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                 More p ra is e f o r
 When M ille n nia ls T ake O ver
 Because M ille nnia ls a re e nte rin g th e w ork fo rc e a t a n e xtr a o rd in ary tim e w hen o ur w orld is r a p id ly b eco m in g m ore c o m ple x a nd c o nnecte d , th ey
 w ill h ave a h uge im pact in h o w o rg aniz a tio ns a re le d a nd m anaged . T hat m ak es th e im pre ssiv e, a ctio nab le in sig hts in 
 When M ille n nia ls T ake O ver
 a m ust r e ad fo r u s a ll.
 -K are A nd ers o n, T ED s p eak er o n O pportu nit y M ak ers , a uth o r o f 
 Mutu alit y M atte rs
 and 
 Forb es
 co lu m nis t
 In th is w ork , J a m ie a nd M ad die s h are th eir in sig hts in to w hat m ak es s u ccessfu l m odern o rg aniz a tio ns w ork , g o in g b eyo nd c lic hé a nd in to th e
 h ard fa cts th at w ill h elp le ad ers s tr e ngth en th eir c ult u re a cro ss g enera tio nal lin es. T heir fo cus o n v alu es is p artic ula rly c rit ic al fo r a ll le ad ers to m aste r.
 F ollo w th eir g uid ance a nd b uild a c ult u re th at w ill u nif y y o ur e m plo yees a nd p la ce th e p ow er o f tr a nsp are nt a nd d iv ers e th in k in g s q uare ly in to y o ur
 v is io n, m is sio n a nd s tr a te gy.
 -A mit h N agara ja n, C hair m an a nd C EO , A ptif y
 When M ille n nia ls T ake O ver
 is crit ic al re ad in g fo r anyo ne w ho w ants to und ers ta nd th e d iv id e in exp ecta tio ns b etw een th e entr e nched
 w ork fo rc e a nd th e n ext g enera tio n o f m anagem ent. M ad die a nd J a m ie p ro vid e a w ell r e se arc hed , in sig htfu l a nd th o ught p ro vo kin g e xp lo ra tio n in to
 w hat it m ig ht ta k e to b rid ge th e g ap b etw een c urre nt w ork m odalit ie s a nd fu tu re n o rm s a nd b ehavio r p atte rn s.
 -A ri L ig htm an, P ro fe sso r, D ig it a l M ed ia a nd M ark etin g, C arn egie M ello n U niv ers it y
 To s u cceed in th e M ille nnia l A ge, b usin esse s o f a ll s iz e s m ust b eco m e flu ent in s o cia l te chno lo gy a nd le arn to p iv o t in th e fa ce o f c o nsta ntly
 sh if tin g c usto m er e xp ecta tio ns a nd in d ustr y c hanges. A s a C EO (a nd M ille nnia l) , I h ig hly re co m mend th is b ook fo r a ny le ad er th at w ants to s ta y
 a head o f th e c urv e– and c o nsis te ntly a ttr a ct th e b est e m plo yees a nd m ost lo yal c usto m ers .
 -S ham a H yd er, C EO o f T he M ark etin g Z en G ro up a nd a uth o r, 
 The Z en o f S ocia l M ed ia M ark etin g
 It’s r e ally r e fr e sh in g to s e e a n o ptim is tic v ie w o f M ille nnia ls in th e w ork -fo rc e! T his b ook is a tim ely g uid e fo r a ny le ad er in vo lv ed in te chno lo gy
 a nd m obilit y , c ult u re , a nd h o w o rg aniz a tio ns c an p re p are to m eet th e r a p id ly e vo lv in g e xp ecta tio ns o f e m plo yees.
 -D anie l K ra ft, P re sid ent a nd C EO , S it r io n
 Socia l b usin ess g o es s o m uch d eep er th an th e te chno lo gy. W hen 
 Mille n nia ls T ake O ver
 sh o w s u s ju st h o w d eep it g o es. R ead th is b ook to
 u nd ers ta nd h o w y o ur c o m pany c an th riv e in th e d ecad es to c o m e.
 -S and y C arte r, le ad in g s o cia l b usin ess e xecutiv e
 Want to v ie w th e w orld th ro ugh th e e yes o f th e M ille nnia l g enera tio n? T his is th e b ook to r e ad ! N otte r a nd G ra nt m ak e a p ow erfu l c ase th at w e
 a re in a re vo lu tio nary m om ent in his to ry w it h m ajo r changes ta k in g p la ce in b usin ess, le ad ers h ip , and m anagem ent. T hey no t o nly illu str a te
 b eautif u lly , w it h m any fa sc in atin g c ase stu d ie s, th e c hara cte ris tic s o f th is re vo lu tio n, b ut th ey a ls o o ffe r p ra ctic al a d vic e o n h o w to jo in . T hey
 d em onstr a te c le arly th at th is r e vo lu tio n is a lr e ad y n atu ra lly e m bra ced b y th e M ille nnia l g enera tio n. T he r e st o f u s c an e it h er le arn to u nd ers ta nd th is
 w orld a nd p artn er w it h th e M ille nnia ls , o r fe el lo st a t s e a.
 -H ugh O ’D oherty , S enio r A sso cia te a t C am brid ge L ead ers h ip A sso cia te s a nd L ectu re r, J o hn F . K enned y S cho ol o f G overn m ent
 When I h ave th e o pportu nit y to s p eak in fr o nt o f a n a ud ie nce o f C EO s, I ty p ic ally h ear c o m ments s u ch a s, “ W e d on’t re ally n eed to w orry
 a b out h o w M ille nnia ls b uy b ecause o ur a ud ie nces a re B ab y B oom ers .” W hen 
 Mille n nia ls T ake O ver
 , b y J a m ie N otte r a nd M ad die G ra nt, s h o w s
 n o t o nly th at th is th in k in g is w ro ng, b ut th at th is g enera tio n is th e fu tu re o f y o ur b usin ess. T hey g iv e y o u ste p s to p re p are fo r a w orld w hen
 M ille nnia ls w ill b e th e d ecis io n-m ak ers . T he fu tu re is n o w .
 -G in i D ie tr ic h, C EO o f A rm ent D ie tr ic h a nd a uth o r o f 
 Spin S uck s A s c ho la rly y et e m in ently c le ar a nd a ccessib le a naly sis o n w hat M ille nnia ls – and a ll fu tu re w ork ers – exp ect in to day’s w ork pla ce, a nd h o w to
 o ptim iz e y o ur o rg aniz a tio n to m eet th o se n eed s a nd tr u ly e ngage th e 2 1st c entu ry w ork er.
 -R obert B erk m an, F acult y , S cho ol o f M ed ia S tu d ie s, th e N ew S cho ol fo r P ub lic E ngagem ent a nd a uth o r o f 
 Fin d it F ast: E xtr a ctin g E xpert
 In fo rm atio n f r o m S ocia l N etw ork s, B ig D ata , T w eets , a nd M ore
 The M ille nnia ls a re ta k in g o ver– and d ep end in g o n w here y o u’re s ta nd in g, th at’s e it h er r e ally s c ary o r th e b est n ew s y o u’v e h eard in a lo ng tim e.
 D ra w in g o n a w ealt h o f re se arc h a nd illu m in atin g c ase s tu d ie s, N otte r a nd G ra nt’s b ook is a m anif e sto o f c hange fo r th e b ette r. I’m rid ic ulo usly
 o ptim is tic a b out th e fu tu re . R ead th is b ook. Y ou w ill b e, to o.
 -T ed C oin é, C RO o f M ed dle .it a nd c o -a uth o r, 
 A W orld G one S ocia l
 In 
 When M ille n nia ls T ake O ver
 , N otte r a nd G ra nt p re se nt a c o ncis e a nd th o ught- p ro vo kin g lo ok a t h o w th eir r e se arc h s a ys m anagem ent m ust
 c hange a nd w hy M ille nnia ls a re th e d eco der r in gs fo r m ak in g th is h ap pen. A s th ey d id in 
 Hum aniz e
 , th is b ook p ro vid es a r o ad m ap to r e ach th e
 g o als th ey’v e id entif ie d fo r o rg aniz a tio ns: D ig it a l. C le ar. F lu id . F ast. M any o f m y c lie nts w ill b enefit fr o m th is b ook a s s o on a s I c an s h are it w it h
 th em . O rg aniz a tio ns d o n eed to a d ap t a nd a d opt. T his b ook g iv es th em s o m e g re at id eas a b out h o w th ey c an d o th at.
 -R ic k R ic e, C EO R TR C om munic atio ns 
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 SPEC IA L S A LES
 Id eaP re ss B ooks a re a vaila b le a t a s p ecia l d is c o unt fo r b ulk p urc hase s fo r s a le s p ro m otio ns a nd p re m iu m s, o r fo r u se in c o rp ora te tr a in in g
 pro gra m s. S pecia l e d it io ns, in clu d in g p ers o naliz e d c o vers , c usto m fo re w ord s, c o rp ora te im prin ts a nd b onus c o nte nt a re a ls o a vaila b le . F or m ore
 deta ils , v is it 
 www.id eap re ssp ub lis h in g.c o m
 .
 No a nim als w ere h arm ed in th e w rit in g, p rin tin g o r d is tr ib utio n o f th is b ook. T he tr e es, u nfo rtu nate ly , w ere n o t s o lu ck y. Ded ic a tio n
 To t h e F ogdir o ck sta rs a nd t h e B oondoggle rs ( y o u k now w ho y o u
 are ).
 Thank y o u f o r t e a ch in g u s w hat c o m munit y r e a lly
 mea ns.
 And t o B o, J a ck so n, S ophie , L ea h, a nd T aylo r
 – w ho w ill in herit t h is f u tu re o f b usin ess, s o le t’s m ake it a g ood
 one. CO NTE N TS
 1 . A re Y ou R ead y?
 Cap acit ie s fo r th e F utu re o f B usin ess
 Dig it a l
 Cle ar
 Flu id
 Fast
 We A re O ptim is tic
 2 . G enera tio ns
 A P erfe ct S to rm T ra nsfo rm in g M anagem ent
 Fro nt # 1: T he D eclin e o f T ra d it io nal M anagem ent
 Fro nt # 2: T he S ocia l I n te rn et R evo lu tio n
 Fro nt # 3: T he M ille nnia l G enera tio n
 Ente rin g th e W ork fo rc e
 Div ers it y
 What N ext?
 3 . D ig it a l
 What I s D ig it a l?
 Use rs F ir s t
 Pers o nal S erv ic e
 In no vate o r D ie
 Why M ille nnia ls C are A bout D ig it a l
 What D ig it a l L ooks L ik e
 Case S tu d y: A meric an S ocie ty fo r S urg ery o f th e H and
 Tak eaw ays: M ak e Y our O rg aniz a tio n D ig it a l
 In vest S m artly in T ech
 Cre ate S pace fo r E xp erim ents
 In no vate Y our H R P ra ctic e
 Fro m D ig it a l to C le ar
 4 . C le ar
 What I s C le ar?
 The M yth o f C ontr o l
 Sharin g b y D efa ult
 Why M ille nnia ls C are A bout C le ar
 What C le ar L ooks L ik e
 Case S tu d y: M enlo I n no vatio ns
 Tak eaw ays: M ak e Y our O rg aniz a tio n C le ar
 Defin e Y our C om pany C ult u re
 Revie w Y our D ecis io n-M ak in g P ro cess
 Desig n a T ra nsp are ncy A rc hit e ctu re
 Fro m C le ar to F lu id
 5 . F lu id
 What I s F lu id ?
 Flu id H ie ra rc hie s
 Change I s th e O nly C onsta nt
 Cir c le s, N ot P yra m id s
 Why M ille nnia ls C are A bout F lu id
 What F lu id L ooks L ik e
 Case S tu d y: Q ualit y L iv in g, I n c.
 Tak eaw ays: M ak e Y our O rg aniz a tio n F lu id
 Und ers ta nd W hat D riv es S uccess
 In vest in S oft S kills
 Fro m F lu id to F ast
 6 . F ast
 What I s F ast?
 In vest in S peed
 Sm all S te p s a nd B ig L eap s
 Why M ille nnia ls C are A bout F ast
 What F ast L ooks L ik e
 Case S tu d y: H ap py S ta te B ank
 Tak eaw ays: M ak e Y our O rg aniz a tio n F ast
 Sta rt W it h th e L ow -H angin g F ru it
 Fig ure O ut D ig it a l, C le ar, a nd F lu id
 Fin d th e K ey to U nlo ck in g S peed
 Fro m F ast to D ig it a l
 7 . P ro ceed U ntil A ppre hend ed
 Com munit y
 Cult u re
 Found er C ult u re
 Gra ssro ots C ult u re
 Pro ceed U ntil A ppre hend ed
 The F utu re o f B usin ess
 N ote s
 A ck no w le d gem ents
 I fir m ly b elie v e th at p ro gre ss c h anges c o nsc io usn ess, a nd w hen y o u c h ange p eo ple ’s c o nsc io usn ess, th en th eir a w are n ess o f w hat is
 p ossib le c h anges a s w ell— a v ir tu ous c ir c le . S o it ’s im porta nt th at th e w ord g ets o ut, th at p eo ple re a liz e w hat’s w ork in g. T hat w here
 th ere ’s b een c re a tiv e c o opera tio n c o uple d w it h a c o m munit a ria n v ie w o f o ur f u tu re , w e’r e s e ein g r e a l s u ccess.
 -B ill C lin to n, “ T he C ase F or O ptim is m ,” 
 TIM E
 Magazin e ; )
 1. A re Y ou R ead y?
 What if y o u w ere r e sp onsib le fo r h ir in g fo r a n ew p osit io n in y o ur o rg aniz a tio n, a nd o ne o f y o ur y o ung c and id ate s s h o w ed u p fo r h er in te rv ie w
 w it h h er m om in to w ? S erio usly . S he s h o w s u p fo r a jo b in te rv ie w , a cco m panie d b y h er m oth er. H ow w ould y o u re act to th at? T his a ctu ally
 h ap pened to one H R co nsu lt a nt w ho w as hir in g fo r a fin ance posit io n. “I w as sh o ck ed ,” he sa id . “H ow co uld sh e no t kno w th is w as
 in ap pro pria te ?”
 1
 But e xactly h o w in ap pro pria te is th is b ehavio r in th is d ay a nd a ge? A cco rd in g to a 2 012 s u rv ey o f m ore th an 5 00 c o lle ge g ra d uate s, a fu ll 8
 p erc ent o f th em w ere b rin gin g a p are nt to a jo b in te rv ie w . G oogle re cently h o ste d a “ b rin g y o ur p are nts to w ork ” d ay, in fa ct, a nd n early 2 ,0 00
 p are nts a tte nd ed . L in k ed In (th e c o m pany, a s o ppose d to th e p ro fe ssio nal n etw ork in g s it e ) h eld a s im ila r e vent. W hat is s o w ro ng a b out h avin g
 p are nts in clu d ed in th e n etw ork o f r e le vant w ork -re la te d c o nta cts in th e b usin ess w orld ?
 So, w hic h is it : a n in ap pro pria te g affe fr o m a n in exp erie nced y o uth , o r a h arb in ger o f th e n ew o rd er in th e b usin ess w orld ?
 Our g uess is th at th e m ajo rit y o f th e p eo ple re ad in g th is b ook w ill c halk u p th is s to ry a s a n e xam ple o f o ur in exp erie nced a nd p erh ap s e ven
 m is g uid ed y o uth . I n fa ct, m any o f y o u m ay s e e th is a s y et a no th er p ie ce o f e vid ence th at th is n ew “ M ille nnia l” g enera tio n ( a ls o k no w n a s G enera tio n
 Y ) is a r e al p ro ble m . N ot o nly w ere th ey c o ddle d s o m uch a s c hild re n th at th ey n eed th eir p are nts w it h th em o n jo b in te rv ie w s, th ey a re s h o w in g u p
 in th e w ork pla ce e xp ectin g c o ntin uo us p osit iv e fe ed back , im med ia te p ro m otio ns, a nd u nre aso nab le a m ounts o f a uth o rit y . B ut, b efo re y o u s ta nd u p
 a nd s h o ut “ T hey ju st d on’t g et it ! ” w e’d lik e to r e m in d y o u o f a p ertin ent fa ct:
 Every 2 0 y ears o r s o , a n ew g enera tio n e nte rs t h e w ork fo rc e , a nd t h e r e st o f u s, q uit e f r a nk ly , f r e ak o ut a bout it .
 This is n o t n ew . T oday, it is th e M ille nnia l g enera tio n ( b orn 1 982 to 2 004) th at is u p se ttin g th e a p ple c art, w it h w hat th e o ld er g enera tio ns s e e a s
 th eir se nse o f e ntit le m ent, in fo rm alit y , a nd im patie nce, b ut b ack in th e 1 990s, y o ung G enera tio n X w as th e “p ro ble m ,” w it h it s d is re sp ect fo r
 a uth o rit y p osit io ns and o vert cynic is m . A fe w d ecad es earlie r, th e B ab y B oom ers w ere ente rin g yo ung ad ult h o od and th ro w in g th e o ld er
 g enera tio ns fo r a lo op w it h th eir lo ng h air , p ro te sts , a nd s e lf - fo cus. B efo re th at … w ell, b efo re th at it w as a no th er g enera tio n w it h a no th er s e t o f
 fa ult s . T his h as b een g o in g o n s in ce th e d aw n o f tim e. A s w e w ill e xp la in in th e n ext c hap te r, h is to ria ns h ave a ctu ally tr a ck ed th e d evelo pm ent o f 1 8
 d is tin ct g enera tio ns in th is c o untr y , d atin g b ack to th e 1 600s. E ach n ew g enera tio n b rin gs a s h if t in v alu es, s o e very 2 0 y ears o r s o w e h ave to
 a d ju st to th e n ew est g enera tio n th at e nte rs th e fo ld . A nd , to b e h o nest, a ll th e te eth -g nash in g a nd fis t- sh ak in g d ir e cte d a t w hic hever g enera tio n is
 c o m in g o nto th e s c ene is m ostly a w aste o f tim e. O ver th e lo ng r u n, th at y o unger g enera tio n a lw ays g ro w s u p to b eco m e p art o f th e s ta tu s q uo . W e
 h ave n o id ea if th e M ille nnia l tr e nd to b rin g p are nts o n jo b in te rv ie w s is g o in g to c atc h o n o r n o t, b ut w e a re c ry sta l c le ar th at th e M ille nnia ls a re n o t
 th e h uge p ro ble m th ey a re o fte n m ad e o ut to b e.
 So, w hy d o w e fo cus o n th e M ille nnia ls in th is b ook? T he a nsw er is d ecep tiv ely s im ple : T hey h ap pen to b e a t th e r ig ht p la ce a t th e r ig ht tim e.
 T he M ille nnia l g enera tio n is n o b ette r o r w ors e th an a ny o th er g enera tio n. T hat’s n o t h o w g enera tio ns w ork , a ctu ally . O ne is n ever r e ally b ette r th an
 a no th er; th ey a re ju st d if fe re nt. B ut th e M ille nnia ls a re e nte rin g y o ung a d ult h o od a t a u niq ue p oin t in o ur h is to ry , w here so cie ty is p ois e d fo r
 sig nif ic ant c hange, p artic ula rly a ro und b usin ess, le ad ers h ip , a nd m anagem ent. I n C hap te r 2 w e ta lk m ore a b out th is h is to ric o pportu nit y , w hic h w e
 d esc rib e a s a “ p erfe ct s to rm ” o f tr e nd s c o nverg in g in a w ay th at w ill g enera te a n a ctu al r e vo lu tio n in b usin ess. I t is p ure ly a n a ccid ent o f h is to ry , b ut
 th e M ille nnia l g enera tio n is e nte rin g a d ult h o od a nd a sc end in g in to p osit io ns o f p ow er d urin g th is tr a nsit io n. I t is n o t th eir c ho ic e, n ecessa rily , b ut th ey
 w ill b e le ad in g th is r e vo lu tio n.
 We k no w “ re vo lu tio n” is a s tr o ng w ord , b ut w hen y o u lo ok a t th e re la tiv ely s h o rt h is to ry o f m anagem ent, it b eco m es c le ar th at w e a re o n th e
 e d ge o f s o m e ra th er p ro fo und c hange th at is w orth y o f th at w ord . T he fir s t re vo lu tio n in m anagem ent w as it s in ventio n, a p pro xim ate ly 1 00 y ears
 a go . I n th e la te 1 9th a nd e arly 2 0th c entu rie s, th e b uild in g b lo ck s o f m odern m anagem ent w ere p ut in p la ce a s th e in d ustr ia l r e vo lu tio n w as g ettin g
 in to fu ll sw in g. W e to ok a p re vio usly a gric ult u ra l e co no m y a nd tr a nsfo rm ed it in to a ju ggern aut o f p ro ductiv it y a nd e ffic ie ncy u sin g m achin es,
 c hem ic als , e le ctr ic it y , a nd th is m achin e-in sp ir e d to ol w e c alle d m anagem ent, c o m ple te w it h o rg aniz a tio nal c harts , jo b d esc rip tio ns, s tr a te gic p la ns,
 a nd p erfo rm ance r e vie w s. T his fir s t fo rm o f m anagem ent r e vo lu tio niz e d o ur e co no m y a nd u sh ere d in th e m odern e ra .
 Sin ce th at tim e, h o w ever, m anagem ent h as n o t r e ally c hanged m uch, e ven th o ugh o ur e co no m y h as b een e vo lv in g a t a r a p id p ace. W e h ave g o ne
 th ro ugh a d ep re ssio n, a m anufa ctu rin g e co no m y, a s e rv ic e e co no m y, a nd a n in fo rm atio n e co no m y. T oday, o f c o urs e , w e a re fig urin g o ut w hat th e
 in te rn et e co no m y lo oks lik e, p artic ula rly a fte r th e “ g re at re cessio n” ju st a fe w y ears a go , y et th ro ugho ut a ll o f th o se d ecad es o f ra d ic al e co no m ic
 c hange, w e h ave s tu ck w it h th e s a m e b asic fo rm o f m anagem ent th at w as in vente d 1 00 y ears a go . A nd fr a nk ly , it ’s s h o w in g s ig ns o f a ge, e vid enced
 b y h o w in fle xib le o ur o rg aniz a tio ns a re a nd o ur c o nsis te ntly p oor n um bers a ro und m etr ic s lik e e m plo yee e ngagem ent. W hen y o u ta k e th is lo ng
 v ie w , y o u s e e th at a r e vo lu tio n in m anagem ent is n o t o nly p ossib le b ut p ro bab ly lo ng o verd ue.
 Cap acit ie s f o r t h e F utu re o f B usin ess
 The d eclin e o f o ur c entu ry -o ld m anagem ent m odel is ju st o ne “ fr o nt” in th e p erfe ct s to rm th at is fo rc in g o ur h and in th is m anagem ent r e vo lu tio n.
