9.3 Flatter Organizations

to the organization. If your organization is looking for a practical and
straightforward approach to the future of work then this might be the
best alternative.

Flat

Flat organizations (Figure 9.4) are the “valves” of the world, which
are completely flat and managerless. As mentioned earlier, informal
hierarchies often get created, but from the perspective of an organiza-
tional chart there is no power flow, nobody sets the rules and passes
them downstream, communication is open, and everyone is on the same
footing (ideally). This structure is typically seen in technology compa-
nies, start-ups, and some mid-size companies. Employees usually decide
the direction of the company and the projects they work on. It’s rare
to find any large organizations that are completely flat. This approach is
relatively popular among smaller organizations or newer ones that are
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FIGURE 9.4 Flat Organizations

starting off this way. It’s hard to imagine any large organization being
able to deploy a flat structure. This structure makes the most sense for
smaller and newer organizations.

Flatarchies

Flatarchies (Figure 9.5) are organizations that aren’t quite flat nor are
they hierarchical. They are actually a combination of both types of
structures. In other words, an organization can be relatively flat yet can
create an ad hoc hierarchy to work on a project or function and then
disband. Similarly the organization can have a loose hierarchy that can
flatten out when it is required and then return to a loose hierarchy.
It’s an adaptable model for organizations, which makes it conducive to
the freelancer economy. This approach may be the most adaptable but
it does require more disruption within the organization to take place.
This approach is more relevant to medium- and large-size organizations
that are seeking to blend both a solid and loose structure.
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FIGURE 9.5 Flatarchies

Holacratic

This is the approach (Figure 9.6) that organizations such as Zappos and
Medium are taking. In fact, Zappos with around 1,500 employees is thus
far the largest organization to become holacratic. This approach is based
on a circular hierarchy with a strict set of principles for how it should be
run and how meetings should be conducted and tensions “processed.”
Each circle is comprised of several people without any job titles who may
have several roles. Circles above others are responsible for setting direc-
tion, priorities, and guidance and the circles below are responsible for
executing them in an open and democratic way. Holacracy is more com-
mon among smaller and some medium-size organizations. At the time
of this writing there aren’t any larger organizations implementing this
approach as it also requires a lot of disruption to the organization to
take place.

There is no perfect structure and no perfect approach, and your
organization might have other types of structures that it develops.
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FIGURE 9.6 Holacratic Organizations

Decentralized Decision Making
Often people who see how the world is changing, new opportunities
that are emerging, and what needs to be done to adapt, aren’t sitting
at the top of the organization; yet the ones at the top are the only ones
who are empowered to make decisions. This type of an approach isn’t
scalable, practical, or sustainable for the future organization, especially
in a world of rapidly accelerating change. It’s simply not possible for a
few people to keep steering the ship as the ship keeps growing, new
paths are emerging, and more obstacles are forming.

Many years ago I used to work at Whole Foods in Woodland Hills,
California as a grocery clerk. I stocked shelves, helped customers, and
worked in the dairy cooler and freezer. It still remains one of my favorite
jobs. I always had fun showing up to work and loved the people I worked
with. I always felt empowered to make decisions without having to get
approval for everything and felt that management genuinely cared about
the employees and about prosperity. Today, Whole Foods has around
60,000 employees and almost 400 locations.
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Profit is quite simply the financial gain that an organization makes.
It’s the primary measure of success that most organizations in the world
use today. Prosperity on the other hand is a word that we don’t use as
much today. It includes profit but also focuses on things such as health,
happiness, and sustainability. Money should not be the only or always
primary variable of determining value. Prosperity is a bit more subjective
so each organization may have its own version of what it means to be
prosperous. However, organizations that focus purely on profits will fail
in the long run.

As you see in Figure 9.7 corporations have reached an all-time high
in terms of profits. Great right?

Now look at the second graph (Figure 9.8), which looks at the
compensation of U.S. employees as a percentage of GDP. You can see
that wages are at an all-time low, so companies are making more, but
people are making less (as a percentage of the U.S. economy).

Corporate Profits After Tax (without IVA and CCAdj) (CP)

Shaded areas indicate U.S. recessions.
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FIGURE 9.7 Corporate Profits After Tax (Without IVA and
CCAdj) (CP)
Source: U.S. Department of Commerce: Bureau of Economic Analysis; from 2014
research.stlouisfed.org.
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FIGURE 9.8 WASCUR/GDP
Source: 2014 research.stlouisfed.org.

Profits are high but wages are low, 87 percent of workers are sleep-
walking through their jobs, and employee retention rates are shrinking.
On average, CEOs in the United States make 354 times more than the
average worker. To give you some comparison in Japan CEOs make
67 times the amount of the average worker, in Australia 93 times,
Germany 147 times, and in the United Kingdom 84 times. These num-
bers start to get even scarier when you look at specific CEOs; for example,
Tim Cook, the current CEO of Apple, makes 6,258 times the amount
of the average employee, while Warren Buffett, the CEO of Berkshire
Hathaway, makes around 11 times the amount of the average employee.
Of course it is true that other factors are also at play here such as the use
of automation and robots which are helping improve productivity and
profits without the “human” costs associated with doing so.

Edelman released its 2014 Trust Barometer, which surveyed more
than 33,000 people around the world. The results showed that only
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FIGURE 9.9 Evolution of the Organization
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FIGURE 11.1 The Six-Step Process for Adapting to the Future
of Work

CHALLENGE ASSUMPTIONS

The first step for any organization to become a future organization is
to challenge and question the conventional practices and ways of doing
things within the organization. The sections in this book give you plenty
of fodder to get you started. Too often we take things at face value without
really understanding why things are done the way they are or if there are
better ways of doing something. Anyone within your organization has the
opportunity to challenge or question something or to explore alternate
ways of getting something done. This isn’t just reserved for managers.

There are two components to this.

Ask

Why aren’t employees allowed to make decisions? Why don’t we have
collaborative technologies at work? Why are employees commuting two
hours every day to get to work? You cannot challenge and question