 T he s e co nd fr o nt is th e s o cia l in te rn et. W hile m any p eo ple th in k o f th e s o cia l in te rn et o nly in te rm s o f tr a nsfo rm in g m ark etin g, it h as g o ne m uch
 fu rth er, fa cilit a tin g a s ig nif ic ant tr a nsfe r o f p ow er a w ay fr o m c entr a l in stit u tio ns a nd to w ard in d iv id uals . I n o ur fir s t b ook, 
 Hum aniz e
 : 
 How P eo ple -
 C en tr ic O rg aniz a tio ns S ucceed in a S ocia l W orld
 , w e e xp lo re d in g re at d eta il th e im pact th e so cia l in te rn et w as h avin g o n le ad ers h ip a nd m anagem ent. W e id entif ie d 1 2 d if fe re nt p rin cip le s to h elp o rg aniz a tio ns b eco m e m ore c o m patib le w it h to day’s so cia l w orld : d ecentr a liz a tio n,
 sy ste m s th in k in g, o w ners h ip , tr a nsp are ncy, tr u th , a uth entic it y , in clu sio n, c o lla b ora tio n, r e la tio nsh ip b uild in g, le arn in g, e xp erim enta tio n, a nd p ers o nal
 d evelo pm ent.
 2
 But sin ce p ub lis h in g th at b ook w e h ave re aliz e d th at 
 th e s o cia l in te rn et, d esp it e it s p ow er, re ach , a nd p ote ntia l, w as n ever g oin g to
 re volu tio niz e m anagem ent o n it s o w n
 . W e n eed ed a no th er e le m ent, a c ata ly st th at c o uld c o nnect th e d ots in a w ay th at w ould b rin g a m uch
 n eed ed m anagem ent r e vo lu tio n to fr u it io n. T hat c ata ly st is th e th ir d fr o nt in o ur p erfe ct s to rm : th e M ille nnia l g enera tio n.
 As th e M ille nnia ls a sc end in to m anagem ent p osit io ns o ver th e n ext s e vera l y ears , th ey w ill s im ult a neo usly b eco m e th e la rg est g enera tio n in th e
 w ork fo rc e. W hile th e M ille nnia ls w on’t fo rm ally “ ta k e o ver” ( n o s in gle g enera tio n e ver r u ns th in gs o n it s o w n), th ey w ill s e rv e a s a k in d o f s e cre t
 d eco der r in g fo r a ll o f u s, h elp in g c la rif y w hat th e fu tu re o f b usin ess w ill lo ok lik e, p ost r e vo lu tio n. T heir s iz e , a lo ng w it h th eir g enera tio nal a lig nm ent
 w it h th e w ay th e so cia l in te rn et h as b een c hangin g th in gs, w ill p ro vid e th e in gre d ie nts th at h ave b een a b se nt fr o m o ur p re vio us a tte m pts to
 re vo lu tio niz e m anagem ent. W e h ave w ante d c hange fo r d ecad es, b ut n o w , th ank s to th e s o cia l in te rn et a nd M ille nnia ls , w e a re g o in g to g et it . T he
 c o nverg ence o f th ese tr e nd s is a lr e ad y in m otio n. C hange is c o m in g, a nd s m art o rg aniz a tio ns w ill s ta rt m ak in g th e n ecessa ry a d ju stm ents to day to
 sta y a head .
 We w ro te th is b ook a s a g uid e fo r le ad ers w ho w ant to fu lly p artic ip ate in th is r e vo lu tio n, r a th er th an b e r u n o ver b y it . W hat w e in th e b usin ess
 w orld n eed r ig ht n o w is a s e t o f p rin cip le s w e c an u se to fo rg e o ur o w n p ath in r e vo lu tio niz in g m anagem ent. T here is n ’t a s e t o f s im ple a nsw ers o ut
 th ere th at w ill te ll u s w hat th e fu tu re o f b usin ess w ill lo ok lik e, b ut a s w e b egan o ur r e se arc h fo r th is b ook, w e w ere c o nfid ent th at w e c o uld te ase
 o ut th e k ey p rin cip le s to h elp u s n avig ate th ese r e vo lu tio nary tim es. U sin g o ur 
 Hum aniz e
 re se arc h o n s o cia l b usin ess a s a s ta rtin g p oin t, w e c ho se
 tw o d if fe re nt r e se arc h p ath s to r o und o ut th e p ic tu re .
 The fir s t w as to d ig d eep ly in to u nd ers ta nd in g c o m panie s w it h r e m ark ab ly s tr o ng c ult u re s. I f tr a d it io nal m anagem ent is c ru m blin g, w e n eed ed to
 b ette r und ers ta nd th e “p osit iv e d evia nts ” in th e sy ste m — th e o rg aniz a tio ns th at w ere w ork in g re m ark ab ly w ell and attr a ctin g b oth engaged
 e m plo yees a nd m ore lo yal c usto m ers . W e d id n’t tr y to p ro ve e xactly w hat m ak es a s tr o ng c ult u re (w e d on’t th in k d efin in g a g eneric ally s tr o ng
 c ult u re is th e p oin t, a ctu ally ), b ut, g iv en th at c o m panie s w it h a vera ge o r o rd in ary c ult u re s lik ely s u ffe re d fr o m “ a vera ge” (i. e ., h o rrib le ) e m plo yee
 e ngagem ent, w e k new w e n eed ed to d ra w fr o m a d if fe re nt d ata se t to e xtr a ct in sig hts th at w ould b re ak fr e e fr o m th e c lu tc hes o f tr a d it io nal
 m anagem ent a nd a ctu ally w ork in to day’s c o nte xt. T hro ugh c o rre sp ond ence, in te rv ie w s, a nd s it e v is it s , w e in vestig ate d a d oze n c o m panie s in a
 v arie ty o f in d ustr ie s th at s to od o ut b ase d o n th eir s tr o ng c ult u re s.
 Our s e co nd r e se arc h p ath w as to in te rv ie w a s m any M ille nnia ls a s w e c o uld in o rd er to d evelo p a m ore r e fin ed u nd ers ta nd in g o f th eir a p pro ach
 to m anagem ent. A gain , w e d id n o t s e ek s o m e s o rt o f q uantit a tiv e p ro of th at th e M ille nnia l g enera tio n’s b elie fs a b out le ad ers h ip a nd m anagem ent a s
 a w ho le a re c o rre ct o r th e m ost e ffe ctiv e. W e lo oked fo r p ow erfu l in sig hts . W e lo oked fo r c lu es to h elp u s m ak e s e nse o f th is r e vo lu tio n th at th e
 M ille nnia ls se em d estin ed to le ad . W e in te ntio nally so ught o ut th e v anguard , th e M ille nnia ls w ho w ere a lr e ad y in clin ed to b e th in k in g a b out
 le ad ers h ip a nd m anagem ent is su es, a nd th en w e a sk ed th em to r e fle ct o n w hat it is lik e to w ork in o rg aniz a tio ns to day. W e in te rv ie w ed a b out 1 50
 M ille nnia l e m plo yees o f c o m panie s o f a ll s iz e s, fo r- p ro fit a nd n o np ro fit , in m any in d ustr y v ertic als . I n fa ct, o ur r e se arc h is o ngo in g, a nd if y o u w ere
 b orn b etw een 1 982 a nd 2 004 a nd y o u’d lik e to s h are y o ur th o ughts o n m anagem ent a nd le ad ers h ip in th e w ork pla ce, y o u c an fill in th e s u rv ey
 (a no nym ously o r n o t) h ere :
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 We’v e s p rin k le d th is b ook w it h q uo te s fr o m th is re se arc h, b oth p osit iv e a nd n egativ e, a b out h o w M ille nnia ls s e e th e b usin ess w orld a ro und
 th em . L ook fo r th em th ro ugho ut a nd s e e if th ey r e fle ct th in gs y o u h ear in y o ur o w n w ork pla ce. W e a no nym iz e d th e r e sp onse s in o ur r e se arc h, a nd
 th is is re fle cte d in th e q uo te s. Y ou w on’t s e e a ny d eta ils a b out h o w b ig o r s m all, fo r- p ro fit o r n o np ro fit th e c o m panie s a re th at th ese M ille nnia ls
 w ork w it h — th ey c o m e fr o m a ll k in d s o f o rg aniz a tio ns. T here m ay b e s o m eo ne q uo te d fr o m y o ur c o m pany. T he p oin t o f th ese q uo te s is n o t to tr y
 to a d dre ss th e s p ecif ic is su es a t th ese s p ecif ic o rg aniz a tio ns b ut r a th er to d ra w o ut le sso ns w e c an a p ply to th is r e vo lu tio n in th e w ay w e le ad a nd
 m anage o rg aniz a tio ns.
 What e m erg ed fr o m o ur r e se arc h w ere fo ur o rg aniz a tio nal c ap acit ie s th at w e th in k w ill p re p are o rg aniz a tio ns to b e s u ccessfu l, b oth to day a nd
 in to th e fu tu re :
 Dig it a l
 Cle ar
 Flu id
 Fast
 The c o m panie s w e fo und w it h r id ic ulo usly s tr o ng c ult u re s h ad b uilt th ese c ap acit ie s in to th e h eart o f th eir o pera tio ns a nd p hilo so phie s, a nd th e
 M ille nnia ls w e s p oke to c o uld n o t u nd ers ta nd w hy th ese c ap acit ie s w ere n o t w oven in to e very o rg aniz a tio n to b egin w it h . N ot e very th in g a b out
 th ese id eas is p artic ula rly n ew — th e p ush fo r m ore tr a nsp are ncy in sid e o rg aniz a tio ns h as b een a ro und fo r d ecad es, fo r e xam ple — but th ere a re
 u niq ue a p plic atio ns o f e ach o f th ese c ap acit ie s th at s p ecif ic ally a lig n w it h w hat is n eed ed in to day’s c o nte xt.
 Dig it a l
 Dig it a l is a b out p erp etu al a nd e xp onentia l im pro vem ent o f a ll fa cets o f o rg aniz a tio nal lif e u sin g b oth th e to ols a nd th e m in d se ts o f th e d ig it a l
 w orld . T he in d ustr ia l m odel o f m anagem ent w as, q uit e s im ply , a nalo g— mechanic al a nd lin ear, lik e a p ock et w atc h w here y o u c an s e e a nd c o ntr o l
 h o w e very th in g w ork s to geth er. T his a llo w ed fo r o rg aniz a tio nal g ro w th a nd im pro vem ent, b ut u lt im ate ly in a v ery lim it e d a nd s e lf - c ente re d w ay. T he
 o rg aniz a tio n b ecam e th e c ente r o f th e u niv ers e , a nd if o ur e ffo rts to im pro ve o pera tio ns c am e a t th e e xp ense o f th e c usto m er o r th e e m plo yee, th at
 w as s im ply th e p ric e w e p aid fo r im pro ved e ffic ie ncy a nd p ro ductiv it y . Dig it a l in th e M ille nnia l e ra , o n th e o th er h and , h as a n u nre le ntin g a nd d is c ip lin ed fo cus o n th e c usto m er o r e nd u se r— in clu d in g th e e m plo yee.
 T he s o cia l in te rn et r e vo lu tio n s h o w ed u s w hat th is fo cus o n th e u se r lo oked lik e, w hen s u d denly e ach a nd e very o ne o f u s c o uld b eco m e a c re ato r
 a nd d is tr ib uto r o f v alu e, ra th er th an o nly th e in stit u tio ns w ho h ad a m asse d th e re so urc es a nd in fr a str u ctu re to d o so . M ille nnia ls a re th e fir s t
 g enera tio n to h ave o nly k no w n a d ig it a l w ork pla ce, a nd th ey a re u se d to b ein g a b le to le vera ge th at p ow er o n a n in d iv id ual b asis . T hey a re
 c o nfu se d w hen d ig it a l to ols a re u se d fo r th e w ro ng p urp ose s o r n o t a b and oned w hen th ey n o lo nger m eet a n eed in th e b est w ay.
 Dig it a l o rg aniz a tio ns g ro w fa ste r a nd a cco m plis h m ore b y fo cu sin g o n th e u se r, b oth in te rn ally a nd e xte rn ally .
 Levera gin g b oth th e
 m in d se ts a nd th e to ols o f th e d ig it a l w orld , th ey b re ak th ro ugh th e a ssu m ed c o nstr a in ts o f th e p re vio us a p pro ach to m anagin g o rg aniz a tio ns,
 u nlo ck in g n ew v alu e c o ntin uo usly in a re as lik e in te rn al c o lla b ora tio n a nd e ven h um an r e so urc e m anagem ent. W e c o ver D ig it a l in C hap te r 3 .
 Cle a r
 Cle ar is ab out an in cre ase d and m ore in te llig ent flo w o f in fo rm atio n and k no w le d ge th at su p ports in no vatio n and p ro ble m so lv in g in sid e
 o rg aniz a tio ns. T he in d ustr ia l m odel o f m anagem ent lin k ed in fo rm atio n w it h p ow er, s o it te nd ed to h o ard in fo rm atio n a t th e to p, s h arin g it in a v ery
 c are fu l a nd c o ntr o lle d w ay. W e lim it e d p eo ple to th e in fo rm atio n th at th ey “ n eed ed to k no w .” T his a p pro ach, h o w ever, e ffe ctiv ely lo w ere d th e
 q ualit y o f d ecis io ns in o rg aniz a tio ns, b ecause w hat is “ n eed ed ” v arie s b y c o nte xt a nd is n early im possib le to p re d ic t a ccura te ly a head o f tim e.
 Cle ar in th e M ille nnia l e ra is a b out le vera gin g s tr a te gic tr a nsp are ncy in s y ste m s to e nab le b ette r d ecis io n m ak in g. T he s o cia l in te rn et w as b uilt o n
 tr a nsp are ncy, challe ngin g tr a d it io nal no tio ns o f p riv acy as w e sta rte d sh arin g m ore and m ore o nlin e (p artic ula rly M ille nnia ls ), and im porta nt
 p heno m ena lik e o pen-so urc e s o ftw are a nd W ik ip ed ia w ere b uilt o n th e n o tio n o f m ak in g w hat u se d to b e d one b ehin d c lo se d d oors b y e xp erts
 n o w v is ib le a nd p ub lic . M ille nnia ls h ave a lw ays h ad a ccess to m ore in fo rm atio n th an th ey c o uld p ossib ly h and le , a nd th ey a re c o nfu se d b y
 o rg aniz a tio ns th at c o ntr o l it tig htly , s in ce th at a p pro ach ju st d id n’t p ro duce r e su lt s in th eir w orld .
 Cle ar o rg aniz a tio ns m ak e s m arte r d ecis io ns t h at g enera te b ette r r e su lt s
 . T hey n eed n o t b e r a d ic ally tr a nsp are nt ( n o t a ll in fo rm atio n w ill
 b e s h are d w it h e very o ne), b ut th ey w ill s u ccessfu lly b uild a tr a nsp are ncy a rc hit e ctu re th at m ak es m ore in fo rm atio n v is ib le to m ore p eo ple to e nab le
 b ette r d ecis io ns. W e c o ver C le ar in C hap te r 4 .
 Flu id
 Flu id is a b out e xp and in g a nd d is tr ib utin g p ow er in a d ynam ic a nd fle xib le w ay. T he in d ustr ia l m odel o f m anagem ent v ie w ed p ow er fr o m th e
 p ers p ectiv e o f c o ntr o l a nd th us a s a lim it e d re so urc e. P ow er w as g iv en o nly to th e p arts o f th e s y ste m th at w ere tr u ste d to w ie ld it , a nd s h arin g
 p ow er (w it h o th er p eo ple , o th er d ep artm ents , e tc .) m eant h avin g le ss o f it , s o th at ra re ly h ap pened . A s a re su lt , p ow er w as m ostly c entr a liz e d ,
 w hic h u nfo rtu nate ly r o bbed o rg aniz a tio ns o f a gilit y . A gain , to day’s c o m ple x a nd r a p id ly s h if tin g la nd sc ap e r e q uir e s o rg aniz a tio ns to p iv o t a nd m ove
 in n ew d ir e ctio ns m ore fr e q uently , p artic ula rly o n th e “ fr o nt lin es” w here v alu e is c re ate d a nd e xchanged . B ut, b y th e tim e th e c ente rs o f p ow er a re
 a b le to m ak e th e d ecis io ns to c hange, th o se o n th e fr o nt lin es w ho c o uld a ct o n it s e e th eir w in d ow s o f o pportu nit y c lo se .
 Flu id in th e M ille nnia l e ra is a b out s y ste m s th at e nab le a n in te gra te d p ro cess o f th in k in g, a ctin g, a nd le arn in g a t a ll le vels o f th e o rg aniz a tio n. T he
 so cia l in te rn et r e vo lu tio n w as b ase d in th is k in d o f a ctio n-le arn in g. P ow er w as d ecentr a liz e d , a llo w in g fo r g ro w th , c hange, a nd e vo lu tio n th at w ould
 n o t h ave b een p ossib le w it h a c entr a liz e d a p pro ach. T he M ille nnia l g enera tio n, th ere fo re , d oes n o t e xp ect o rg aniz a tio ns to ta sk th e h ig her le vels
 w it h th e th in k in g a nd d ecid in g a nd th e lo w er le vels w it h th e im ple m enta tio n.
 Flu id o rg aniz a tio ns s e rv e c u sto m ers m ore e ffe ctiv ely a nd a re m ore n im ble in b oth s tr a te gy a nd e xecu tio n.
 They m ay still have
 h ie ra rc hie s, b ut th ey a re c re ate d a nd m ain ta in ed in a d if fe re nt w ay. W e c o ver F lu id in C hap te r 5 .
 Fast
 Fast is a b out ta k in g a ctio n a t th e p re cis e m om ent w hen a ctio n is n eed ed . T he in d ustr ia l m odel o f m anagem ent fo cuse d o n s p eed in te rm s o f
 e ffic ie ncy a nd p ro ductiv it y . F ast w as a b out g ettin g m ore w id gets o ff th e lin e. A s lo ng a s y o u c o uld c o ntr o l a ll th e v aria b le s, s p eed c o uld b e d esig ned
 in to th e v ery d eta ils o f y o ur p ro cesse s a nd s y ste m s. B ut, in a c o m ple x w orld , th e s p eed d is a p peare d . T he c o m ple xit y re q uir e d n ew d esig ns, a nd
 w hile e very o ne w ait e d fo r s y ste m s a nd p ro cesse s to b e r e d esig ned in o ur b ure aucra cie s, o pportu nit ie s w ere lo st.
 Fast in th e M ille nnia l e ra is a b out s y ste m s th at c an le arn a nd a d ap t w hile s till m ain ta in in g th e e ffic ie ncy a nd p ro ductiv it y o f th e p re vio us e ra . T he
 so cia l in te rn et fa cilit a te d th is tr a nsit io n m ore th an a nyth in g e ls e . It tr a nsfe rre d p ow er fr o m in stit u tio ns to in d iv id uals , w hic h g ave m ore a nd m ore
 p eo ple th e a b ilit y to ta k e a ctio n, th us m ak in g th at th e sta nd ard . L arg e b ure aucra cie s su d denly fa ced d ir e ct c o m petit io n fr o m in te rn et- e nab le d
 sta rtu p s, a nd th e g am e c hanged . B eta te stin g b ecam e n o rm al a nd e xp and ed o uts id e o f th e r e alm o f s o ftw are . W e m ay c all th e M ille nnia ls “ e ntit le d ”
 fo r w antin g th in gs r ig ht a w ay o r e xp ectin g m ore a uth o rit y , b ut r e m em ber: T hat’ s a ll th ey’v e e ver k no w n.
 Fast o rg aniz a tio ns le ap a head o f t h e c o m petit io n b y r e le asin g c o ntr o l in a w ay t h at d oes n ot in cre ase r is k .
 They g o b eyo nd e ffic ie ncy
 a nd p ro ductiv it y to fin d th e k ey v aria b le s th at u nlo ck tr u e s p eed . W e c o ver F ast in C hap te r 6 .
 For e ach o f th ese fo ur c ap acit ie s, w e s p ell o ut in d eta il w hat th ey a re , h o w th ey w ork , a nd w hat th ey lo ok lik e. W e te ll a s m any s to rie s a s w e
 c an ab out th e o rg aniz a tio ns th at have alr e ad y d evelo ped th e cap acit ie s and in te gra te d th em in to ho w th ey ru n th eir b usin esse s. T his is no t
 sp ecula tiv e, th eo re tic al c o nte nt— th is is h ap penin g in th e w orld to day.
 We w ill te ll y o u a b out a s m all n o np ro fit th at h as e m bra ced th e d ig it a l m in d se t fu lly , n o t o nly in vestin g m ore in te chno lo gy th an s o m e fo r- p ro fit
 c o m panie s it s s iz e b ut a ls o r e d esig nin g it s w ork sp ace a ro und th e n eed s o f th e e m plo yees ( a nd n o t ju st w it h a fo osb all ta b le in th e c o rn er). W e w ill
 te ll y o u a b out a s o ftw are c o m pany th at is s o fie rc e in it s c o m mit m ent to tr a nsp are ncy th at it a llo w s it s c lie nts to c o m e to th e o ffic e a nd h elp w it h
 p ro je ct p la nnin g. W e w ill te ll y o u a b out a h ealt h care c o m pany th at fr e es u p e m plo yees a t a ll le vels to m ak e d ecis io ns a nd ta k e a ctio ns w hen th ey
 h ave th e rig ht k no w le d ge a b out th e p atie nt (in clu d in g th eir h o pes a nd d re am s). A nd w e w ill te ll y o u a b out a b ank th at c o nsis te ntly o utp aces it s
 c o m petit io n b y in vestin g in s tr o ng r e la tio nsh ip s, b oth in te rn ally a nd e xte rn ally . These c o m panie s a re a ll tr e m end ously s u ccessfu l b y tr a d it io nal m easu re s, a nd th eir c ult u re s a re s o s tr o ng th at n early a ll o f th e e m plo yees w e
 sp oke w it h c o uld n o t e ven im agin e w ork in g s o m ew here e ls e . A nd th ey a re d oin g a ll th at b y a b and onin g s o m e o f th e c o re te nets o f tr a d it io nal
 m anagem ent a nd e m bra cin g id eas th at m ak e a lo t m ore s e nse to th e M ille nnia l m in d se t. T hese a re th e p osit iv e d evia nts . T hey a re r o le m odels th at
 a re s h o w in g u s th at th e m anagem ent r e vo lu tio n is in d eed p ossib le . T hey m ak e u s o ptim is tic .
 We A re O ptim is tic
 Optim is m is a ctu ally a n o ver- a rc hin g c ap acit y th at is c rit ic al fo r s u cceed in g in a ny k in d o f r e vo lu tio n. R evo lu tio ns a re n ever e asy. I f th ey w ere ,
 w e’d ju st c all th em c hange. T hat m eans y o u a re d estin ed to h it r o ugh s p ots a nd s e tb ack s th at m ust b e o verc o m e fo r th e r e vo lu tio n to s u cceed , a nd
 o ptim is m b eco m es a c rit ic al e le m ent fo r s u ccess. I f y o u lo se y o ur o ptim is m , y o u s to p d oin g th e w ork . Y ou s to p m ain ta in in g th in gs. Y ou s to p p uttin g
 o ne fo ot in fr o nt o f th e o th er, a nd , w hen th e m om ent fo r d ecis iv e a ctio n e m erg es, y o u m is s th e o pportu nit y . W it h o ut a b ase o f o ptim is m , r e vo lu tio ns
 fa il.
 As w e c o m ple te d th e re se arc h fo r th is b ook, w e re gain ed o ur o ptim is m . 
 We a re rid ic u lo usly o ptim is tic , in fa ct, a bout th e fu tu re o f
 b usin ess
 . N ot o nly w ere th ese p osit iv e d evia nts n o t th at h ard to fin d , th ey p ro vid ed le sso ns th at c an b e e asily in co rp ora te d in to m ost o rg aniz a tio ns
 to day. I n e ach o f th e c hap te rs o n th e fo ur c ap acit ie s, w e c lo se w it h a s e ctio n o n h o w to b uild th at c ap acit y in sid e y o ur o rg aniz a tio n. T o b e c le ar, w e
 a re n o t p re se ntin g th e c ase s tu d ie s in o rd er to d em onstr a te “ b est p ra ctic es.” ( If y o u r e ad 
 Hum aniz e
 , y o u k no w th at w e lit e ra lly th in k b est p ra ctic es
 a re e vil. ) Y our c halle nge is n o t to d o e xactly w hat th ese c o m panie s a re d oin g. Y our c halle nge is to le arn fr o m th em , to u se th eir e xp erie nces to
 sp ark a n ew a p pro ach to s u cceed in g in y o ur o w n c o nte xt.
 And y es, p erh ap s y o u c an s q ueeze a lit tle in sp ir a tio n fr o m th ese c ase s tu d ie s, a s w ell, a nd r e k in d le y o ur o w n o ptim is m . W e w ill n eed s o m e to
 m ak e th is re vo lu tio n h ap pen. N ot c o in cid enta lly , o ptim is m h as lo ng b een id entif ie d a s a k ey tr a it o f th e M ille nnia l g enera tio n. W hen w e fir s t re ad
 th at a b out M ille nnia ls , w e w ere a b it s k ep tic al, w ond erin g if o ptim is m m ig ht b e m ore o f a lif e -sta ge d is tin ctio n th an a g enera tio nal o ne. Y oung
 p eo ple , in g enera l, a re m ore o ptim is tic th an th e o ld er p opula tio n, r e gard le ss o f th e g enera tio nal m ix a t th e tim e. T his m ak es s e nse : W hen m ore o f
 y o ur lif e is a head o f y o u, it is s im ply e asie r to th in k a b out a ll th e p ossib ilit ie s. S o, w e th o ught o ptim is m m ig ht e ventu ally fa d e fr o m th e M ille nnia ls ’ lis t
 o f c hara cte ris tic s. It is so rt o f lik e c allin g th e M ille nnia l g enera tio n “re b ellio us” b ecause th ey a re p ush in g a gain st th e sta tu s q uo . T hat is n o t a
 M ille nnia l q ualit y — it is a y o uth q ualit y . E very g enera tio n r e b els w hen th ey a re y o ung, a nd w e th o ught th e s a m e m ig ht b e tr u e a b out th e M ille nnia ls ’
 o ptim is m .
 But th e o ld est M ille nnia ls a re in to th eir 3 0s n o w . T hey h ave c are ers a nd k id s a nd h o use s. H ave th ey r e ta in ed th eir o ptim is m ? A cco rd in g to o ne
 re se arc her, th ey m ost c erta in ly h ave. J e ffr e y A rn ett is a d evelo pm enta l p sy cho lo gis t fr o m C la rk U niv ers it y a nd h as b een s tu d yin g y o ung p eo ple fo r
 so m e tim e. T he u niv ers it y re cently p olle d m ore th an 1 ,0 00 p eo ple a ged 2 5 to 3 9, w hic h m eans h alf o f th e re sp ond ents w ere M ille nnia ls a nd h alf
 w ere fr o m th e y o unger p art o f G enera tio n X , a nd th e o ptim is m w as a sto und in g. A rn ett e xte nd ed th e a ge ra nge in th e p oll s p ecif ic ally to s e e if
 ta p pin g in to th e o ld er c o ho rt w ould r e d uce th e o ptim is m , b ut it d id n o t. A s u rp ris in g 7 7 p erc ent o f th e r e sp ond ents a gre ed w it h th e s ta te m ent, “ A t
 th is tim e o f m y lif e , it s till s e em s lik e a nyth in g is p ossib le .”
 Arn ett (w ho is n o t a M ille nnia l) c o uld a lm ost n o t c o m pre hend th is le vel o f o ptim is m , a s e vid enced b y h is re sp onse in a n in te rv ie w w it h 
 The
 W ash in gto n P ost
 ab out th at 7 7 p erc ent fig ure :
 That’s le ss th an th e 1 8- to 2 9-y ea r-o ld s, b ut it ’s still rid ic u lo usly h ig h, lik e, w hat a re th ey ta lk in g a bout? (la ughin g.) T he v ast
 majo rit y ( o f y o ung p eo ple s u rv eyed ) a re in a r e la tio nsh ip , h ave a k id , a j o b t h ey’v e h ad f o r f iv e y ea rs o r m ore . H ow is a nyth in g s till
 possib le ? I d on’t k now . I t’s a m azin gly r e silie n t, t h e o ptim is m t h ey’v e h ad s in ce t h eir e m erg in g a dult h ood.
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 They m ain ta in ed th eir o ptim is m d esp it e tr y in g to g et jo bs d urin g th e g re at r e cessio n a nd d esp it e c arry in g th e b urd en o f u np re ced ente d s tu d ent-
 lo an d eb t. I n o th er w ord s, th ey a re fig htin g th e fig ht o f th e r e vo lu tio n, b ut th ey r e m ain r id ic ulo usly o ptim is tic .
 We w ill e xp la in m ore in th e n ext c hap te r a b out th e b ro ad er h is to ric al c o nte xt o f th is m anagem ent r e vo lu tio n, b ut w e h ave s e en a p atte rn o f la rg e
 so cie ta l c hanges h ap penin g e very h und re d y ears o r s o , a nd e ach tim e th ere is a g enera tio n h ead in g in to y o ung-a d ult h o od th at h o ld s u s to geth er w it h
 th at s u rp ris in g o ptim is m a nd r e silie nce. T he M ille nnia ls a re d oin g th at to day. T he fu tu re o f b usin ess is s o m eth in g th at w e a ll c re ate to geth er— every
 g enera tio n in th e w ork fo rc e. W e a ll h ave a r o le , a nd p art o f th e M ille nnia ls ’ r o le is c le arly to b rin g th at o ptim is m . S o, le t’s s to p fr e ttin g a b out th e
 M ille nnia ls a nd a ll th eir e ntit le m ent, tr o phie s, a nd flip -flo ps, a nd le t’s fo cus in ste ad o n h o w th ey c an h elp u s to b e m ore d ig it a l, c le ar, flu id , a nd fa st
 so w e c an a ll g et b usy b rin gin g to lif e a n ew e ra fo r le ad ers h ip , m anagem ent, a nd b usin ess.
 The r e volu tio n is c o m in g. A re y ou r e ady? ; )
 2. G en era tio ns
 If y o u a re e ager to d iv e in to th e fo ur d riv in g p rin cip le s fo r s u ccess in o ur c hangin g e nvir o nm ent, p le ase , g o fo r it a nd h ead s tr a ig ht fo r C hap te r 3 .
 D ig it a l, C le ar, F lu id , a nd F ast a re c entr a l to th e fu tu re o f b usin ess, a nd if w e c an g et y o u to r u n w it h th o se id eas, th en w e w ill h ave d one o ur jo b.
 We d o b elie ve, h o w ever, th at th e m ost e ffe ctiv e s o lu tio ns in th e fu tu re o f b usin ess w ill b e c o nnecte d to to day’s u niq ue h is to ric al c o nte xt, s o in
 th is c hap te r w e e xp lo re w here a ll th is c hange is c o m in g fr o m , a nd th at m eans w e s h o uld p ause fo r ju st a m om ent a nd ta lk a b out e very o ne’s fa vo rit e
 to pic : g enera tio ns.
 We c an g uess w hat s o m e o f y o u a re th in k in g:
 Gen era tio ns? R ea lly ? H aven ’t w e h ea rd e n ough o f t h is g en era tio nal h yp e? I t’s f u ll o f h uge g en era liz a tio ns a bout m illio ns o f p eo ple
 th at fre q uen tly d on’t m atc h u p w it h th e a ctu al b eh avio r a nd a ttit u des o f th e p eo ple in m y o rg aniz a tio n. A nd w hen w e’re n ot
 vilif y in g a p artic u la r g en era tio n a s t h e c a use o f a ll o ur p ro ble m s, w e’re p uttin g it u p o n a p ed esta l a s t h e s h in in g e x am ple t o f o llo w .
 How d oes k now in g a bout g en era tio ns h elp m e c re a te a m ore p ow erfu l a nd e ffe ctiv e
 org aniz a tio n?
 We’re sic k o f th e hyp e, to o. B ut th at’s p art o f th e p ro ble m . 
 The h ype a nd th e o vers im plif ic a tio ns th at d om in ate th e g enera tio ns
 c o nvers a tio n h ave p re vente d u s fr o m s e ein g th e s e rio us im plic a tio ns th at g enera tio nal d if fe re nce s h ave fo r b usin ess
 . O ur re se arc h
 a nd e xp erie nce s a ys th at g enera tio nal k no w le d ge is c rit ic al to s u cceed in g in to day’s fa st- p aced , e ver- c hangin g e nvir o nm ent, b ut th e tr ic k is fig urin g
 o ut w hic h a sp ects o f th e g enera tio nal fie ld a re r e le vant a nd w hic h a re n o t.
 Willia m S tr a uss a nd N eil H ow e a re a rg uab ly th e m ost c re d ib le a uth o rit ie s o n g enera tio ns. T his h as b een th e p rim ary fo cus o f th eir a cad em ic
 c are er, a nd w e c o nsid er th em th e g o -to s o urc e o n a to pic th at h as n o s h o rta ge o f a uth o rs a nd c o nsu lt a nts c la im in g e xp ertis e . L ik e e very o ne w ho
 w rit e s a b out G enera tio n X ers , S tr a uss a nd H ow e h ave d em onstr a te d d eep k no w le d ge a b out th e d if fe re nces a m ong th e g enera tio ns in to day’s
 w ork fo rc e— Bab y B oom ers , G enera tio n X ers , a nd M ille nnia ls . W hat s e p ara te s S tr a uss a nd H ow e fr o m th eir p eers , a nd w hy w e lo ok to th em a s
 th e b asis fo r o ur th in k in g o n th is to pic , is th e d ep th a nd s tr o ng th eo re tic al fo und atio n o f th eir w ork . T hey id entif y 1 8 d is tin ct g enera tio ns in th e
 h is to ry o f th e U nit e d S ta te s, d atin g b ack to th e C olo nia l e ra in th e 1 600s, a nd fo r e ach g enera tio n th ey m ak e a c le ar a nd c o m pellin g c o nnectio n
 b etw een th e g enera tio n’s c o re v alu es a nd th e u niq ue h is to ric al c o nte xt in w hic h it g re w u p .
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 As h is to ria ns, th ey u nd ers ta nd h o w th e b ro ad er s o cia l
 a nd c ult u ra l tr e nd s s h ap e a nd d efin e th e d if fe re nt g enera tio nal c o ho rts , a nd th eir c o nclu sio ns p ro ve to b e m ore u se fu l a nd a p plic ab le th an th e o th er
 a uth o rs w ho p ic k r a nd om d ate s a nd u se s u rv ey d ata to te ll u s h o w d if fe re nt g enera tio ns th in k a nd a ct.
 Furth erm ore , th ey e xp la in h o w , o nce e very fo ur g enera tio ns in th is c o untr y , th ere is a m ajo r tr a nsit io n, w hic h h as a d eep im pact o n o ur n atio nal
 c ult u re , p olit ic s, a nd e co no m y.
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 In te re stin gly , w e d on’t te nd to h ear a b out th is 8 0-to -1 00-y ear c ycle in o ur h is to ry c la sse s in s c ho ol. I n ste ad , w e a re
 p re se nte d w it h a s im ple , lin ear p ro gre ssio n o f h is to ry . W e s tu d y th e w ars , th e e co no m ic u p s a nd d ow ns, a nd th e s o cia l a nd c ult u ra l d evelo pm ents ,
 a nd it a ll s e em s to m ove fo rw ard a lo ng a s tr a ig ht lin e fr o m th e d is ta nt p ast o n th ro ugh to th e p re se nt. B ut S tr a uss a nd H ow e id entif y a d eep er,
 c yclic al p atte rn th at m ore c lo se ly r e se m ble s th e r e p etit iv e tu rn in g o f th e fo ur s e aso ns th an a s tr a ig ht tim elin e fr o m p ast to fu tu re . E ach “ se aso n” in
 th is c ycle is r e p re se nte d b y a s in gle g enera tio n, w hic h tu rn s e very 2 0 y ears o r s o , a nd e very fo ur “ se aso ns” th e c ycle c o m ple te s, m ark ed b y a m ajo r
 so cie ta l tr a nsit io n.
 Str a uss a nd H ow e d esc rib e th is p atte rn in g re at d eta il in th eir b ook, 
 The F ourth T urn in g
 . W hen y o u lo ok a t th e p atte rn , it ’s a lm ost fr ig hte nin g
 in it s a ccura cy. 
 Once e very f o ur g enera tio ns ( r o ughly 8 0 t o 1 00 y ears ), t h ere h as b een a m ajo r w ar t h at m ark ed t h e e nd o f o ne e ra a nd
 th e b egin nin g o f a n ew o ne
 . T he fir s t tr a nsit io n w as d urin g th e R evo lu tio nary W ar in th e 1 770s, o bvio usly a b ig s h if t a s th e C olo nia l e ra g ave
 w ay to o ur fir s t e ra a s a n in d ep end ent n atio n. F la sh fo rw ard 8 0 o r 9 0 y ears fr o m th at p oin t a nd y o u e nd u p in th e A meric an C iv il W ar, a nd th en
 fo ur g enera tio ns la te r, lik e c lo ck w ork , th ere is a no th er tr a nsit io n: th e G re at D ep re ssio n a nd W orld W ar I I, w hic h r e p re se nts th e tr a nsit io n b etw een
 th e p re -m odern a nd m odern e ra s in th e U nit e d S ta te s.
 Here ’s w here it s ta rts to g et e ven m ore in te re stin g. 
 If y ou s k ip a head 8 0 y ears f r o m t h e D epre ssio n a nd W orld W ar I I, y ou e nd u p in t h e
 p re se nt, r a th er t h an t h e p ast. I t’s r ig ht n ow . T oday.
 2010 to 2 020. A nd , a s th e p atte rn w ould p re d ic t, fo ur g enera tio ns h ave tu rn ed s in ce th at
 tim e. T he G I g enera tio n ( a ls o c alle d th e “ G re ate st G enera tio n”) w as in y o ung a d ult h o od d urin g th e D ep re ssio n a nd W orld W ar I I, le ad in g u s in to
 th e m odern era . F ollo w in g th e G Is w ere th e S ile nt G enera tio n, th e B ab y B oom ers , and G enera tio n X ers , and no w w e have th e M ille nnia l
 G enera tio n e nte rin g y o ung a d ult h o od d urin g th e m ost re cent “ fo urth tu rn in g”— a tim e th at h is to ry p re d ic ts w ill b e y et a no th er s ig nif ic ant tr a nsit io n,
 fr o m o ne e ra to th e n ext. S o, a re w e r e ally e nte rin g a fu nd am enta l s h if t b etw een tw o e ra s r ig ht n o w ?
 Yes. A nd th at is p re cis e ly w hat th is b ook is a b out.
 We c anno t b e s u re o f w hat th e fu ll e xte nt o f th is s o cie ta l tr a nsit io n w ill lo ok lik e, b ut w e a re c le ar o n o ne p ie ce o f th e tr a nsit io n: b usin ess— th e
 w ay w e le ad a nd m anage o rg aniz a tio ns— is g o in g to ta k e o n a r a d ic ally n ew lo ok o ver th e n ext s e vera l y ears .
 A P erfe ct S to rm T ra n sfo rm in g M an ag em en t
 Managem ent is c hangin g p ro fo und ly a nd p erm anently . T hat m ay s o und lik e a d ra m atic s ta te m ent, b ut th ere is m ore th an e no ugh e vid ence to
 su p port it . I t’s n o t th at m anagem ent is g o in g a w ay. W e s till n eed to s c ale e ffo rt in sid e o ur o rg aniz a tio ns, a nd th at w ill c o ntin ue to r e q uir e th e b asic c o m ponents o f m anagem ent: str u ctu re s a nd p ro cesse s th at su p port c o lla b ora tio n, le ad ers h ip — at a ll le vels — th at e nab le s th e rig ht a ctio ns, a nd
 str o ng o rg aniz a tio nal c ult u re s th at m ak e th e w ho le g re ate r th an th e s u m o f th e p arts . B ut th e w ay th at w e d o th ese th in gs is n o w p ois e d to c hange
 fo re ver, d ue to th re e tr e nd s ( le t’ s c all th em fr o nts ) th at a re c o m in g to geth er in a p erfe ct s to rm , to day.
 The th re e tr e nd s a re :
 • T he d eclin e o f tr a d it io nal m anagem ent
 • T he s o cia l in te rn et r e vo lu tio n
 • T he M ille nnia l g enera tio n e nte rin g th e w ork fo rc e.
 Fro n t # 1: T he D eclin e o f T ra d it io n al M an agem en t
 It m ay s u rp ris e y o u to le arn th at m anagem ent w as in vente d o nly 1 00 y ears a go . C erta in ly h um an h is to ry h as g o ne th ro ugh th o usa nd s o f y ears o f
 e vo lu tio n in fig urin g o ut h o w to g et p eo ple to geth er in o rd er to g et th in gs d one (th o se P yra m id s d id n’t e xactly b uild th em se lv es, y o u k no w ), b ut
 m anagem ent a s w e k no w it , c o m ple te w it h s tr a te gic p la nnin g, d ele gatio n o f d utie s th ro ugho ut a h ie ra rc hy, jo b d esc rip tio ns, a nd h um an re so urc e
 d ep artm ents , is p re d om in antly a p ro duct o f th e 2 0th c entu ry .
 Prio r to 1 900 th ere ju st w asn ’t a n eed . T he e co no m y in th e U nit e d S ta te s w as m ostly a gric ult u ra l a nd e ntr e p re neuria l. T he in d ustr ia l r e vo lu tio n,
 w hic h b egan in th e e arly 1 800s a nd s ta rte d to p ic k u p s te am ( p un in te nd ed ) to w ard th e e nd o f th e c entu ry , s e t th e s ta ge fo r m odern m anagem ent.
 B ut it w asn ’t u ntil th e e arly 2 0th c entu ry th at th e m anufa ctu rin g e co no m y re ached th e tip pin g p oin t in it s g ro w th w here th e n eed fo r m anagem ent
 b ecam e w id e-sp re ad .
 And th e b rig hte st m in d s o f th e d ay r e sp ond ed . F re d eric k W in slo w T aylo r, n o w k no w n a s th e fa th er o f m odern m anagem ent, w as o ne o f th e fir s t
 p eo ple to c are fu lly s tu d y th e p ro cess o f w ork in g in in d ustr ia l s e ttin gs. F ocusin g o n e ffic ie ncy, h e s tu d ie d th in gs lik e th e p erfe ct w ay to s h o vel c o al
 a nd h o w to m otiv ate la b ore rs lo ad in g b ars o f ir o n o nto ra ilw ay c ars . In 1 911 , h e p ub lis h ed 
 The P rin cip le s o f S cie n tif ic M anagem en t
 , a nd
 m anagem ent w as b orn . T his c o de b ecam e th e sta nd ard fo r th e n ext 1 00 y ears . 
 Even to day, w e a re s till u sin g th e p ay-fo r-p erfo rm ance
 p rin cip le s th at T aylo r e sta blis h ed a t th e tu rn o f th e 2 0th ce ntu ry , a nd m any w id ely u se d m anagem ent p ro ce sse s lik e str a te gic
 p la nnin g, p erfo rm ance m anagem ent s y ste m s, a nd e ven s o m e o f t h e f o undatio nal c o nce pts in t h e le aders h ip f ie ld a ll h ave t h eir r o ots in
 th is a ppro ach .
 While o ne m ig ht have exp ecte d so m e change and in no vatio n in th is ap pro ach to m anagem ent o ver th e la st centu ry , it s sta yin g p ow er is
 c o nnecte d to it s p erfo rm ance. T he p ro ductiv it y a nd e ffic ie ncy g ain s w e h ave s e en in o ur e co no m y o f th e la st 1 00 y ears a re s ta ggerin g. In d ustr ia l
 p io neer H enry F ord w as a b le to a p ply th e id eas in s c ie ntif ic m anagem ent to h is re vo lu tio nary a sse m bly lin e p ro cess, re d ucin g th e tim e it to ok to
 m anufa ctu re a M odel T fr o m 1 2.5 h o urs to ju st 9 3 m in ute s. A d ecad e la te r, F ord w as p ro ducin g n early 1 0,0 00 c ars a d ay, a nd n early a c entu ry
 la te r, F ord w as c ele b ra tin g th e p ro ductio n o f it s 3 50 m illio nth v ehic le .
 Our p ro gre ss s e em s r e le ntle ss a nd u nsto ppab le , a nd fu nd am enta lly w e h ave th e r e vo lu tio n o f s c ie ntif ic m anagem ent to th ank . W ell, it w asn ’t o nly
 sc ie ntif ic m anagem ent— machin es p la yed a n im porta nt ro le a s w ell. O ur a b ilit y to m aste r th in gs lik e e le ctr ic it y , th e in te rn al c o m bustio n e ngin e,
 c hem ic als , a nd te le co m munic atio n d ro ve o ur p ro ductiv it y a s m uch a s m anagem ent d id . I f a nyth in g, o ur m achin es in sp ir e d o ur m anagem ent a s m uch
 a s th at e arly re se arc h d id . 
 Modern m anagem ent tr e ate d th e o rg aniz a tio n lik e a m ach in e, w it h it s c o m ponent p arts , flo w s o f in puts a nd
 o utp uts a nd d ebit s a nd c re dit s , a nd a n u nquestio nably h ie ra rc h ic a l s tr u ctu re , w here p ow er a nd c o ntr o l w ere p la ce d a t t h e t o p o r c o re
 b eca use t h e p erip hery o f t h e o rg aniz a tio n— th e w ork ers a nd e m plo yees— were e xpecte d t o f o llo w in str u ctio ns a nd d o t h eir p art, m uch
 lik e c o gs in a m ach in e.
 Over th e y ears , r e se arc hers a nd p ra ctit io ners h ave c erta in ly la unched s o m e c halle nges to th e m echanic al a p pro ach to r u nnin g o rg aniz a tio ns. A s
 e arly a s th e la te 1 920s, r e se arc hers s ta rte d e xam in in g th e h um an fa cto rs in p ro ductio n, d is c o verin g th at s o cia l fa cto rs in flu enced p erfo rm ance m uch
 m ore th an p re vio usly re aliz e d , and th in gs lik e gro up no rm s and th e “in fo rm al o rg aniz a tio n” als o p la yed an im porta nt p art.
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 In th e 1940s,
 p sy cho lo gis t K urt L ew in a nd o th ers d evelo ped th e n ew fie ld o f O rg aniz a tio n D evelo pm ent, w hic h fo cuse d o n g ro up d ynam ic s a nd o rg aniz a tio nal
 le arn in g. I n 1 960, M IT B usin ess S cho ol p ro fe sso r D ougla s M cG re go r p ub lis h ed h is m anagem ent c la ssic , 
 The H um an S id e o f E nte rp ris e
 , w hic h
 m ad e th e fa m ous d is tin ctio n b etw een w hat h e te rm ed th e “ T heo ry X ” a nd “ T heo ry Y ” a p pro aches to m anagem ent, w it h th e X c o ho rt o f m anagers
 b elie vin g w ork ers a re fu nd am enta lly la zy a nd n eed to b e c o erc ed to p ro duce, a nd th e Y c o ho rt b elie vin g e m plo yees a re s e lf - m otiv ate d a nd n eed to
 b e s u p porte d to le t th eir fu ll p ote ntia l b e r e aliz e d .
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 These m ore hum an-c e nte re d id eas, how ever, have never su cce ssfu lly ch alle nged th e dom in ance of th e m ach in e m odel of
 m anagem ent.
 Even th o ugh o ur e co no m y a nd s o cie ty h ave s h if te d o ut o f th e in d ustr ia l a nd m anufa ctu rin g a ge a nd in to th e in fo rm atio n a ge, o ur
 m echanic al a p pro ach to m anagem ent h asn ’t c hanged . W e h ave m ore la p to ps a nd c ub ic le s th an w e d o fa cto ry flo ors th ese d ays, b ut o rg aniz a tio nal
 str u ctu re s, str a te gic p la nnin g, c o m pensa tio n str a te gie s, m id dle m anagem ent, a nd silo w ars h ave re m ain ed . O ur e co no m y h as c hanged , b ut o ur
 m anagem ent n o t s o m uch. C ontr o l is s till th e p rim ary o bje ctiv e. L in ear, c ause -e ffe ct le vers a re th e to ols o f c ho ic e fo r m anagers w ho n eed ed to g et
 th e m ost o ut o f th eir h um an “ re so urc es.” A nd le ad ers h ip is u nq uestio nab ly tie d to th e p osit io ns o f a uth o rit y a t th e to p o f th e o rg aniz a tio nal c hart. W e
 h ave b een m anagin g th e in fo rm atio n a ge u sin g a m achin e a p pro ach.
 But a t w hat c o st? 
 In t h e la st d eca de t h ere h as b een a g ro w in g b ody o f e vid ence t h at s u ggests o ur m ach in e a ppro ach t o m anagem ent
 m ay b e s h ow in g s ig ns o f a ge, th e m ost c o m pellin g o f w hic h is a ro und e m plo yee e ngagem ent.
 The m ost re cent re p ort fr o m th e G allu p
 C orp ora tio n o n e m plo yee e ngagem ent in th e U nit e d S ta te s s h o w s o nly th re e o ut o f 1 0 e m plo yees a re a ctu ally e ngaged a t w ork , a nd n early tw o o ut
 o f 1 0 a re s o d is e ngaged th at th ey a re a ctiv ely a nd in te ntio nally m ak in g th eir w ork pla ces w ors e . J u st im agin e th e p ro ductiv it y g ain s w e c o uld h ave
 a chie ved o ver th e la st 1 00 y ears w it h h ig her e ngagem ent. A 5 0 p erc ent e ngagem ent s c o re s till s e em s p re tty e m barra ssin g, y et it w ould r e p re se nt a
 6 7 p erc ent in cre ase o ver w hat w e h ave n o w . A nd , a s o utr a geo us a s th ese n um bers s o und , G allu p h as b een tr a ck in g th ese m etr ic s s in ce 2 000, a nd
 th ey h aven’t c hanged s ig nif ic antly in m ore th an 1 0 y ears . T here a re s m all v aria tio ns y ear to y ear, b ut th e b asic ra tio o f a b out 3 0 p erc ent tr u ly
 e ngaged , 5 0 p erc ent m ostly p unchin g th e c lo ck , a nd 2 0 p erc ent a ctiv ely d is e ngaged h as s ta yed th e s a m e. We k no w th at th is is a p ro ble m , b ut w e c an’t m ove th e n eed le o n a s o lu tio n. T he s a m e c an b e s a id fo r th e is su e o f o rg aniz a tio nal a gilit y . L ead ers
 fr o m e very in d ustr y c o m pla in to u s a b out th eir in ab ilit y to k eep u p w it h th e p ace o f c hange, r e sp ond to c usto m er d em and s, o r a d ap t to th e c hangin g
 te chno lo gy la nd sc ap e, y et n o o ne s e em s to b e c ap ab le o f c o m in g u p w it h a nsw ers to th ese c halle nges. 
 Not c o in cid enta lly , m ach in es, b y th eir
 d esig n, a re n ot v ery g ood a t e it h er e ngagem ent o r a gilit y .
 Machin es d o n o t e ngage th eir p arts in th e c o -c re atio n o f th e w ork — th ey d ic ta te
 th e te rm s a nd d em and c o m plia nce. M achin es a ls o d o n o t c hange m id -str e am . W e h ave to ta k e o ur m achin es o fflin e a nd c hange th em if w e w ant
 th em to b ehave d if fe re ntly . W hile o ur m achin e a p pro ach to m anagem ent h as ta k en u s to g re at h eig hts , th e p la te au w e a re o n to day is a r e fle ctio n o f
 a n a p pro ach th at h as m oved p ast it s p rim e.
 Fro n t # 2: T he S ocia l I n te rn et R evo lu tio n
 Again st th e b ack dro p o f th e d eclin e o f o ur tr a d it io nal, m achin e-o rie nte d a p pro ach to m anagem ent, a s e p ara te s to rm h as b een b re w in g o ver a
 c o up le o f d ecad es th at is g o in g to a ctu ally in cre ase th e p re ssu re o n th e o ld m odel. T his s e co nd fr o nt in th e p erfe ct s to rm is th e s o cia l in te rn et, a nd
 w hile m ost p eople r e co gniz e th e s ig nif ic a nce o f th e in te rn et in c h angin g o ur s o cie ty b ro adly s p eak in g, n ot a s m any h ave c o nnecte d
 th ose c h anges t o a n in evit a ble s h if t in h ow w e r u n o ur o rg aniz a tio ns
 .
 It is u nd enia b le th at th e in te rn et h as c hanged o ur e co no m y. W ay b ack in 1 999, 
 Tim e
 magazin e’s p re stig io us “ P ers o n o f th e Y ear” a w ard w as
 g iv en to J e ff B ezo s, th e fo und er o f th e o nlin e r e ta ilin g p io neer, 
 Amazo n.c o m
 . J u st s e ven y ears la te r, h o w ever, 
 Tim e’s
 Pers o n o f th e Y ear w as y o u.
 “Y es, y o u,” th e 
 Tim e
 co ver a nno unced , “ Y ou c o ntr o l th e in fo rm atio n a ge. W elc o m e to y o ur w orld .” T he a w ard w ent n o t to a s p ecif ic in d iv id ual
 b ut to th e m illio ns o f p eo ple a ro und th e w orld w ho w ere n o w c re atin g a nd s h arin g c o nte nt o n th e in te rn et. I n th e fir s t d ecad e o f th is n ew m ille nniu m ,
 th e in te rn et h ad b een tr a nsfo rm ed in to th e “ so cia l in te rn et.” B lo gs, Y ouT ub e, W ik ip ed ia , F aceb ook, T w it te r— su d denly th e e xp lo sio n o f c o nte nt,
 in fo rm atio n, n ew s, a nd e nte rta in m ent o n th e in te rn et w as b ein g c re ate d a nd s h are d in la rg e p art b y a n a rm y o f a m ate urs , ra th er th an b ein g in th e
 e xclu siv e d om ain o f p ro fe ssio nal p ub lis h ers .
 As th is s o cia l in te rn et r e vo lu tio n s p re ad , it b ecam e e m bed ded in sid e o ur o rg aniz a tio ns, th o ugh n o t w it h o ut s o m e r e sis ta nce. I n th e e arly d ays o f
 so cia l m ed ia , c o m panie s w ere c aught o ff g uard b y s o cia l m ed ia , a s e vid enced b y e p is o des lik e th e “ U nit e d B re ak s G uit a rs ” v ir a l v id eo o r th e
 m om my b lo ggers ’ b ack la sh a gain st M otr in , w hic h im plie d in o ne o f it s a d s th at c arry in g b ab ie s in a s lin g m ig ht c ause m oth ers p ain . B ut, s in ce th at
 tim e, c o rp ora te s o cia l m ed ia h as b een c atc hin g u p . C om panie s la rg e a nd s m all a re c re atin g b lo gs, F aceb ook p ages, T w it te r a cco unts , a nd a s s o on
 a s a ny n ew s o cia l p la tfo rm b eco m es p opula r, th e b ra nd s w ill s o on b e th ere . W e a re e ven s e ein g s o m e c o m panie s b eco m in g m ore s tr a te gic a b out
 th eir s o cia l m ed ia in it ia tiv es a nd r a is in g th e b ar o n R O I m etr ic s. M ark etin g is fla t- o ut d if fe re nt th an it u se d to b e. W hen J a m ie r e cently tw eete d “ Is it
 w ro ng th at I lu st a fte r a C hevy C am aro ?” th e G M tw it te r a cco unt r e sp ond ed d ir e ctly to h im w it h in 1 5 m in ute s w it h a o ne-w ord r e sp onse : “ N ope.”
 Well p la yed , G enera l M oto rs , w ell p la yed .
 But h ere ’s th e p ro ble m : A lt h o ugh w e fo cus o n m ark etin g, th e s o cia l in te rn et re vo lu tio n is a ctu ally m uch d eep er. W hen y o u lo ok p ast th e n ew
 to ols , y o u s e e a m ore im porta nt s h if t in s o cie ty th at h as h uge im plic atio ns fo r le ad ers h ip a nd m anagem ent:
 The s o cia l in te rn et h as p erm anently s h if te d t h e b ala nce o f p ow er b etw een in div id uals a nd in stit u tio ns.
 In h is b ook 
 Ig nit in g t h e I n vis ib le T rib e
 , J o sh A lla n D yk str a p oin ts o ut th at b efo re th e s o cia l in te rn et, fo ur k ey r e so urc es in s o cie ty w ere s c arc e
 a nd th ere fo re v ery v alu ab le :
 • 
 Id eas
 : a ccess to th e b est k no w le d ge, id eas, a nd in fo rm atio n ( th ro ugh e lit e u niv ers it ie s, lib ra rie s, o r e xp ensiv e e ncyclo ped ia s);
 • 
 Ente rta in m ent
 : a ccess to e nte rta in in g c o nte nt ( th ro ugh te le vis io n, r a d io , o r th e m ovie th eate rs );
 • 
 Reso urc e s
 : a ccess to fin ancia l o r p hysic al r e so urc es ( th ro ugh b ank s a nd tr a nsp orta tio n n etw ork s);
 • 
 People
 : a ccess to th e p eo ple y o u n eed to h elp y o u a cco m plis h th in gs ( th ro ugh y o ur p ers o nal n etw ork ).
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 In d iv id ua a ccess to a ll th o se th in gs w as lim it e d ( h ence th e s c arc it y ), a nd th at m ad e th e in stit u tio ns th at c o ntr o lle d th e a ccess to th ese r e so urc es
 v ery p ow erfu l. U niv ers it ie s, b ank s, re co rd la b els , la rg e c o rp ora tio ns— we a ll n eed ed th ese in stit u tio ns to g et w hat w e n eed ed . T oday, h o w ever,
 th at is n o t a s m uch th e c ase . T ho se in stit u tio ns s till h ave p ow er, m in d y o u, b ut o ur r e la tio nsh ip to th em a s in d iv id uals h as c hanged , b ecause th o se
 re so urc es a re s im ply n o t a s s c arc e a s th ey u se d to b e, th ank s in la rg e p art to th e s o cia l in te rn et.
 Now w e c an u se G oogle to g et a ccess to in fo rm atio n th at u se d to b e s c arc e. T he e lit e b usin ess m agazin es lik e 
 Forb es
 and 
 Harv ard B usin ess
 R ev ie w
 are p ub lis h in g la rg e v o lu m es o f c o nte nt fo r fr e e, o uts id e o f th eir s u b sc rib er s e ctio n. A nd e ven u niv ers it ie s lik e H arv ard , S ta nfo rd , a nd M IT
 a re o ffe rin g M OOCs ( M assiv e O pen O nlin e C ours e s), th ro ugh w hic h p eo ple n o w h ave a ccess to h ig h q ualit y e d ucatio n fo r fr e e. Y ouT ub e o ffe rs
 m ore v id eo e nte rta in m ent th an w e e ver c o uld h ave im agin ed fin d in g a t a B lo ck buste r v id eo s to re (re m em ber th o se ?), a nd a s o f 2 012, A pple ’s
 iT unes s to re w as o ffe rin g m ore th an 2 6 m illio n s o ngs fo r s a le , w hic h is q uit e a b it m ore th an th e r e co rd la b els w ere s e nd in g to r e co rd s to re s w hen
 m any o f u s w ere g ro w in g u p . E ven a ccess to m oney is b ein g d is ru p te d , a s s ta rtu p s c an tu rn to c ro w dfu nd in g s o urc es lik e K ic k sta rte r r a th er th an
 b ein g lim it e d to tr a d it io nal le nd in g in stit u tio ns. W here a ccess to id eas, e nte rta in m ent, r e so urc es, a nd p eo ple u se d to b e lim it e d , it is n o w a b und ant.
 In s h o rt, w e a s in d iv id uals h ave m ore p ow er.
 And w e lik e it .
 It’s p art o f w hat it m eans to b e h um an, a ctu ally . P sy cho lo gis ts r e fe r to it a s 
 agency
 : th at “ su b je ctiv e a w are ness th at o ne is in it ia tin g, e xecutin g,
 a nd c o ntr o llin g o ne’s o w n v o lit io nal a ctio ns in th e w orld .”
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 We a re h ard w ir e d to w ant th is , s o th e fa ct th at th e s o cia l in te rn et h as re arra nged th e
 g am e in o ur fa vo r a s h um ans is a ctu ally a b ig d eal. It is n o su rp ris e , in th at se nse , th at th e in te rn et p la yed a sig nif ic ant ro le in th e d em ocra tic
 m ovem ents o f th e A ra b S prin g th at s ta rte d in 2 010. T he s o cia l in te rn et h as n o p artic ula r p olit ic al a ffilia tio n, b ut it d efin it e ly lik es g iv in g p ow er to th e
 p eo ple .
 Whic h b rin gs u s b ack to th e c ru m blin g m achin e m odel o f m anagem ent. T ra d it io nal m anagem ent is d ep end ent o n th e c entr a liz a tio n o f p ow er a nd
 c o ntr o l, th us th e s o cia l in te rn et is o nly a d din g to th e m ountin g p re ssu re o n th e m achin e a p pro ach to le ad ers h ip a nd m anagem ent to c hange. 
 The
 m ore t h at in div id uals e xperie nce t h e n ew p ow er t h at t h e s o cia l in te rn et is d eliv erin g, t h e m ore c o nfu se d a nd f r u str a te d t h ey b eco m e tr y in g t o o pera te in t r a dit io nal b ure aucra cie s a nd h ie ra rc h ie s.
 And w hile th e s o cia l in te rn et b y it s e lf h as n o t p ush ed tr a d it io nal m anagem ent to
 a tip pin g p oin t, th ere is o ne m ore fr o nt in th is p erfe ct s to rm th at ju st m ig ht d o th e tr ic k .
 Fro n t # 3: T he M ille n nia l G en era tio n
 Ente rin g t h e W ork fo rc e
 We tit le d th is b ook 
 When M ille n nia ls T ake O ver
 fo r a re aso n. It’s n o t th at th e M ille nnia l g enera tio n is a ny b ette r, s m arte r, m ore s p ecia l, o r
 m ore p re sc ie nt th an a ny o f th e o th er g enera tio ns in to day’s w ork fo rc e— it ’s n o t. I t is s im ply b ecause th e M ille nnia l g enera tio n h ap pens to o ccup y a
 u niq uely p ow erfu l p osit io n in o ur h is to ry . M ille nnia ls a re th e g enera tio n e nte rin g y o ung a d ult h o od a s w e u nd erg o th e “ fo urth tu rn in g” tr a nsit io n to
 w hic h w e r e fe rre d e arlie r, a nd th e fo rc es s h ap in g th is g enera tio n a re c o nvenie ntly a lig ned w it h th e o th er tw o tr e nd s in th e s to rm th at is fo rc in g u s to
 c hange th e w ay w e le ad a nd m anage. A dd to th is th eir s iz e — th e M ille nnia l g enera tio n is th e la rg est g enera tio n in th e h is to ry o f th e U nit e d S ta te s,
 c lo se to 8 0 m illio n p eo ple — and th e M ille nnia ls b eco m e a g enera tio n th at w ill fin ally p ush th e d eclin e o f th e m achin e a p pro ach to m anagem ent o ver
 th e e d ge. 
 In 2 020 M ille nnia ls w ill b e t h e la rg est s e gm ent o f t h e w ork fo rc e , ju st a s t h ey a re a sce ndin g in to m anagem ent p osit io ns.
 The p erfe ct s to rm is h ere .
 That m eans a ll o f u s (in clu d in g th o se o f u s w ho a re M ille nnia ls ) n eed to u nd ers ta nd w hat is sh ap in g a nd g uid in g th e M ille nnia l g enera tio n.
 U nfo rtu nate ly , th is is w here m uch o f th e lit e ra tu re o n g enera tio ns le ts u s d ow n. O pera tin g w it h o ut a c le ar th eo re tic al fo und atio n, m any a uth o rs e nd
 u p c o ntr a d ic tin g e ach o th er a nd m ak in g c la im s th at a re d if fic ult to ju stif y , w hic h e nd s u p lo w erin g th e c re d ib ilit y o f th e e ntir e to pic . T his is
 u nfo rtu nate , b ecause th e th eo ry is b oth w ell g ro und ed a nd e asy to u nd ers ta nd .
 In s h o rt, 
 genera tio ns a re f o rm ed b y c y cle s in t h e e volu tio n o f o ur n atio n’s h is to ry a nd c u lt u re
 . S tr a uss a nd H ow e id entif ie d th e c rit ic al
 p atte rn th at is a t th e fo und atio n o f th e th eo ry : E very 3 0 o r 4 0 y ears th ere a re tr e nd s a nd e vents th at c o m e to geth er in a w ay th at g alv aniz e s u s a s a
 n atio n. S tr a uss a nd H ow e c all th em “ so cia l m om ents ” in o ur h is to ry , a nd th e p erio d s p annin g th e G re at D ep re ssio n a nd W orld W ar I I is a p rim e
 e xam ple o f a s o cia l m om ent fr o m th e 2 0th c entu ry . T he id ealis tic a nd s o cia lly re vo lu tio nary tim e th at w e c all “ th e S ix tie s” in th is c o untr y (w hic h
 re ally e xte nd ed in to th e e arly 1 970s) is a no th er s o cia l m om ent.
 In e ach c ase , a g enera tio n o f y o ung p eo ple c am e o f a ge ( tr a nsit io ned fr o m c hild ho od to a d ult h o od) d urin g th o se s o cia l m om ents a nd w ere th us
 sig nif ic antly s h ap ed b y th o se h is to ric al e vents . F or th e D ep re ssio n a nd W orld W ar II, it w as th e G I G enera tio n (b orn b etw een 1 901 a nd 1 924),
 a nd fo r th e S ix tie s, it w as th e B ab y B oom ers (b orn b etw een 1 943 a nd 1 960). Im med ia te ly fo llo w in g e ach s o cia l m om ent, th ere w as a p erio d o f
 tim e w hen w e r e co vere d fr o m e it h er th e e xte rn al g lo bal c ris is o f W orld W ar I I o r th e m ore in te rn al s o cia l r e vo lu tio n o f th e S ix tie s. T hese r e co very
 p erio ds a ls o e ach p ro duced a d is tin ct g enera tio n: th e S ile nt G enera tio n ( b orn b etw een 1 925 a nd 1 942) a nd G enera tio n X ( b orn b etw een 1 961 a nd
 1 981), r e sp ectiv ely .
 Every g enera tio n is s h ap ed b y w hat h ap pens a ro und th em a s th ey c o m e o f a ge:
 • T he S ile nt G enera tio n, g ro w in g u p a s o ur c o untr y w ork ed th ro ugh a nd re co vere d fr o m W orld W ar II a nd th e D ep re ssio n, h as a lw ays b een
 fo cuse d o n s e curit y , d ela yed r e w ard , a nd n o t b uck in g th e s y ste m . T hey lo ve c o m mand a nd c o ntr o l.
 • T he B ab y B oom ers , o n th e o th er h and , g re w u p d urin g a p erio d o f s o cia l u p heaval a nd r e vo lu tio n. T hey te nd to v alu e te am work , g ro up e ffo rts ,
 lo ng h o urs , o ptim is m , a nd m ak in g a d if fe re nce.
 • G enera tio n X ers g re w u p a s w e r e co vere d fr o m th e S ix tie s a nd w ere d ealin g w it h c halle nges lik e in cre asin g d iv o rc e r a te s, c o rp ora te la yo ffs ,
 and a su rg e in b oth p are nts w ork in g o uts id e o f th e h o m e. T hat’s w hy G en X ers a re k no w n to b e in d ep end ent, so m ew hat c ynic al, a nd
 ad ap ta b le .
 This is o bvio usly a c urs o ry e xp la natio n o f th e c hara cte ris tic s o f e ach g enera tio n in th e w ork pla ce to day, th o ugh it w ill s u ffic e fo r th e p urp ose s o f
 th is b ook. I f y o u’re c urio us to le arn m ore o f th e d eta ils , r e ad J a m ie ’s e b ook 
 Gen era tio nal D iv ersit y in t h e W ork pla ce
 ,
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 or y o u c an g o d ir e ctly
 to th e s o urc e— Str a uss a nd H ow e— and r e ad e it h er o f th eir tw o b ooks fr o m th e 1 990s, 
 Gen era tio ns
 and 
 The F ourth T urn in g
 .
 Whic h b rin gs u s to th e M ille nnia ls ( b orn b etw een 1 982 a nd 2 004). T he M ille nnia ls a re a b it h ard er to d efin e, b ecause th e s o cia l m om ent th at is
 sh ap in g th em a s a g enera tio n is h ap penin g r ig ht n o w . I t is h ard er to p ut y o ur fin ger o n a h is to ric al tr e nd w hen y o u a re in it . T hat b ein g s a id , w e’re
 n o t g o in g to s it a ro und a nd w ait 2 0 y ears to s ta rt u nd ers ta nd in g th is g enera tio n, s o w e h ave id entif ie d fo ur im porta nt tr e nd s th at a re h ap penin g r ig ht
 n o w th at a re s h ap in g th e M ille nnia l g enera tio n a s th ey c o m e o f a ge:
 • T he s o cia l in te rn et
 • A bund ance
 • D iv ers it y
 • T he e le vate d s ta tu s o f c hild re n.
 The s o cia l in te rn et
 The m ost o bvio us fa cto r s h ap in g M ille nnia ls ( a nd o ne th at p re tty m uch e very a uth o r o n th e to pic a gre es is im porta nt) is th e s o cia l in te rn et. T he
 M ille nnia ls h ave g ro w n u p w it h th e in te rn et in te gra te d in to th eir liv es. T hey ta k e it a s a g iv en. T hey a re n o t a s a m aze d a s th e r e st o f u s a re a t h o w
 fa st G oogle c an g enera te 5 m illio n re le vant w eb lin k s in a m atte r o f m illis e co nd s (n o t to m entio n th e fa ct th at G oogle k no w s w hat y o u’re ty p in g
 b efo re y o u’v e fin is h ed ). T hat’s n o t a m azin g— th at’s ju st n o rm al to th em . T hey’v e k no w n n o o th er w ay o f re tr ie vin g in fo rm atio n. A nd M ille nnia ls
 h ave s p ecif ic ally b een r a is e d o n th e s o cia l in te rn et. T hey h ave b een fr ie nd in g, fo llo w in g, a nd c re atin g a nd s h arin g c o nte nt s in ce th ey w ere c hild re n.
 W hile w e a ll h ave le arn ed h o w to d o th o se th in gs in th e la st 1 0 y ears o r s o , th e M ille nnia ls le arn ed it w hen th ey k new n o o th er w ay, a nd th is h as
 sh ap ed th em a s a g enera tio n. Ste ve B ors c h w ro te a b rie f p ap er o n th e “ R is e o f th e I n te rn et C ult u re ” b ack in 2 006. H e in te rv ie w ed s o m e c o lle ge s tu d ents w ho w ere a b out 2 0
 y ears o ld a t th e tim e (m eanin g th ey w ere b orn in o r a ro und 1 986, w hic h m ak es th em a m ong th e e arly M ille nnia ls ). T hese e arly a d opte rs w ere
 a lr e ad y e m bra cin g a d if fe re nt a p pro ach to a ccessin g c o nte nt, u sin g th e th en n o vel te chno lo gy o f R SS fe ed s, a s Jo sia h, a 2 0-y ear- o ld c o lle ge
 stu d ent r e p orte d :
 I d on’t g o a ctiv ely fin din g in fo rm atio n s o m uch a s I’v e u se d te ch nolo gie s lik e s y n dic a tio n a nd in sta nt c o m munic a tio n to s e t u p a
 str e a m o f in fo rm atio n t h at c o m es t o m e, 2 4/7 .
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 Jo sia h w ent o n to e xp la in th at w hen h e fo und it d if fic ult to fin d th e in fo rm atio n h e n eed ed , h e s im ply fo und p eo ple w ho h ad th e e xp ertis e a nd
 w ork ed w it h th em to c re ate a n a p plic atio n th at w ould s o lv e th e p ro ble m . In o th er w ord s, if th ey n eed ed a p ro ble m s o lv ed , th ey to ok c are o f it
 th em se lv es.
 As B ors c h c o nclu d ed in h is r e p ort:
 This is n ot a n u nusu al re sp onse fo r J o sia h o r m any o th ers: if s o m eth in g th ey n eed o r w ant is n ot a vaila ble , th ey s im ply fig ure o ut
 how to c re a te it o n th eir o w n. In fa ct, th is b eh avio r c a lls o ut a fu ndam en ta l d if fe re n ce b etw een th ose liv in g in a p artic ip atio n
 cu lt u re v s. t h ose w ho h ave c o m e b efo re .
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 When y o u g ro w u p in th e a ge o f s o cia l m ed ia a nd y o u b uy a d ig it a l c am era th at d oesn ’t p erfo rm in th e e xact w ay th at y o u w ant it to , y o u s im ply
 re ach o ut to y o ur s o cia l n etw ork s a nd fin d o ut h o w to c hange it — or “ h ack ” it — on y o ur o w n. I n th e e nd , y o u’ll o w n a c am era th at d oes th in gs th at
 th e m anufa ctu re r m ay n o t h ave in te nd ed fo r it to d o. T his m ig ht so und d is tu rb in g to th e m anufa ctu re r (a nd p artic ula rly it s B ab y B oom er a nd
 G enera tio n X m anagers ), b ut to th e M ille nnia ls th is is s im ply h o w y o u g et th in gs d one.
 This has so m e im porta nt im plic atio ns fo r th e w ork pla ce. A s M ille nnia ls gro w in num bers in th e w ork fo rc e, w e w ill se e m ore and m ore
 im patie nce w it h th e s lo w s p eed o f b ure aucra cy a nd th e c o ntr o ls th at lim it a ctio n, p artic ula rly fr o m p eo ple lo w er in th e h ie ra rc hy. 
 The M ille nnia ls
 m ay n ot b e t h e f ir s t g enera tio n t o b e f r u str a te d w it h b ure aucra cy a nd h ie ra rc h y, b ut t h ey a re t h e f ir s t g enera tio n t o h ave b een g iv en
 to ols , o n a h uge s ca le , t o g et a ro und t h em .
 Abundan ce
 The s e co nd fa cto r s h ap in g th e M ille nnia l g enera tio n is a b und ance. T here a re m ore c ars th an th ere a re lic ense d d riv ers in th is c o untr y , a nd w e
 a ctu ally s p end m ore , a s a n atio n, o n tr a sh b ags th an 9 0 o th er n atio ns s p end o n 
 ev ery th in g
 .
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 Perh ap s th e m ost g la rin g e vid ence o f th e s p ik e in
 a b und ance in w hic h th e M ille nnia ls a re g ro w in g u p , h o w ever, is s e lf - sto ra ge. T he s e lf - sto ra ge in d ustr y ra k es in $ 24 b illio n in re venue e ach y ear.
 T hat’s u p fr o m $ 17 b illio n ju st 1 0 y ears a go ,
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 and it h as b een th e fa ste st g ro w in g s e gm ent o f th e c o m merc ia l re al e sta te b usin ess fo r th e la st 4 0
 y ears .
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 There is n o w 7 .3 s q uare fe et o f s e lf - sto ra ge s p ace fo r e very m an, w om an, a nd c hild in th is c o untr y . B ear in m in d , th is is a n in d ustr y th at d id
 n o t e xis t in th e G re at D ep re ssio n. B ack th en, w e d id n o t h ave th e “ p ro ble m ” o f h avin g s o m uch s tu ff th at w e lit e ra lly c o uld n o t fit it in to o ur h o use s,
 fo rc in g u s to c re ate th ese a uxilia ry “ stu ff h o use s” to s o lv e th e p ro ble m ( a nd , fo r th e r e co rd , a vera ge h o m e s iz e w as lo w er in th o se d ays, to o). T hat’s
 a b und ance.
 When yo u co m bin e m ate ria l ab und ance w it h th e in fo rm atio n ab und ance th at th e in te rn et has b ro ught th is genera tio n, yo u end up w it h a
 g enera tio nal c o ho rt th at s im ply h as h ig her s ta nd ard s. T hey e xp ect re so urc es to b e a vaila b le , b ecause th ey a lw ays h ave b een. B asic n eed s a re a
 fo re go ne c o nclu sio n, s o th ey lo ok fo r m ore . I f y o u w ant a c ro ss-g enera tio nal d em onstr a tio n o f th e d if fe re nt e xp erie nce M ille nnia ls h ave in to day’s
 w orld , ju st lo ok a t v id eo g am es. M ille nnia ls a re n o t th e o nly g enera tio n to e xp erie nce v id eo g am es. G enera tio n X g re w u p w it h P ong, A ta ri, a nd
 S pace I n vad ers , b ut th e g am es w ere tw o-d im ensio nal a nd y o u c o uld p la y w it h ( a t m ost) e xactly o ne o th er p la yer, w ho h ad to b e s it tin g r ig ht n ext to
 y o u. I n to day’s g am in g e nvir o nm ent, p la yers c an b e im mers e d in a d eta il- ric h, th re e-d im ensio nal in te rfa ce, w it h s e vera l ( if n o t th o usa nd s) o f o th er
 p la yers o nlin e s im ult a neo usly . In th e v ery p opula r g am e W orld o f W arc ra ft, p la yers c o m e to geth er in g ro up s c alle d G uild s, w hic h a llo w s th em to
 le vera ge th e d if fe re nt s tr e ngth s o f th e v ario us c hara cte rs a nd b e m ore s u ccessfu l in th e g am e ( th e g uild fe atu re , b y th e w ay, w as o rig in ally c re ate d b y
 th e use rs th em se lv es, no t th e m ak ers o f th e gam e). M ille nnia ls ’ gam in g exp erie nces gro w in g up are ab und antly ric h, co m ple x, and cre ativ e
 c o m pare d to th o se o f G enera tio n X .
 Then M ille nnia ls s h ow u p in th e w ork fo rc e , w here th ey a re e xpecte d to fo llo w o rd ers , w ait fo r o th ers to m ak e d ecis io ns, a nd d o
 th in gs th e w ay th ey’v e a lw ays b een d one.
 This is a d is c o nnect. G ra nte d , e very g enera tio n c o m es in to th e w ork fo rc e a nd p ush es a gain st th e
 sta tu s q uo in so m e w ay, b ut gro w in g up in th e co nte xt o f gre at ab und ance, M ille nnia ls are sh o w in g up w it h hig her sta nd ard s and gre ate r
 e xp ecta tio ns.
 Div ersit y
 The th ir d s o cia l fa cto r s h ap in g th e M ille nnia l g enera tio n is d iv ers it y . T his g enera tio n h as g ro w n u p e xp erie ncin g a nd e xp ectin g a g re ate r a m ount
 o f d iv ers it y in ju st a b out e very a sp ect o f th eir liv es. L ik e a b und ance, th is is n o t e xactly a n ew tr e nd , b ut it is r a p id ly a ccele ra tin g. T his c o untr y h as
 str u ggle d fo r c entu rie s to e m bra ce th e in here nt d iv ers it y in it s p opula tio n, p artic ula rly a lo ng s k in -c o lo r, e th nic , a nd g end er lin es. O ver th e y ears w e
 h ave m ad e p ro gre ss. In stit u tio ns a nd s o cia l c o nte xts th at u se d to b e s tr ic tly h o m ogeno us— all w hit e o r a ll m ale , fo r e xam ple — have c hanged to
 b eco m e m ore d iv ers e . O ne c o uld a rg ue it ’s ta k in g lo nger th an it s h o uld , b ut e very g enera tio n o f a d ult s h as b een a b le to lo ok b ack a t th e d ays o f
 th eir y o uth a nd id entif y a t le ast s o m e in cre ase in th e d iv ers it y th ey c am e to e xp erie nce a s a d ult s .
 For M ille nnia ls , h o w ever, th at tr e nd se em s to h ave b een tu rb ocharg ed . F or e xam ple , c o nsid er th e re cent su rg e in th e n um ber o f w om en
 m em bers o f th e U .S . C ongre ss. T he fir s t w om an to b e e le cte d to C ongre ss w on h er s e at in 1 916 ( b efo re w om en c o uld e ven v o te , a ctu ally ), b ut
 e ven b y th e 1 980s, w om en’s s h are o f c o ngre ssio nal s e ats n ever r e ached h ig her th an 2 o r 3 p erc ent o f th e to ta l s e ats . A s th e M ille nnia ls b egan to
 g ro w u p , h o w ever, th o se n um bers g re w ra p id ly . B etw een 1 992 a nd 2 012 (a s th e o ld est M ille nnia ls g re w fr o m a ge 1 0 to a ge 3 0), w om en’s
 re p re se nta tio n in C ongre ss m ore th an tr ip le d , fr o m 6 .2 p erc ent to 1 9.1 p erc ent.
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 By c o ntr a st, w hen G enera tio n X w as th at a ge, th e r e p re se nta tio n o nly d oub le d ( 3 .0 p erc ent to 6 .2 p erc ent) , a nd w hen th e o ld est B ab y B oom ers w ent fr o m a ge 1 0 to 3 0, th e p erc enta ge o f w om en b are ly m oved ,
 fr o m 2 .8 p erc ent to 3 .0 p erc ent.
 This is o nly o ne s p ecif ic s lic e o f th e d iv ers it y p ie , b ut it d em onstr a te s a s te ep in cre ase in th e ra te o f c hange. 
 It’s lik e w e c ro sse d a k in d o f
 tip pin g p oin t, a nd n ow th e ch anges re la te d to d iv ers it y in th is co untr y a re m ovin g e xponentia lly . M ille nnia ls n ow e xpect to b e
 s u rro unded b y d if fe re nce
 . D if fe re nt m usic al ta ste s, d if fe re nt la nguages, d if fe re nt fo ods. P en-p als fr o m a n eig hb orin g s ta te b ecam e re p la ced b y
 la rg e v o lu m es o f F aceb ook fr ie nd s a ro und th e g lo be. D iv ers it y h as b eco m e a n e xp ecte d p art o f th eir liv es.
 An e xp re ssio n o f d iv ers it y th at M ille nnia ls a re k no w n to b e p artic ula rly fo nd o f is th e “ m ash up .” I n m usic , a rtis ts h ave b een u sin g s a m ple s fr o m
 o th er a rtis ts ( ty p ic ally fr o m a d if fe re nt g enre o r e ra ) fo r q uit e a lo ng tim e. B ut w it h th e s o cia l in te rn et a nd th e w id esp re ad a ccess to m usic s a m plin g
 to ols , e very o ne s ta rte d d oin g it . E ven in th e s o ftw are in d ustr y , a m ash up is a cco m plis h ed b y u sin g c o de th at w as w rit te n fo r o ne a p plic atio n a nd
 a d ap tin g it fo r u se in a no th er o ne. M ille nnia ls a re n o t s u rp ris e d b y m ash up s; th ey c o nsid er th em n o rm al.
 So, n o w M ille nnia ls a re s h o w in g u p in th e w ork fo rc e n o t o nly h and lin g d iv ers it y b ette r b ut e xp ectin g it . 
 They a re r e ady t o c o lo r o uts id e t h e
 lin es, b ut m ore o fte n t h an n ot t h ey a re m et w it h t h e “ w e h ave a lw ays d one it t h at w ay” s y ndro m e.
 This is g o in g to b e a c halle nge fo r a
 g enera tio n th at le arn ed to a d ap t to a d iv ers e a nd c hangin g e nvir o nm ent.
 The e le v ate d s ta tu s o f c h ild re n
 The d ra m atic in cre ase in th e a tte ntio n s o cie ty p aid to M ille nnia ls d urin g th eir c hild ho od is th e fo urth fa cto r s h ap in g th is g enera tio n, a nd it is o ne
 th at m any p eo ple a re q uic k to n o tic e. A s N eil H ow e p oin ts o ut in h is b ook 
 Mille n nia ls in t h e W ork pla ce
 , in th e fir s t y ear th at M ille nnia l b ab ie s
 w ere b orn (1 982), w e s ta rte d s e ein g th o se y ello w “ b ab y o n b oard ” s ig ns in th e b ack w in d ow s o f a b ra nd n ew fo rm o f p asse nger v ehic le : th e
 m in iv an.
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 Fro m th e v ery b egin nin g, M ille nnia ls g re w u p w it h th e fo cus s q uare ly o n th em . W hile G enera tio n X c hild re n w ere d ub bed “ la tc h-k ey
 k id s” b ecause th ey h ad to le t th em se lv es in to th eir o w n h o use s ( e m pty o f a d ult s ) a fte r s c ho ol, M ille nnia ls h ave b een d riv en b y o ne o r b oth o f th eir
 p are nts to s o ccer p ra ctic es, b ir th d ay p artie s, a nd s c hed ule d “ p la y d ate s” w it h th eir p eers fr o m a v ery y o ung a ge.
 The c o nsta nt p re se nce o f a d ult s in th e liv es o f th e c hild re n e nd ed u p p uttin g b oth g ro up s m ore o n th e s a m e le vel. I n p re vio us g enera tio ns, w hen
 c hild re n a nd a d ult s w ere to geth er in th e s a m e s p ace, th e c hild re n w ere la rg ely ig no re d w hile th e a d ult s d is c usse d a d ult to pic s. T oday, a d ult s in te ra ct
 d ir e ctly w it h M ille nnia l c hild re n in m ix ed s e ttin gs— in s o m e c ase s o n a fir s t- n am e b asis . A nd w hen th e c hild re n d o r u n o ff to p la y, th e a d ult s u su ally
 e nd u p ta lk in g a b out to pic s lik e b ad o ffic ia tin g a t th e s o ccer g am e o r th e d ile m ma a b out w hat k in d o f te acher g if t to b uy. A dult liv es (o f p are nts
 a ny-w ay) h ave b eco m e in te rtw in ed w it h th e c hild re n’s liv es.
 As a r e su lt , M ille nnia ls h ave b lu rre d s o m e o f t h e t r a dit io nal b oundarie s b etw een t h em se lv es a nd a uth orit y f ig ure s
 . T hey a re m ore
 lik ely to id entif y th eir p are nts a s “ fr ie nd s” a nd “ p eers ,” a nd , a s th ey e nte r th e w ork -fo rc e, th eir b ehavio r c an s o m etim es c o nfu se th eir B oom er a nd
 X er m anagers w ho g re w u p w it h m ore rig id h ie ra rc hic al lin es. A t a la rg e h ealt h care c o m pany, o ne m anager re co unte d th e sto ry o f a y o ung
 M ille nnia l e m plo yee a ctu ally s to ppin g o ne o f th e d iv is io n v ic e p re sid ents in th e h allw ay to a sk h im a q uestio n. T he o ld er e m plo yees w ho w it n esse d
 th e in te ra ctio n w ere s h o ck ed a nd a p palle d . T hey k new th at th e p ro per p ro to co l w ould b e to e m ail th e V P’s s c hed ule r to g et a ccess, b ut s u ch a
 slo w a nd in d ir e ct r o ute w ould n ever h ave o ccurre d to th e M ille nnia l— and n o t ju st b ecause o f in exp erie nce a nd n o t k no w in g th e r u le s b ut b ecause
 th ro ugho ut h is e ntir e lif e h e h ad lik ely n ever b een d enie d th at k in d o f a ccess.
 What N ex t?
 So, w hat d oes th is a ll m ean? A s w e m entio n e arlie r, th e M ille nnia l g enera tio n h ap pens to b e th e la rg est g enera tio n in th e h is to ry o f th e U nit e d
 S ta te s, a nd th ey a re n o w m ovin g in to p osit io ns o f m anagem ent. B ut w e d id n o t p re se nt th e tr e nd s th at a re s h ap in g th is g enera tio n in o rd er to
 c o nvin ce y o u to b e m ore lik e th e M ille nnia ls . T he M ille nnia ls a re n o t th e o nes w it h th e a nsw ers — no s in gle g enera tio n is e ver th e o ne th at g ets th in gs
 to ta lly r ig ht. B ut a t th is m om ent in h is to ry , it is c rit ic al th at w e u nd ers ta nd h o w th e s o cia l in te rn et, a b und ance, d iv ers it y , a nd th e e le vate d s ta tu s o f
 c hild re n h ave s h ap ed th e M ille nnia l w orld vie w , b ecause th ese th in gs a re s h in in g a lig ht o n th e fu tu re fo r u s. T he M ille nnia ls a re s e rv in g a s a k in d o f
 “se cre t d eco der r in g” fo r a ll o f u s, g iv in g v o ic e to th e u nd erly in g tr e nd s th at a re p ush in g u s to w ard a s ig nif ic ant tr a nsit io n.
 And th e M ille nnia ls a re ju st o ne “ fr o nt” in th is p erfe ct s to rm . T he d ecayin g o f o ur m echanic ally fo cuse d m anagem ent s h o uld a ls o b e te achin g u s
 so m e le sso ns a b out w hat is to c o m e, ju st a s th e s o cia l in te rn et r e vo lu tio n s h o uld b e p ro vid in g s o m e in sig hts a b out le ad ers h ip a nd m anagem ent, n o t
 ju st m ark etin g a nd c o m munic atio ns. 
 The w hole p oin t o f id entif y in g t h e v ario us f o rc e s t h at m ak e u p a p erfe ct s to rm is t o f ig ure o ut h ow t o
 n avig ate t h ro ugh t h e s to rm a s s a fe ly a s p ossib le
 . T hat is o ur c halle nge to day, a nd th at is th e u lt im ate fo cus o f th is b ook.
 In th e n ext fo ur c hap te rs w e w ill p re se nt fo ur k ey c ap acit ie s th at o rg aniz a tio ns m ust d evelo p in o rd er to fu lly e m bra ce th is im pend in g r e vo lu tio n in
 b usin ess: D ig it a l, C le ar, F lu id , a nd F ast. T hey e m erg ed fr o m o ur re se arc h a nd e xp erie nce w it h c uttin g-e d ge o rg aniz a tio ns a nd w it h M ille nnia ls
 th em se lv es, a nd w e th in k th ey c an h elp y o u m ak e s e nse o f th e c urre nt tr e nd s. T he d ecayin g o f o ur m echanic ally fo cuse d m anagem ent p hilo so phy,
 th e r e vo lu tio nary in flu ence o f th e s o cia l in te rn et, a nd th e u niq ue c hara cte ris tic s o f th e M ille nnia l g enera tio n— no w th at y o u s e e h o w th ese b ig tr e nd s
 fit to geth er, y o u c an m ak e th e a d ju stm ents y o u n eed to s te er y o ur s h ip to s a fe ty — and fu rth er, to tr u ly th riv e in th e fu tu re .
 Let’s g et s ta rte d. ; )
 3. D ig ita l
 A fe w y ears a go , s o m e 
 Amazo n.c o m
 custo m ers c o m pla in ed d ir e ctly to A mazo n C EO J e ff B ezo s a b out m ark etin g e m ails th ey r e ceiv ed th at w ere p ro m otin g s o m e, u m , in tim ate p ro ducts . I t tu rn s o ut th at th ese c usto m ers h ad a t o ne
 tim e v is it e d th e p ages fo r s o m e p ers o nal lu b ric atio n p ro ducts b ein g s o ld a t A mazo n. T he A mazo n s y ste m is c o nsta ntly u sin g a lg o rit h m s to m ak e re co m mend atio ns to c usto m ers b ase d o n th e p ages th ey v is it , a nd it p ays p artic ula r
 a tte ntio n to p ages th at w ere v is it e d b ut d id n o t g enera te a p urc hase . W hile c usto m ers g enera lly a p pre cia te th ese ta rg ete d re co m mend atio ns, th at d id n o t s e em to b e th e c ase w hen it c am e to th ese p ers o nal p ro ducts . W hen th e
 c usto m ers a re u nhap py, B ezo s is u nhap py ( in c ase y o u w ere w ond erin g, th e a rc b etw een th e A a nd th e Z in th e A mazo n lo go is a s m ile ). T he c o m pla in ts p ro m pte d a te nse m eetin g b etw een B ezo s a nd a n um ber o f s e nio r e xecutiv es a t
 th e c o m pany, in clu d in g th e v ic e p re sid ent fo r w orld w id e m ark etin g.
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 Bezo s’ in it ia l p osit io n in th e m eetin g w as to s h ut d ow n 1 00 p erc ent o f A mazo n’s m ark etin g e m ails u ntil th e p ro ble m w as s o lv ed . T his w as a n ucle ar o ptio n, g iv en th at th ese a lg o rit h m -b ase d m ark etin g e m ails g enera te d h und re d s o f
 m illio ns o f d olla rs in s a le s e ach y ear. B ut th e r e venue p ote ntia l d id n o t s w ay B ezo s, w ho fe lt th at 
 no a m ount o f r e venue c o uld ju stif y je opard iz in g t h e c u sto m er’s t r u st in t h e c o m pany
 . I n th e e nd , a s a c o m pro m is e , th ey d id
 sh ut d ow n e m ail m ark etin g fo r s o m e o f A mazo n’s p ro duct s e gm ents , e ventu ally in stit u tin g a s y ste m o f filt e rs th at w ould s to p c erta in c ate go rie s o f p ro ducts fr o m b ein g p ro m ote d v ia e m ail.
 Meetin gs lik e th is , c alle d to s o lv e p ro ble m s b ase d o n th e fe ed back o f ju st a fe w c usto m ers , a re n o t u nco m mon a t A mazo n. M any o f th e c usto m er c o m pla in ts th at r e ach B ezo s’ e m ail in b ox e nd u p g ettin g fo rw ard ed to r e le vant s ta ff
 w it h a s in gle c hara cte r a d ded b y B ezo s: a q uestio n m ark . N ot a ll q uestio n-m ark e m ails r e su lt in a m eetin g o f th e m ost s e nio r le ad ers h ip , b ut th ey a ll g et s o m e k in d o f r e sp onse fr o m s ta ff in te rn ally .
 It is a n in te re stin g p ara d ox th at a c o m pany a s la rg e a s A mazo n ( $ 75 b illio n in a nnual r e venue) w ill s e nd s ta ff o ff to s o lv e p ro ble m s b ase d o n th e fe ed back o f a fe w in d iv id ual c usto m ers . A fte r a ll, it s g ro w th h as b een fu ele d b y m uch
 b ro ad er d ata a naly tic s o n c usto m er b ehavio r. T ho se a lg o rit h m s th at m agic ally s u ggest th e p erfe ct a d dit io nal p ro duct b ase d o n w hat y o u’v e a d ded to y o ur c art a naly ze h uge v o lu m es o f d ata — no t th e a necd ota l e xp erie nces o f o ne o r
 tw o c usto m ers . B ut a t A mazo n, it ’s a b oth -a nd , n o t a n e it h er- o r. T he b ig d ata a naly tic s a re c rit ic al, a nd th e in d iv id ual s to rie s a re c rit ic al. A s J e ff W ilk e, s e nio r v ic e p re sid ent fo r A mazo n’s N orth A meric an r e ta il o pera tio ns o pin ed in
 B usin essW eek :
 Every a necd ote f ro m a c u sto m er m atte rs. W e r e se a rc h e a ch o f t h em b eca use t h ey t e ll u s s o m eth in g a bout o ur p ro cesse s. I t’s a n a udit t h at is d one f o r u s b y o ur c u sto m ers. W e t re a t t h em a s p re cio us s o urc es o f
 in fo rm atio n.
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 Custo m ers a re p re cio us. T hey a re u niq ue a nd d if fe re nt f r o m e ach o th er, a nd in t h e d ig it a l a ge it h as b eco m e o ur r e sp onsib ilit y t o u nders ta nd a nd m eet t h eir n eeds, d esp it e t h e s e em in gly in fin it e v aria tio ns
 . I n
 th e in d ustr ia l e ra , H enry F ord c o uld g et a w ay w it h d ecla rin g th at c usto m ers c o uld g et th eir M odel T s in a ny c o lo r th ey w ante d , a s lo ng a s it w as b la ck . T hat d oesn ’t fly in th e d ig it a l a ge. T oday w e c an e m ail th e C EO ( y es, J e ff B ezo s
 h as a p ub lic ly a vaila b le e m ail a d dre ss) a nd a ctu ally e xp ect s o m e a ctio n a s a r e su lt .
 What I s D ig it a l?
 We c ho se D ig it a l a s th e fir s t o f th e fo ur c ap acit ie s to e xp lo re b ecause in m any w ays it m ay b e th e m ost o bvio us c hara cte ris tic o f th e M ille nnia l g enera tio n a nd th e fir s t th in g M ille nnia l e m plo yees w ill p ush to th e fo re fr o nt, n o ta b ly
 th ro ugh th e u se o f s o cia l te chno lo gie s. I t is n o t s u rp ris in g th at 
 Amazo n.c o m
 is le ad in g th e w ay in to day’s d ig it a l a ge. A mazo n w as a m ong th e fir s t o f th e o nlin e r e ta ile rs to s e t u p s h o p b ack in th e 1 990s. I t n o t o nly s u rv iv ed th e d ot- c o m
 b ub ble ; it g re w to c o m ple te ly d om in ate th e s p ace a nd is n o w e xp and in g in to o th er v entu re s, in clu d in g a m ult i- b illio n-d olla r w eb s e rv ic es d iv is io n a nd a c o m pany th at s e ek s to r e d uce th e c o st o f s p ace tr a vel. A nd it is o nly to day, n early
 2 0 y ears in to it s e xis te nce, th at it is e ven c o nsid erin g o penin g a r e ta il s to re . I ts e xis te nce to d ate h as b een p ure ly d ig it a l.
 Use rs F ir st
 But y o u d on’t h ave to b e a n o nlin e r e ta ile r o r e ven a te chno lo gy c o m pany to fu lly e m bra ce w hat it m eans to b e D ig it a l. 
 Usin g d ig it a l t e ch nolo gy is o bvio usly a p art o f it , b ut it is r e ally m ore a bout a d ig it a l m in dse t
 . I t is
 a b out o rg aniz in g a nd w ork in g in w ays th at le vera ge a nd b uild o ff o f w hat d ig it a l te chno lo gy h as m ad e p ossib le in to day’s w orld .
 The A mazo n s to ry a b ove illu str a te s o ne o f th e k ey c o m ponents o f th e d ig it a l m in d se t: a n u nre le ntin g a nd d is c ip lin ed fo cus o n th e c usto m er. W it h c o m pute rs a nd th e w eb , A mazo n c an a naly ze c usto m er b ehavio r in w ays w e c o uld
 o nly h ave d re am ed o f 5 0 y ears a go , a llo w in g th em to s e nd c usto m ers — millio ns o f th em — custo m iz e d m essa ges b ase d o n th eir s p ecif ic b ehavio rs a nd ta ste s. D ig it a l te chno lo gy o pened o ur e yes to th e fa ct th at c usto m ers a re , in fa ct,
 “p re cio us” r e so urc es, a s th e A mazo n e xecutiv e p oin te d o ut, n o t ju st fa cele ss w alle ts th at b uy o ur p ro ducts a nd s e rv ic es.
 That k in d o f m in d se t c an ju st a s e asily b e a p plie d w it h o ut u sin g d ig it a l te chno lo gy. H ap py S ta te B ank is a la rg e c o m munit y b ank in T exas th at a ls o h as a n u nre le ntin g a nd d is c ip lin ed fo cus o n th e c usto m er, b ut it s in -p ers o n
 in te ra ctio ns fa cto r m ore p ro m in ently th an te chno lo gy. ( Y ou’ll r e ad a lo t m ore a b out H ap py S ta te B ank in C hap te r 6 .) T he c ult u re a t th e b ank is a ncho re d a ro und a d eep c are fo r c usto m ers , s o if a c usto m er c alls in h avin g d if fic ult y
 lo ggin g in to th e o nlin e b ank in g s y ste m , fo r in sta nce, it is n o t u nheard o f fo r a b ank e m plo yee to a ctu ally g et in h is o r h er c ar, d riv e 2 0 m ile s o r m ore to th e c usto m er’s h o m e, a nd h elp th e c usto m er lo g in ( a nd m ayb e g et th e in te rn et
 ro ute r w ork in g a s w ell) . W heth er u sin g te chno lo gy o r p ers o nal c o nta ct, c o m panie s th at e m bra ce th e d ig it a l m in d se t r e vo lv e a ro und th eir c usto m ers .
 Perso n al S erv ic e
 The le sso n h ere , h o w ever, is n o t ju st a b out e xcelle nt c usto m er s e rv ic e. 
 The d ig it a l m in dse t is a bout e nablin g a p ers o naliz e d f o cu s o n t h e c u sto m er— on a ll c u sto m ers — th at w as s im ply im possib le in t h e p re vio us e ra
 .
 B efo re th e d ig it a l a ge, c o m panie s c o uld fo cus o n a s m all n um ber o f c usto m ers , ty p ic ally th e o nes th at h ap pened to b e in th e s to re a t a ny g iv en tim e, th e o nes th at b ought th e m ost, o r th e o nes w ho w ere m ost p ro fit a b le o ver th e lo ng
 te rm . B ecause it w as im possib le to fo cus o n a ll th e c usto m ers , c o m panie s lo oked s p ecif ic ally a t th e m ost v alu ab le o nes. T hin k o f a c asin o ’s a tte ntio n to it s “ h ig h r o lle rs .” G iv en th e h ig h v o lu m e o f b usin ess th ese in d iv id uals b rin g to th e
 c asin o , m anagem ent g iv es th em s p ecia l a tte ntio n. I f a h ig h-ro lle r h as a p artic ula rly u nlu ck y n ig ht, th e c asin o c an o ffe r s o m e r e al- tim e c usto m iz e d r e sp onse s, lik e “ c o m ped ” r o om n ig hts o r fr e e d in ners .
 In th e d ig it a l a ge, th at k in d o f a tte ntio n is n o w a vaila b le to a m uch la rg er g ro up o f c usto m ers , in clu d in g a t to day’s c asin o s. C aesa r’s E nte rta in m ent c o lle cts a v ast a m ount o f tr a nsa ctio nal d ata fr o m a ll o f it s c usto m ers th ro ugh it s
 lo yalt y p ro gra m , a llo w in g it to g iv e th at s a m e k in d o f h ig h-ro lle r s e rv ic e to a m uch la rg er n um ber o f c usto m ers . A s C aesa r’s C EO G ary L ovem an s a id :
 You c a n’t j u st f a il t o s e rv ic e t h e t e n s o f m illio ns o f p eo ple t h at c o nstit u te t h e m id dle o f t h e m ark et.
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 In th e d ig it a l a ge, th e p la yin g fie ld in m any d if fe re nt c o nte xts h as b een d ra m atic ally le vele d . T his o pens u p n ew o pportu nit ie s fo r m ore e ffe ctiv e m ark etin g, m ore e ffe ctiv e c usto m er s e rv ic e, a nd e ven m ore e ffe ctiv e m anagem ent
 in te rn ally .
 In nova te o r D ie
 Dig it a l c o m panie s a re c o nsta ntly im pro vin g. I n o th er w ord s, th ey a re c o m mit te d to in no vatio n. I n no vatio n is a b it o f a b uzzw ord in th e b usin ess w orld , b ut it is im porta nt th at w e d efin e it c le arly in th is c o nte xt. S om e p eo ple th in k o f
 in no vatio n in te rm s o f n ew p ro duct d evelo pm ent, a nd o th ers s im ply e q uate th e w ord w it h c hange in g enera l. I t’ s m ore th an th at. W e th in k in no vatio n is fo cuse d o n c re atin g v alu e, a s e xp re sse d in th e fo llo w in g d efin it io n:
 In novatio n is c h ange t h at u nlo ck s n ew v alu e.
 It’s n o t ju st a b out c re atin g v alu e— it ’s a b out u nlo ck in g it . In no vatio n is a sp ecif ic k in d o f c hange th at re co gniz e s th ere is v alu e tr a p ped in th e o ld w ays o f d oin g th in gs th at c anno t b e re le ase d m ere ly th ro ugh in cre m enta l
 im pro vem ent. I n no vatio n m ak es c hanges th at a re d eep e no ugh to a ctu ally u nlo ck th e n ew v alu e. I t is n o t ju st b ette r r e cep tio n o n y o ur flip -p ho ne; it c hanges th e g am e to c re ate n ew v alu e, lik e th e iP ho ne d id .
 In no vatio n h as b een a t th e h eart o f b oth d ig it a l te chno lo gy a nd th e d ig it a l m in d se t. T hey’re a b out c o ntin uo us im pro vem ent a nd d evelo pin g s y ste m s th at c an c o nsta ntly m ak e th in gs b ette r. S oftw are is a p ro duct th at is b asic ally n ever
 fin is h ed . E ach n ew r e le ase is d esig ned to b e b ette r th an th e p re vio us o ne. T he d ig it a l m in d se t e xp ects in no vatio n. This is w hy w e th in k o f ic o nic te chno lo gy c o m panie s lik e A pple o r G oogle w hen w e th in k o f in no vatio n. T hey a re g am e c hangers , a nd th ey a re n o t a lo ne. I n no vatio n a nd d is ru p tio n ( a no th er b uzzw ord , b ut o ne d esc rib in g v is ib le
 w aves in th e c ho ppy s e as o f o ur p erfe ct s to rm ) h ave b eco m e a p erm anent a sp ect o f th e b usin ess w orld , p artic ula rly w hen d ig it a l a nd m obile te chno lo gy a re in vo lv ed . S quare is c ra ck in g th e fo und atio ns o f th e c re d it c ard p aym ent
 se cto r b y e nab lin g a ny in d iv id ual w it h a s m artp ho ne a nd a b ank a cco unt to a ccep t c re d it c ard p aym ents . U ber h as d is ru p te d th e ta xi a nd lim ousin e in d ustr y w it h a r id e-sh arin g s m artp ho ne a p p th at a llo w s in d iv id uals to e arn m oney
 g iv in g r id es to o th ers u sin g th eir o w n c ar. A ir b nb is s h ak in g u p th e h o te l in d ustr y b y a llo w in g in d iv id uals to r e nt o ut th eir o w n h o m es, a p artm ents , o r e ven s p are b ed ro om s o n a n ig htly b asis . A nd in ste ad o f fig htin g th is tr e nd , s o m e
 h o te ls m ay b e ju m pin g in to th is w ave o f in no vatio n. M arrio tt n o w o ffe rs a W ork sp ace o n D em and p ro gra m , th ro ugh w hic h y o u c an re nt o ut u nuse d M arrio tt m eetin g ro om s, u sin g th e te chno lo gy o f th e o ffic e s p ace in no vato r
 L iq uid S pace (s o rt o f lik e A ir b nb , b ut fo r m eetin g ro om s). 
 Com panie s th at e m bra ce th e d ig it a l m in dse t c a n in novate b usin ess p ro duct o ffe rin gs, in novate b usin ess m odels , a nd e ven in novate in te rn al m anagem ent
 p ro ce sse s w it h a s h arp f o cu s o n c o ntin uous im pro vem ent.
 To r e cap , o rg aniz a tio ns th at e m bra ce th e d ig it a l m in d se t:
 • P ut th e c usto m er o r u se r fir s t w hen it c o m es to d ecis io n m ak in g
 • P ro vid e c usto m iz e d a tte ntio n to a m uch la rg er p erc enta ge o f c usto m ers
 • C om mit to in no vatio n a nd c o ntin uo us im pro vem ent
 They fr e q uently le vera ge d ig it a l to ols in o rd er to fu lly e m bra ce th is m in d se t, th o ugh th at is n o t th e o nly p ath . R em em ber th at th e s o cia l in te rn et r e vo lu tio n w as fu ele d b y a s h if t in th e b ala nce o f p ow er, a w ay fr o m o rg aniz a tio ns a nd
 to w ard in d iv id uals . T hat’ s w hy th e d ig it a l m in d se t fo cuse s o n u se rs a nd c usto m ers a nd e xp ects th in gs to g ro w a nd c hange c o nsta ntly .
 Why M ille n nia ls C are A bou t D ig it a l
 And g uess w ho e ls e s h are s th o se e xp ecta tio ns: M ille nnia ls . T he M ille nnia l g enera tio n is n o t g o in g to w ait fo r th e re st o f u s to c atc h u p w it h th is d ig it a l re vo lu tio n. A s th e fir s t g enera tio n o f “ d ig it a l n ativ es,” th ey h ave a h ard tim e
 u nd ers ta nd in g w hy th e w ay th in gs a re d one in o rg aniz a tio ns to day s e em s to ig no re to day’s d ig it a l r e alit y . I n a c o nvers a tio n a b out th is , o ne M ille nnia l a sk ed a p ertin ent, r h eto ric al q uestio n, r e fe rrin g to th e B oom er a nd X er c o lle agues in
 h is o rg aniz a tio n:
 Why d o t h ey u se e m ail t o s e n d in sta nt m essa ges?
 Mille nnia ls e nte rin g th e w ork fo rc e h ave a lr e ad y s p ent y ears u sin g a v arie ty o f d ig it a l to ols to c o m munic ate w it h fr ie nd s a nd c o w ork ers . A s m uch a s th is d ra w s c rit ic is m fr o m o ld er g enera tio ns w ho fe ar th at e it h er th eir w rit in g s k ills
 o r th eir p eo ple s k ills h ave d eclin ed a s a r e su lt , th eir d ig it a l s k ill b ase a ctu ally b rin gs w it h it a m ore s o phis tic ate d u nd ers ta nd in g a b out w hic h to ols w ork fo r w hic h p urp ose s.
 Let’s s a y a n o ld er s u p erv is o r is h ead in g to a m eetin g w it h a v end or a b out 1 5 m in ute s fr o m n o w , a nd s h e r e aliz e s s h e n eed s s o m e in fo rm atio n fr o m o ne o f h er M ille nnia l d ir e ct r e p orts , s o s h e s h o ots o ff a q uic k e m ail a sk in g fo r th e
 in fo rm atio n. A fe w m in ute s la te r, w hen s h e h asn ’t r e ceiv ed a r e sp onse , s h e fo llo w s u p w it h a p ho ne c all th at s ta rts w it h o ne o f th e m ost a nno yin g s e nte nces in th e b usin ess w orld to day: “ H ey, d id y o u g et m y e m ail? ”
 For th e M ille nnia l e m plo yee ( w ho h ad n’t y et s e en th e e m ail) , it is a ctu ally c o nfu sin g th at h is s u p erv is o r w ould u se e m ail w hen s h e n eed ed a n im med ia te r e sp onse . W hy w ould n’t s h e ju st u se th e in sta nt m essa gin g c lie nt? A n in sta nt
 m essa ge w ill p op u p o n th e e m plo yee’s s c re en ( b oth h is c o m pute r a nd h is p ho ne), s o h e w ill s e e it r ig ht a w ay. G iv en th e v o lu m e o f e m ail th at h e r e ceiv es, h e c an’t h ave e very e m ail n o tif ic atio n o n th e s c re en, s o th e o nly w ay h e w ould
 se e th e e m ail r ig ht a w ay is if h e w as c heck in g h is e m ail e very tw o m in ute s, w hic h is in cre d ib ly in effic ie nt.
 Mille nnia ls a re n o t ju st fa cile w it h d ig it a l to ols ; th ey u nd ers ta nd th at th e to ol it s e lf a nd th eir o w n c o m fo rt w it h it a re n o t a s im porta nt a s m atc hin g th e r ig ht to ol to th e r ig ht jo b. W hen th e v o lu m e o f e m ail m ak es c o nsta nt c heck in g
 in effic ie nt, th ey m ove to a d if fe re nt to ol th at w ork s b ette r fo r in sta nt c o m munic atio n. T hey a re h ap py to u se S hare P oin t fo r p ro je ct m anagem ent, b ut n o t if a g ro up w ik i w ould w ork b ette r. T hey u nd ers ta nd th at s o lu tio ns in th e d ig it a l
 w orld a re s im ply n o t p erm anent:
 I t h in k w e’v e b een a doptin g a m in dse t t h at n oth in g is e v er “ done.” A w eb sit e is n ev er d one, y o ur e m ail m ark etin g p ro gra m m ay b eco m e o utd ate d , t h ere m ay b e a b ette r L M S ( L ea rn in g M anagem en t S yste m ) o ut
 th ere f o r u s … a nd s o o n. I t’s a lit tle d auntin g, b ut I t h in k t h e id ea is t o c o ntin ually b e e d uca tin g y o urse lf o n n ew t e ch nolo gy, h avin g c o nversa tio ns in te rn ally a bout it , a nd n etw ork in g w it h o th er p ro fe ssio nals —
 beca use m ore o fte n t h an n ot t h ey’r e g oin g t h ro ugh t h e s a m e
 th in gs.
 Mille nnia ls a re c o m fo rta b le in a d ig it a l w orld w here im pro vem ent is c o ntin uo us a nd le arn in g h ap pens a ll th e tim e. In fa ct, th ey a re a lit tle p uzzle d th at th eir o ld er c o lle agues d o n o t h ave th e sa m e e m phasis o n le arn in g a nd
 d evelo pm ent:
 I t h in k t h at s e n io r m anagem en t is m is sin g o ut o n s o m e g re a t o pportu nit ie s t o le a rn a nd le v era ge s o m e g re a t t o ols . I c erta in ly u ndersta nd t h e d em ands o n t h eir t im e a nd s o m etim es o th er t h in gs t a ke p rio rit y , b ut I
 would lo ve t o s e e m ore o f a “ lo ve o f le a rn in g” a ttit u de a m ong s e n io r s ta ff. A s s o m eo ne s till f a ir ly e a rly in t h eir c a re er, o ne o f m y d eep h opes a nd g oals is t h at n o m atte r w here I f in d m yse lf f u rth er a lo ng in m y
 ca re er t h at I w ill r e ta in m y d eep lo ve o f
 le a rn in g.
 When w e a sk ed M ille nnia ls th e b ig gest s in gle th in g o rg aniz a tio ns n eed ed to c hange in o rd er to r e ta in to p ta le nt, s e vera l p oin te d to b ette r e m plo yee d evelo pm ent. M ille nnia ls a re ty p ic ally c hara cte riz e d a s b ein g “ e ntit le d ” in w hat th ey
 re q uest fo r th em se lv es s o e arly in th eir c are ers , b ut it is le ss o f a g enera tio nal p ers o nalit y tr a it th an it is th eir b asic e xp erie nce g ro w in g u p in th e d ig it a l a ge. T he p re ssu re to a ttr a ct a nd r e ta in ta le nt is g o in g to in cre ase a s M ille nnia ls
 b eco m e a la rg er p erc enta ge o f th e w ork fo rc e, m ak in g th e d ig it a l m in d se t in sid e y o ur o rg aniz a tio n e ven m ore im porta nt. What D ig it a l L ook s L ik e
 The fir s t p la ce e very o ne lo oks w hen tr y in g to id entif y a tr u ly d ig it a l o rg aniz a tio n is o n th e te chno lo gy s id e. D o e m plo yees a lw ays h ave th e la te st, c uttin g-e d ge te chno lo gy? H as th e c o m pany ju m ped in to s o cia l m ed ia w it h b oth fe et?
 H as it s e t u p in te rn al s o cia l n etw ork in g c ap ab ilit ie s th ro ugh a n o nlin e c o m munit y , in tr a net, o r in sta nt m essa gin g to ol lik e Y am mer? Y ou g et th e fe elin g th at, u nle ss th e o rg aniz a tio n is b rim min g w it h h ip ste rs w ork in g a t c o ffe e s h o ps o n
 th eir M acB ooks, iP ad s, a nd s m artp ho nes s im ult a neo usly , it c an’t b e c alle d “ d ig it a l. ”
 Not so . 
 Em bra cin g d ig it a l te ch nolo gy is c e rta in ly a p art o f it , b ut it is r e ally ju st a m eans to a n e nd. T he e nd, in th is c a se , is th e fu ll a doptio n o f th e c o re p rin cip le s o f w hat b ein g d ig it a l m eans: p uttin g th e
 c u sto m er o r u se r fir s t, s e rv in g th e m id dle , n ot ju st th e to p, a nd c o ntin uous in novatio n a nd im pro vem ent
 . Y ou c an u se te chno lo gy to a chie ve th o se re su lt s , b ut y o u d on’t h ave to . M enlo In no vatio ns (d is c usse d fu lly in
 C hap te r 4 ) is a s o ftw are c o m pany th at d efin it e ly p uts th e u se r fir s t, b ut s o m e o f it s p ra ctic es w ould b e c o nsid ere d m ore “ a nalo g” th an d ig it a l. I n te rn ally , th e s ta ff d on’t u se e m ail o r in sta nt m essa gin g w it h e ach o th er. T hey a ll w ork
 to geth er in o ne b ig r o om , s o th ey u se w hat th ey c all “ h ig h s p eed v o ic e te chno lo gy” to c o m munic ate . W hen th ey n eed in fo rm atio n, th ey ju st lo ok e ach o th er in th e e ye a nd ta lk to e ach o th er. ( C ra zy, r ig ht? !) T heir r e se arc h o n c usto m er
 e xp erie nce is n o t d one p rim arily v ia th e in te rn et— in ste ad th ey s e nd s ta ff th ey c all “ h ig h-te ch a nth ro polo gis ts ” o ut in to th e c usto m er’s e nvir o nm ent to e xp erie nce th at w orld fir s t h and , in p ers o n. T hey e m bra ce d ig it a l p rin cip le s w it h o ut
 o ver- re ly in g o n th e te chno lo gy.
 Of c o urs e , if y o u w ant to u se te chno lo gy to e m bra ce th e d ig it a l p rin cip le s o f u se r fo cus, p ers o naliz a tio n, a nd in no vatio n, th at’s fin e to o. T D B ank is k no w n fo r it s e xte nsiv e a nd a d ep t u se o f s o cia l m ed ia , e ven th o ugh it o pera te s in
 th e h eavily r e gula te d b ank in g in d ustr y . I ts u se o f s o cia l m ed ia in te rn ally h elp ed it liv e th e d ig it a l m in d se t b y s u p portin g in no vatio n a nd c o ntin uo us im pro vem ent. I n o ne c ase , a ju nio r te lle r e xp re sse d fr u str a tio n in te rn ally a b out a p ap er-
 b ase d p ro cess th at s h e th o ught c o uld b e d one b ette r o nlin e, a nd w hen m any o th er e m plo yees e cho ed th at s e ntim ent o n th e b ank ’s in te rn al n etw ork in g s it e , th e c o m pany to ok n o tic e a nd c hanged th e p ro cess. T hat’s u sin g d ig it a l
 te chno lo gy ( a nd th e d ig it a l m in d se t) to e nab le in no vatio n a nd c o ntin uo us im pro vem ent.
 TD B ank a ls o u se s so cia l m ed ia in it s c usto m er se rv ic e, w it h d ed ic ate d sta ff to re sp ond to c usto m er is su es o n p ub lic so cia l m ed ia sit e s. T ho se in te ra ctio ns a re c are fu lly m onit o re d a nd a rc hiv ed to e nsu re th ey c o m ply w it h
 re gula tio ns, b ut th at d oesn ’t s to p th em fr o m m eetin g th e c usto m ers w here th ey a re .
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 These d ig it a l p ra ctic e s a re r o ote d in a c u lt u re t h at h as a n e xplic it f o cu s o n p uttin g t h e c u sto m er f ir s t
 . A cco rd in g to V in o o V ij a y, th e c hie f
 o f m ark etin g a t T D :
 The k ey to u sin g [ so cia l m ed ia ] w ell is re a lly s ta yin g tr u e to w ho y o u a re a s a c o m pany a nd w hat y o u s ta nd fo r. … A nd w hat w e’re a bout is s e rv ic e a nd c o nven ie n ce. A s lo ng a s w e d eliv er o n th at a cro ss a ll
 pla tfo rm s in clu din g s o cia l, w e k now w e’ll c o ntin ue t o g ro w .
 22
 In o th er w ord s, th e to ols a re ju st to ols . I t’ s u sin g th e to ols in a w ay th at is c o nsis te nt w it h y o ur c ult u re th at r e ally m ak es y o u a d ig it a l o rg aniz a tio n.
 This c o nnectio n w it h c ult u re is c rit ic al. 
 Tru ly d ig it a l c o m panie s in te gra te t h e p rin cip le s o f b ein g d ig it a l in to t h e f a bric o f t h e o rg aniz a tio n
 . S o, th at s h arp fo cus o n th e c usto m er o r u se r a ctu ally tr a nsla te s to a n e q ually s h arp
 fo cus o n th e e m plo yee, n o t ju st th e s e nio r le ad ers in th e o rg aniz a tio n. P ro vid in g m ore e xte nsiv e s e rv ic e o r a tte ntio n to th at b ro ad m id dle s e gm ent o f y o ur m ark et a ls o m eans b ein g a b le to a d dre ss th e n eed s o f a m uch h ig her p erc enta ge
 o f y o ur e m plo yees, r a th er th an ju st y o ur s ta rs . A nd c o m mit m ent to in no vatio n a nd im pro vem ent m ust b e e q ually s p re ad b etw een y o ur p ro ducts a nd s e rv ic es a nd y o ur in te rn al p ro cesse s a nd c ap acit ie s.
 Case S tu dy: A m eric a n S ocie ty f o r S urg ery o f t h e H an d
 To s h o w y o u w hat th is lo oks lik e, w e c ho se to p ro file a n o rg aniz a tio n th at d oes n o t m atc h th e s te re o ty p e fo r d ig it a l w iz a rd ry : a s m all n o np ro fit . T he A meric an S ocie ty fo r S urg ery o f th e H and ( A SSH ) is a n o np ro fit m em bers h ip
 o rg aniz a tio n d ed ic ate d to a d vancin g th e s c ie nce a nd p ra ctic e o f h and a nd u p per e xtr e m it y s u rg ery . F ound ed a fte r W orld W ar I I b y a s m all n um ber o f m ilit a ry s u rg eo ns, it n o w h as o ver 3 ,5 00 m em bers , a nd A SSH a nd th e fa m ily o f
 re la te d o rg aniz a tio ns m anaged b y s ta ff b rin g in m ore th an $ 13 m illio n in r e venue e ach y ear fr o m a v arie ty o f s o urc es in clu d in g s c ie ntif ic m eetin gs, jo urn als , a nd o nlin e r e so urc es. I t h as o nly 2 2 fu ll- tim e e m plo yees ( F T Es), th o ugh, lik e
 a ll m em bers h ip o rg aniz a tio ns, it a ls o r e lie s o n a r o bust g ro up o f v o lu nte er le ad ers to a cco m plis h it s m is sio n.
 They in vest m ore in t e ch nolo gy
 Desp it e A SSH ’s s m all s iz e , h o w ever, it in vests r e la tiv ely h eavily in te chno lo gy. E very e m plo yee h as h is o r h er c ho ic e o f e it h er a n A pple o r a P C la p to p ( w hic h is r e p la ced w it h a n ew o ne e very tw o y ears ), a nd o n to p o f th at th ey
 a re e ach g iv en e it h er a n iP ad o r A nd ro id ta b le t. A SSH ’s V O IP te le p ho ne s y ste m r u ns o ver th e in te rn et, a nd e ach e m plo yee h as a h ead se t, s o p ho ne c alls c an b e ta k en a t th e e m plo yee’s d esk v ia th e c o m pute r o r b asic ally a nyw here
 v ia th e la p to p o r ta b le t, in clu d in g th e r o of d eck ( w hic h d oes h ave w if i) o r a t h o m e. S ix o f A SSH ’s 2 2 F T Es a re w ork in g o n I T o r s o m e k in d o f te chno lo gy-re la te d p ro je ct fu ll tim e. T hat’s 2 7 p erc ent o f th e s ta ff ( n o t in clu d in g th e
 p erc enta ge o f tim e o th ers m ig ht s p end o n te chno lo gy-re la te d d utie s), in a n o np ro fit s e cto r th at s p end s, o n a vera ge, o nly 4 .1 p erc ent o f it s a nnual b ud get o n te chno lo gy ( b oth h ard w are a nd s o ftw are ).
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 ASSH s ta ff u se in te rn al in sta nt
 m essa gin g s o ftw are . T he A SSH w eb sit e w ork s o n y o ur m obile d evic e. I n s h o rt, A SSH g ets d ig it a l.
 One o f th e m ajo r p ro je cts a t A SSH is a d ig it a l in it ia tiv e c alle d “ H and -e .” ( S ee it fo r y o urs e lf a t 
 www.a ssh .o rg /h and -e .
 )
 It is a n e -le arn in g p orta l w here th e o rg aniz a tio n is w ork in g to p la ce e very s in gle b it o f d ig it a l c o nte nt e ver
 c re ate d b y th e a sso cia tio n a nd it s m em bers in to o ne o nlin e p orta l. T his is n ’t ju st a rc hiv ed n ew sle tte rs . T he p orta l c o nta in s th o usa nd s o f h o urs o f s tr e am in g v id eo o f a ctu al h and s u rg erie s, a s w ell a s c o nfe re nce p re se nta tio ns a nd o nlin e
 c o urs e s fo r s u rg eo ns. T he c o nte nt is a vaila b le to A SSH m em bers fo r fr e e a nd c an b e p urc hase d v ia a n a nnual s u b sc rip tio n fo r n o n-m em bers . M em bers c an s u b m it v id eo s a s w ell. T he id ea is th at h and s u rg ery w ill g et b ette r w hen th is
 c o nte nt is in th e h and s ( p un in te nd ed ) o f th e p eo ple d oin g th e w ork . T he in te rn et m ak es th is p ossib le , s o A SSH h as w aste d n o tim e in m ak in g it h ap pen. T here w ere a lr e ad y m ore th an 5 00,0 00 u niq ue p ie ces o f c o nte nt in th e p orta l
 le ss th an a y ear a fte r it w ent liv e. I n fa ct, th e c o ncep t it s e lf w as c o nceiv ed in a b ra in sto rm in g s e ssio n o f m em bers le ss th an th re e y ears e arlie r.
 They f o cu s o n in te rn al c u lt u re
 What m ak es A SSH a tr u ly d ig it a l o rg aniz a tio n, th ough, is th e w ay it s in te rn al c u lt u re e m bra ce s th e id eas b ehin d D ig it a l ju st a s m uch a s it s te ch nolo gy in it ia tiv es d o
 . T he d ig it a l m in d se t, a s e xp la in ed a b ove,
 in clu d es a d is c ip lin ed fo cus o n th e e nd u se r a nd u se r e xp erie nce, a s w ell a s e nab lin g a la rg er p erc enta ge o f u se rs to g et th e c usto m iz e d a nd s p ecia liz e d tr e atm ent th at w as p re vio usly o nly a vaila b le to e lit e s. T he H and -e p ro je ct r e fle cts
 th ese m in d se ts a s it m ak es a lif e tim e o f c o nte nt a vaila b le to a ny h and s u rg eo n w ho w ants it , b ut th ese id eas a re a ls o w oven in to th e c ult u re in sid e th e o rg aniz a tio n.
 In te rn ally , th e “ u se r” is th e e m plo yee. A fe w y ears a go , A SSH b ought a b uild in g a nd b uilt o ut it s o ffic e s p ace a nd , b ein g a d ig it a l o rg aniz a tio n, d id s o w it h a r a d ic al fo cus o n th e u se rs — th e e m plo yees.
 Most o ffic e la yo uts p ro vid e o ffic es w it h d oors o nly to m anagers , w it h th e la rg er o ffic es g o in g to th e m anagers fa rth er u p in th e c hain o f c o m mand . T ho se a t th e b otto m o f th e p yra m id w ork in c ub ic le s. T hat’s b ecause m ost
 o rg aniz a tio ns d on’t th in k m uch a b out th eir in te rn al u se rs w hen th ey d esig n th eir s p ace. T hey th in k a b out th e p eo ple a t th e to p o f th e p yra m id . A t A SSH , th e c o re w ork sp ace h as a ll th e e m plo yees in o ne la rg e r o om to geth er, w it h
 d esk s c o nnecte d to geth er in s m all p ods. T he C EO h as th e e xact s a m e d esk s e tu p a s e very o th er e m plo yee in th e o rg aniz a tio n. ( In c ase y o u th in k th is c o uld o nly fly in a s m all n o np ro fit , Z ap pos C EO T ony H sie h h as e sse ntia lly th e
 sa m e s e tu p , a nd A nd y G ro ve o f I n te l w as d oin g it b ack in th e 1 990s.) B ut it ’s n o t ju st th e e galit a ria n n atu re o f th e s e tu p th at s e ts it a p art. T he e ntir e o ffic e is d esig ned s o th at e very e m plo yee c an fin d ju st th e r ig ht s p ace to g et h is o r
 h er w ork d one. T he d esk s th em se lv es c an b e a uto m atic ally r a is e d a nd lo w ere d to tr a nsit io n fr o m a s it tin g d esk to a s ta nd in g d esk . I n o ne c o rn er o f th e o ffic e, th ey h ave p la ced “ tr e ad -d esk s” th at a llo w s ta ff to w alk a nd w ork o n th eir
 la p to ps a t th e s a m e tim e. T here a re m any d if fe re nt q uie t s p aces to w ork in , r a ngin g fr o m tr a d it io nal g la ss-w alle d c o nfe re nce r o om s to a “ y o ga r o om ,” a c o ffe e s h o p n ear th e k it c hen, a nd a r o of d eck th at is o utfit te d w it h b oth e le ctr ic al
 o utle ts a nd w if i. A SSH e ven h as a n “ in no vatio n r a nch,” w hic h is a la rg e r o om w it h s p aces d esig ned to s p ur c re ativ it y , in clu d in g a lo ft th at m ig ht b e m ore a ccura te ly d esc rib ed a s a b unk b ed .
 We k no w w hat y o u’re th in k in g, b ut th is is n ’t ju st a n e xam ple o f o ne o f th o se “ c o ol” o ffic e s p aces w it h fo osb all ta b le s a nd b eer in th e fr id ge w e’v e s e en e m anatin g fr o m th e te ch b oom . 
 The s p ace is t r u ly , t h oughtfu lly d esig ned
 w it h t h e e m plo yee in m in d
 . E m plo yees c an c ho ose w here in th e o ffic e th ey w ant to w ork , b ase d o n th eir n eed s. O ne s ta ff p ers o n s p end s m ost o f h er tim e in th e in no vatio n r a nch, w hile th e fin ance d ir e cto r tr ie s to s p end a g o od p art
 o f th e s u m mer w ork in g fr o m th e r o of. ( G iv en th at A SSH is in C hic ago , th at’s p ro bab ly a b out th e m ost tim e u p th ere h e’ll g et.) A nd , o f c o urs e , o n to p o f th is v arie ty , e m plo yees a re a ll g iv en th e o pportu nit y to w ork s o m e o f th e tim e
 fr o m h o m e. T w o-th ir d s o f th e e m plo yees s p end a t le ast o ne d ay a w eek w ork in g r e m ote ly , b ut A SSH ’s in vestm ent in te chno lo gy m eans th at r e m ote w ork d oes n o t in te rfe re w it h g ettin g th in gs d one o r w it h b ein g a ccessib le to e ach
 o th er. W hen g aso lin e p ric es s p ik ed , th e o rg aniz a tio n e xp and ed th e p olic y to a llo w fo r m ore te le co m mutin g d ays. O ne d ep artm ent h as m ost o f it s m eetin gs o n th e c o uches b y th e fr o nt d oor, e ven th o ugh th ey w ere n o t o ste nsib ly
 d esig ned fo r m eetin gs. T his is w hat a d is c ip lin ed fo cus o n th e e m plo yee lo oks lik e. I f it h elp s th e e m plo yees g et th in gs d one, th en it is m ad e a vaila b le to th em .
 This is w hy A SSH in vests in th e r ig ht te chno lo gy fo r it s e m plo yees. I t’s e xp ensiv e to m ak e s u re e very o ne h as b oth th e la p to p a nd th e ta b le t th at h e o r s h e w ants , b ut it e nab le s e m plo yees to g et m ore w ork d one. A SSH r e cently
 d ecid ed to c hange it s d ata b ase s y ste m — ty p ic ally o ne o f th e la rg est e xp ense s a n o np ro fit a sso cia tio n w ill e ver in cur— and th e s ta ff k no w th is w ill d is ru p t m any e xis tin g p ro cesse s, b ut th e o ld s y ste m w as to o s lo w a nd p re vente d
 e m plo yees fr o m g ettin g th eir w ork d one. 
 Giv en t h e c h oic e b etw een h ard o n t h e o rg aniz a tio n a nd h ard o n t h e e m plo yee, A SSH w ill c h oose h ard o n t h e o rg aniz a tio n. T hat is t h e d ig it a l w ay
 . T hin k s o ftw are d esig n: I t m ay
 b e d if fic ult a nd tim e-in te nsiv e to d esig n a n a p p th at w ork s o n iO S, A nd ro id , W in d ow s, a nd ( m ayb e) B la ck berry — and th e d if fe re nt v ers io ns o f e ach— but th at’s w hat d ig it a l c o m panie s w ill d o, a s m uch a s p ossib le , b ecause th ey k no w
 th at a u se r- fir s t, p ers o naliz e d a p pro ach is b ette r in th e lo ng r u n.
 And th e b enefit s g o to e very o ne, n o t ju st th e e lit e in th e o rg aniz a tio n. E ntr y -le vel e m plo yees a re n o t s tu ck w it h fiv e-y ear- o ld la p to ps w it h m is sin g rig ht a rro w k eys. E very o ne g ets n ew c o m pute rs e very tw o y ears . T his m in d se t
 a ctu ally c hanges th e w ay th ey d o w ork . A s o ne e m plo yee s a id :
 This p la ce c a re s m ore a bout u s, s o w e s h ould c a re m ore a bout t h is
 pla ce.
 ASSH h as d evelo ped a c ult u re w here e very o ne h elp s e very o ne. A ny tim e s o m eo ne n eed s h elp o n a p ro je ct, p eo ple fr o m e very d ep artm ent a re e nco ura ged to p it c h in . A nd if y o u n eed h elp o n a p ro je ct, th ere ’s n o o ne y o u c an’t
 a sk fo r h elp , a nd th ere is a n e xp ecta tio n th at y o u w ill a lw ays g et h elp . G iv en th at w ork flo w c an n ever b e d is tr ib ute d e venly ( fo r in sta nce, th e c o nfe re nce p la nners w ill a lw ays b e b usie r r ig ht b efo re th e a nnual m eetin g), s u ch a s y ste m
 h elp s A SSH e ffic ie ntly m anage th e w ork lo ad .
 This s tr u ctu re a ls o a llo w s p eo ple to le arn m ore o n th e jo b, w ork in g in a re as o uts id e o f th eir r e gula r jo b d esc rip tio ns. 
 In f a ct, a s a r e su lt , jo b d escrip tio ns f r e quently c h ange f r o m y ear t o y ear a s n ew s tr e ngth s o r p assio ns
 e m erg e f r o m t h is m ore f le xib le w ork a rra ngem ent
 . T his m ak es it h ard er o n th e o rg aniz a tio n. T he C EO e nd s u p d oin g e m plo yee e valu atio n a nd g o al s e ttin g in d if fe re nt w ays fo r d if fe re nt p eo ple a nd m ust a d ju st y ear to y ear a s re sp onsib ilit ie s c hange. B ut th is a llo w s h im to m ain ta in h is fo cus o n a ttr a ctin g a nd r e ta in in g g re at ta le nt. H e r o utin ely is a b le to h ir e p eo ple fr o m th e c o rp ora te w orld in to h is s m all n o np ro fit , w hic h is n o t ty p ic ally th e d ir e ctio n o f th e flo w
 o f ta le nt in th is in d ustr y .
 They le a rn c o ntin uously a n d it e ra te r a p id ly
 The c o ntin ually a d ju ste d jo b d esc rip tio ns a re a ls o a r e fle ctio n o f A SSH ’s c o m mit m ent to in no vatio n a nd c o nsta nt im pro vem ent, a no th er c o re c o ncep t o f th e d ig it a l m in d se t. W e’v e a lr e ad y ta lk ed a b out it s c o m mit m ent to c hangin g
 o r u p gra d in g s o ftw are w henever it ’ s n eed ed , a nd th e H and -e p ro je ct r e p re se nts a n ew a nd p ow erfu l id ea th at it b ro ught to fr u it io n v ery q uic k ly . M ark A nd ers o n, A SSH C EO , is a d dic te d to c hange. A cco rd in g to o ne s ta ff m em ber:
 Each y ea r w e h ave a cco m plis h ed s o m uch , a nd t h en w e’r e g oin g in to s o m eth in g c o m ple te ly
 new .
 A fe w y ears a go A SSH fo cuse d o n g lo bal e xp ansio n a nd q uic k ly w ent fr o m 1 00 in te rn atio nal m em bers to 6 00 in te rn atio nal m em bers in o rd er to re ach th at m ark et. It a ls o m ad e a ra p id c hange to c re ate a n o nlin e v ers io n o f a
 p rin te d te xtb ook in ju st s ix m onth s. I t d id th e s a m e th in g w hen it c hanged it s a nnual s c ie ntif ic m eetin g to a p ap erle ss c o nfe re nce. E ven b ack in 2 008, w hen th e e co no m y s ta rte d to ta k e a n o se -d iv e, A nd ers o n p ush ed s ta ff to id entif y
 e ffic ie ncie s a nd n ew s o urc es o f r e venue. W hen o th er n o np ro fit a sso cia tio ns w ere u sin g th eir r e se rv es to o pera te a t a lo ss d urin g th e d ow ntu rn , A SSH w as h avin g s o m e g o od y ears . A cco rd in g to o ne s ta ff p ers o n:
 We d on’t g et t o o c a ught u p in t h e m ajo r t h in gs t h at w e’r e d oin g; w e’r e a lw ays b ein g
 pro activ e.
 Tak ea w ays: M ak e Y ou r O rg an iz a tio n D ig it a l
 If a s m all n o np ro fit o rg aniz a tio n c an b eco m e d ig it a l, s o c an y o u. T ho ugh, c o m e to th in k o f it , w e c an e q ually im agin e la rg e c o rp ora tio ns c o m pla in in g a b out th eir in ab ilit y to b e s m all a nd a gile lik e th e n o np ro fit . ( T he g ra ss is a lw ays
 g re ener … ) B ut w e d id n o t p re se nt th e A SSH e xam ple a s a k in d o f “ b est p ra ctic e” th at e very o ne s h o uld c o py. I n e very c hap te r, w e w ill g iv e y o u e xam ple s fr o m r e al c o m panie s th at a re le ad in g a nd m anagin g in a w ay th at is m ore
 c o m patib le w it h to day’s re alit y , a nd w e h o nestly d on’t c o nsid er a s in gle o ne a b est p ra ctic e. T hey a re m eant to s h o w y o u th at a ny k in d o f c o m pany c an e m bra ce th ese m in d se ts (p re cis e ly b ecause th ey a re m in d se ts a nd n o t b est
 p ra ctic es), a nd to g iv e y o u s o m e id eas fo r h o w to d o it in y o ur o w n o rg aniz a tio n.
 Bein g d ig it a l is n o t d ep end ent o n s iz e o r ta x s ta tu s. I t is a b out a n o rg aniz a tio nal c ult u re ( in clu d in g s y ste m s a nd p ro cesse s) th at s u p ports th e d ig it a l m in d se t: a fo cus o n u se rs ( a nd e m plo yees), e xte nd in g e lit e tr e atm ent to th e la rg e
 m id dle , a nd c o ntin uo us im pro vem ent a nd in no vatio n.
 How s m all o r la rg e y o ur o rg aniz a tio n is m ay c hange w hat th at lo oks lik e, b ut it d oesn ’t le t y o u o ff th e h o ok. S o, h ere a re s o m e r e co m mend atio ns.
 In vest S m artly in T ech
 You p ro bab ly s a w th is r e co m mend atio n c o m in g. S pend in g o n te chno lo gy, o f c o urs e , is n o t a n ew id ea. F or y ears n o w , c o m panie s h ave b een s tr u gglin g w it h h o w m uch to in vest in te chno lo gy, w hic h m orp hs a nd c hanges s o fa st th at
 it is o fte n d if fic ult to fig ure o ut w hic h in vestm ents w ill p ay o ff. A nd s in ce th is b ud get it e m d id n’t e ven e xis t ju st a fe w d ecad es a go , it a lw ays s e em s lik e it ’s a s tr e tc h w hen w e d o m ak e a n in vestm ent. N o m atte r h o w m uch y o u s p end o n
 te chno lo gy, it fe els lik e it is ju st a b it to o m uch. A nd n o w w e’re a sk in g y o u to s p end m ore ?
 Not n ecessa rily . S ta rt b y ta k in g a s te p b ack a nd c o m parin g y o urs e lf to o th ers in y o ur in d ustr y . I f y o u’re o ne o f th o se o rg aniz a tio ns th at is d ow n a ro und th e in d ustr y a vera ge fo r in vestm ent in te chno lo gy, th en y o u’ll p ro bab ly w ant to
 lo ok fo r w ays to in cre ase th at, b ut it ’s p ossib le th at y o u’re a lr e ad y in vestin g m ore th an th e a vera ge. I n th eir b ook, 
 Lea din g D ig it a l
 , G eo rg e W este rm an, D id ie r B onnet, a nd A nd re w M cA fe e a naly ze a v arie ty o f d if fe re nt in d ustr ie s in
 te rm s o f th eir le vel o f “ d ig it a l m aste ry ,” w hic h in clu d es a c o m bin atio n o f d ig it a l c ap ab ilit ie s a nd le ad ers h ip c ap ab ilit ie s. O ne o f th e k ey le sso ns fr o m th e b ook is th at e very in d ustr y h as a c o ntin uum , fr o m “ b egin ners ” to “ d ig it a l m aste rs .”
 E ven in th e h ig h-te ch fie ld , s o m e c o m panie s w ere r a te d a s “ b egin ners ,” m eanin g th ey w ere b ehin d th eir p eers o n b oth d ig it a l c ap acit y a nd le ad ers h ip c ap acit y th at s u p ports d ig it a l in no vatio n. A nd in fie ld s th at w e d on’t a sso cia te w it h
 d ig it a l m aste ry , lik e m anufa ctu rin g, t h ere w ere s till a s ig nif ic a nt n um ber o f f ir m s t h at t h e a uth ors r a te d a s d ig it a l m aste rs . A nd a cco rd in g t o t h eir r e se arc h , d ig it a l m aste ry c o rre la te s w it h b oth in cre ase d r e venue
 a nd p ro fit
 .
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 It d oesn ’t m atte r w hat in d ustr y y o u’re in . F ig ure o ut h o w y o u c o m pare to y o ur p eers , a nd u nle ss y o u’re a lr e ad y a d ig it a l m aste r, fin d a w ay to in cre ase y o ur s p end in g in o rd er to in cre ase y o ur c o m petit iv eness.
 Auto m ate in f a vo r o f e n gagem en t
 Notic e, h o w ever, th at w e a re n o t o nly a sk in g y o u to in vest m ore d olla rs — we a re a sk in g y o u to in vest th em s m artly . If y o u d ecid e to in vest m ore in s o cia l m ed ia , fo r e xam ple , m ak e s u re y o ur n ew p ro gra m is n o t b uilt a ro und
 b ro ad castin g c o okie -c utte r m ark etin g m essa ges to a la rg er n um ber o f c usto m ers a nd p ro sp ects th ro ugh th ese n ew s o cia l “ c hannels .” T hat w ork s, b ut it is n o t d ig it a l. 
 Dig it a l r e quir e s a m uch m ore n uance d f o cu s o n c u sto m ers :
 W hat is t h eir e xperie nce , w hat d o t h ey n eed, a nd w hat m atte rs t o t h em ?
 Socia l m ed ia is p erfe ct fo r d is c o verin g th o se th in gs, b ut it r e q uir e s th at w e lis te n a nd e ngage m ore d eep ly w it h c usto m ers a nd s ta k eho ld ers . T here a re
 h und re d s o f b ooks o n s o cia l m ed ia m ark etin g, s o w e w on’t g o in to d eta il o n th is to pic h ere , b ut th e m ost im porta nt a d vic e w e c an g iv e is to a uto m ate in fa vo r o f e ngagem ent. F ig ure o ut w hic h th in gs c an b e a uto m ate d ( fe ed s to s o cia l
 m ed ia s it e s), b ut n o t fo r “ sp ra yin g a nd p ra yin g” e q ually to e very w here . In ste ad , u se th e tim e y o u s a ve to s p end m ore tim e b uild in g re la tio nsh ip s w it h th e p eo ple w ho re sp ond , re tw eet, s h are , a nd lik e. W hen y o u in vest in d ig it a l
 te chno lo gy, m ak e s u re it a ctu ally a d dre sse s th e c o re o f w hat it m eans to b e d ig it a l: I t p uts th e u se r o r c usto m er fir s t, it p ro vid es c usto m iz e d a tte ntio n to m ore p eo ple , a nd it s u p ports in no vatio n o r im pro vem ent.
 Enhan ce d ig it a l c o lla b ora tio n
 Not a ll d ig it a l in vestm ents a re d ir e cte d e xte rn ally , e it h er. D ig it a l is e q ually a p plic ab le to in te rn al c ap acit y , s p ecif ic ally in th e a re a o f d ig it a l c o lla b ora tio n— usin g d ig it a l to ols to h elp e m plo yees c o lla b ora te m ore e ffe ctiv ely . A s w e
 m entio ned a t th e s ta rt o f th is c hap te r, th e M ille nnia l g enera tio n is b rin gin g w it h it s o m e h ig her s ta nd ard s fo r te chno lo gy to ols w e u se in te rn ally a nd w hy w e u se th em , s o n o w is th e tim e to u p y o ur g am e.
 You c an s ta rt w it h s o m eth in g a s s im ple a s e m ail. F or e xam ple , o ne o rg aniz a tio n w e in te rv ie w ed c re ate d a p olic y th at p ro hib it e d s e nd in g “ th ank y o u” e m ails in te rn ally . I t m ay s e em in sig nif ic ant, a nd m ayb e e ven a lit tle r u d e, b ut th is
 sta ff d oes a lo t o f w ork v ia e m ail, s o a d din g a la yer o f “ th ank s fo r th at” e m ails , p erh ap s m et w it h “ n o p ro ble m ” e m ail r e sp onse s, c an a ctu ally s ta rt to w aste a lo t o f tim e. I t’s n o t th at th ey a re p ro hib it e d fr o m s a yin g th ank y o u ( th ey d o
 th at in p ers o n); th ey ju st d on’t m is u se th e te chno lo gy o f e m ail to d o it .
 Apply th at s a m e k in d o f r ig o r to a naly zin g y o ur o th er in te rn al c o lla b ora tio n to ols .
 • C an y o u im ple m ent a n in sta nt m essa gin g c lie nt to e nab le im med ia te r e q uests to g et th ro ugh w it h o ut th e d ela y o f e m ail?
 • C an y o u c re ate a n in te rn al o nlin e c o m munit y o r o th er c o lla b ora tio n s o ftw are th at w ill a llo w e m plo yees a cro ss th e e nte rp ris e to s ta rt c o nnectin g a nd s o lv in g p ro ble m s o n th eir o w n?
 If y o u’re n o t a le ad er w hen it c o m es to in te rn al d ig it a l c o lla b ora tio n in to day’s e co no m y, th en y o u r u n th e r is k o f fa llin g e ven fu rth er b ehin d .
 Cre a te S pace f o r E xp erim en ts
 Rem em ber, y o ur d ig it a l c ap acit y is o nly p artly a b out th e te chno lo gy. I t is e q ually d ep end ent o n le ad ers h ip c ap acit ie s th at s u p port th e d evelo pm ent a nd im ple m enta tio n o f th e te chno lo gy. S o, if y o u w ant to b e a “ d ig it a l m aste r,” th an
 y o u a ls o n eed to m ak e in te rn al m anagem ent c hanges th at s u p port th e d ig it a l m in d se t. O ne o f th e m ost im porta nt a re as to d evelo p is th e a b ilit y to e xp erim ent in te rn ally . A fte r a ll, th e d ig it a l r e vo lu tio n w as b ro ught a b out, in p art, b y th e
 w ay it r e le ase d p ro ducts th ro ugh “ b eta ” te stin g, in w hic h a ctu al u se rs c o uld tr y th e p ro duct a nd p ro vid e fe ed back b efo re it w as la unched m ore b ro ad ly to th e p ub lic . W e n eed to in fu se o ur o rg aniz a tio ns w it h th e s a m e c ap acit y . In 
 Hum aniz e
 ,
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 we id entif ie d e xp erim enta tio n a s a k ey e le m ent in c re atin g a h um an o rg aniz a tio n, a nd in o ur d is c ussio n o f e xp erim enta tio n w e m ad e r e fe re nce to G oogle ’s n o w -fa m ous ( a nd r e cently m odif ie d — we’ll g et to th at) “ 2 0
 p erc ent tim e” p olic y. G oogle e ngin eers w ere a b le to s p end 2 0 p erc ent o f th eir tim e w ork in g o n a ny p ro je ct th ey w ante d , e ven if it w as o uts id e o f th eir jo b d esc rip tio n o r o uts id e o f G oogle ’s c o re b usin ess. T his fr e ed om to e xp erim ent
 h as p ro duced s o m e im pre ssiv e r e su lt s fo r th e c o m pany. G mail, fo r e xam ple , w as c re ate d d urin g s o m eo ne’s 2 0 p erc ent tim e, a nd it h ad r e p orte d ly g ro w n to m ore th an 4 25 m illio n u se rs a s o f 2 012.
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 Of c o urs e , G oogle ’s c o m mit m ent to e xp erim enta tio n is s o d eep th at it h ad n o p ro ble m m odif y in g it s o w n 2 0 p erc ent tim e p olic y a lo ng th e w ay. I t w as r e fin ed s o o nly c erta in e m plo yees c o uld u se it , w hic h w as b ase d o n r ig o ro us
 a naly sis o f th e c o m pany’s o w n d ata , a s is G oogle ’s w ay. S o, G oogle d oesn ’t h ave to b e y o ur r o le m odel h ere . I t is n o t th e o nly c o m pany th at g iv es it s e m plo yees r o om to e xp erim ent ( n o r d id G oogle in vent th is id ea). F org et a b out th e
 d eta ils o f G oogle ’s p ro gra m , a nd b uild a n in te rn al e xp erim enta tio n s y ste m th at w ork s fo r y o u.
 Giv e e m plo yees a s a n dbox
 The r e al p ow er h ere is in g iv in g e m plo yees p erm is sio n to e xp erim ent. M ayb e 2 0 p erc ent o f y o ur e m plo yees’ tim e a w ay fr o m th e c o re b usin ess s e em s to o m uch. F in e. W hat p erc enta ge c an y o u g iv e th em ? T en? F iv e? M ayb e it ’s
 ju st a s u p portiv e p la ce to ta lk a b out id eas th at th ey c am e u p w it h o n th eir o w n tim e? F in d a w ay to g iv e y o ur p eo ple s o m e s p ace. T hat is h o w y o u g ro w a nd im pro ve: b y s h if tin g r e so urc es a s th in gs c hange. Y es, y o u m ig ht n eed to
 e lim in ate s o m e a ctiv it ie s c urre ntly d one b y s ta ff to m ak e r o om fo r th e e xp erim enta tio n tim e, b ut fin d a p erc enta ge y o u c an liv e w it h a nd g iv e th e e m plo yees p erm is sio n.
 Dir e ct t h e r id er
 While y o u d on’t w ant to c o ntr o l th e e xp erim enta tio n to o m uch ( th at lim it s th e le arn in g), y o u w ill w ant to p ro vid e s o m e o vera ll d ir e ctio n, s o th e e xp erim ents e nd u p s u p portin g th e g ro w th o f y o ur b usin ess. T he p hra se “ d ir e ct th e
 rid er” ( a lo ngsid e “ m otiv ate th e e le p hant” a nd “ sh ap e th e p ath ”) is th e fir s t s te p fo r c hange d efin ed b y C hip a nd D an H eath in 
 Sw it c h
 , o ne o f o ur fa vo rit e b ooks a b out c ult u re c hange, a nd th at is y o ur c halle nge h ere .
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 Defin e th e g o al o f
 y o ur X p erc ent tim e p ro gra m . I t d oesn ’t h ave to b e o nly a b out in no vatio n a nd n ew id eas. T his s p ace fo r e xp erim enta tio n c o uld b e u se d s im ply to s p ark e ngagem ent b y g iv in g e m plo yees m ore c o ntr o l o ver th eir w ork in g enera l o r a
 sp ecif ic p ro je ct. I t c o uld b e s e t a sid e fo r c ro ss-d ep artm enta l c o lla b ora tio n. O ne o rg aniz a tio n w e h eard a b out in vo lv ed e very o ne in h elp in g to c ut c o sts b y g iv in g th em a ta rg et a nd le ttin g th em c o m e u p w it h h o w th ey w ere g o in g to
 re ach it . Y ou’ll h ave to fig ure o ut h o w th is X p erc ent tim e p ro gra m fit s in to y o ur s u ccess, a nd th en y o u h ave to m ak e th at c ry sta l c le ar to p eo ple .
 Desig n a b ette r f e ed back lo op
 And a ll o f th is e xp erim enta tio n is u se le ss u nle ss it c an b e fe d b ack in to th e o pera tio ns o f th e o rg aniz a tio n. T hese 2 0 p erc ent tim e p ro gra m s w ere n ever d esig ned to e nab le fr e e-ra nge e xp erim enta tio n w here e m plo yees p ond er th e
 o rig in s o f th e u niv ers e . T hey a re m eant to b e a p plie d , w hic h m eans th at, a s e xp erim ents g enera te r e su lt s , th e r e su lt s n eed to b e fe d b ack in to th e s y ste m to s e e h o w th ey c an im pro ve p ro ductiv it y , in sp ir e m ore c re ativ e p ro duct d esig n,
 so urc e b ette r c o st s a vin gs, n urtu re m ore e ngaged e m plo yees, o r w hate ver th e r e su lt s m ig ht b e. Y our p ro gra m n eed s a c le ar b ut s im ple p ro cess in p la ce, s o p eo ple k no w h o w fr e q uently th ey n eed to r e p ort th eir r e su lt s , to w ho m th ey
 w ill b e r e p ortin g, a nd w hat c rit e ria w ill b e u se d to a sse ss w heth er o r n o t th e e xp erim ents s h o uld c o ntin ue. T his is n ’t r o ck et s c ie nce— actu ally , s tr ik e th at; r o ck et s c ie nce is a ll a b out e xp erim enta tio n— but y o u s h o uld b e a b le to p ut a
 str u ctu re in p la ce th at w ill e nab le m ore e xp erim enta tio n in y o ur o rg aniz a tio n.
 In nova te Y ou r H R P ra ctic e
 If y o u r e ally w ant to g o “ a ll in ” o n d ig it a l, y o u w ill h ave to lo ok p ast th e te chno lo gy a nd e ven p ast y o ur in te rn al e xp erim enta tio n p ro cesse s. T he d ig it a l m in d se t is u lt im ate ly r o ote d in y o ur c ult u re . Y ou h ave to b e d ig it a l, th ro ugh a nd
 th ro ugh. 
 If b ein g d ig it a l r e quir e s a s h arp er f o cu s o n u se rs , in te rn ally t h at m eans a s h arp er f o cu s o n t h e “ use rs ” o f y our c u lt u re — i.e ., y our e m plo yees. I n o th er w ord s, if y ou w ant a d ig it a l o rg aniz a tio n, y ou n eed a
 c u lt u re th at is e m plo yee fo cu se d
 . T hat p uts th e H um an R eso urc es fu nctio n in th e sp otlig ht, w hic h fo r m any o rg aniz a tio ns c an b e a re al p ro ble m , b ecause th e H R fu nctio n te nd s to re fle ct th e o ld , m echanic al a p pro ach to
 m anagem ent. I t fo cuse s p rim arily o n th e o rg aniz a tio n a nd it s le ad ers — no t th e e m plo yees. Y ou m ay n o t th in k a b out th is k in d o f c hange fir s t in y o ur m ove to b e d ig it a l, s in ce it is n o t a b out te chno lo gy, b ut to b e tr u ly d ig it a l y o u n eed to
 d o H R d if fe re ntly .
 Hir e f o r c u lt u re f it a n d p erso nal g ro w th
 Jo b d esc rip tio ns, fo r e xam ple , a re c re ate d w it h th e o rg aniz a tio n’s n eed s in m in d . T hey a re d esig ned in th e a b str a ct, a nd th en H R’s jo b is to fin d c and id ate s th at m atc h th o se g eneric d esc rip tio ns. T here ’s n o r u le s a yin g it h as to b e
 th at w ay. A t A SSH , fo r e xam ple , jo b d esc rip tio ns a re m odif ie d e ach y ear b ase d o n h o w e ach in d iv id ual e m plo yee is d evelo pin g. W hen th ey h ir e p eo ple , th ey p ut th em th ro ugh a d ay’s w orth o f p ers o nalit y te sts to d ete rm in e if th e
 c and id ate s w ill b e a g o od fit fo r th eir c ult u re a nd w ill th riv e in a n e nvir o nm ent w here s ta nd ard s a re h ig h, c o lla b ora tio n a cro ss d ep artm ent lin es is e xp ecte d , a nd te chno lo gic al p ro fic ie ncy is v alu ed . I f y o u’re g o in g to r e ally fo cus o n th e
 e m plo yees, th en y o u n eed to ta k e th e tim e a nd e ffo rt to a ctu ally g et to k no w th em . A t A SSH , th at m eans th ey s o m etim es tu rn d ow n s o m eo ne w it h a m aste r’s d egre e ( w hic h m ig ht fit th e jo b d esc rip tio n b ette r) a nd h ir e s o m eo ne r ig ht
 o ut o f s c ho ol, b ut th e c ult u re is s tr o nger fo r it a nd th ey c an m ain ta in th eir d is c ip lin ed fo cus o n th e e m plo yees.
 More a nd m ore o rg aniz a tio ns a re a b and onin g w hat h ave tr a d it io nally b een d eem ed “ b est p ra ctic es” in th e H R w orld . M enlo I n no vatio ns ( fe atu re d in C hap te r 4 ) s p ecif ic ally h ir e s fo r w hat it c alls “ k in d erg arte n s k ills ,” k no w in g it c an
 tr a in fo r te chnic al s k ills la te r. B uffe r, a no th er te chno lo gy c o m pany, a ls o e lim in ate d th e te chnic al in te rv ie w in it s h ir in g p ro cess, fo cusin g o nly o n c ult u re .
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 Both c o m panie s th en h ir e p eo ple o n a s h o rt- te rm b asis a t fir s t s o th ey c an
 a ctu ally s e e c and id ate s’ te chnic al w ork in th e r e al w orld . T ru ly e m bra cin g th e d ig it a l m in d se t r e q uir e s a s h arp er fo cus o n y o ur e m plo yees, s o c hange y o ur h ir in g p ro cesse s s o th ey a ctu ally d o fo cus o n e m plo yees.
 Fix y o ur p erfo rm an ce r e v ie w p ro cess
 The p erfo rm ance re vie w is a no th er H R p ro cess th at is s tu ck in th e o ld m odel, th us it is rip e fo r c hange. T he a nnual re vie w p ro cess in w hic h a s in gle s c o re d ete rm in es a b onus a ctu ally c ause s a lo t o f u nnecessa ry s tr e ss fo r th e
 e m plo yee. A ustr a lia n s o ftw are c o m pany A tla ssia n h as r e vers e d th e p ro cess a nd fo cuse s m ore o n o ngo in g c o achin g fo r e m plo yees.
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 Healt h care c o m pany Q LI ( w hic h y o u’ll r e ad a b out in C hap te r 5 ) le ts e m plo yees d evelo p th eir o w n
 le ad ers h ip d evelo pm ent p la n. T hen th e p la n is s h are d w it h th e s p ecif ic in d iv id uals w ho w ill b e a b le to g iv e th e m ost e ffe ctiv e fe ed back in th e a re as o f d evelo pm ent id entif ie d , e ven if th o se p eo ple a re o n d if fe re nt te am s o r d if fe re nt le vels
 in th e o rg aniz a tio n. A t M enlo I n no vatio ns, r e vie w s a re d one a t th e e m plo yee’s d is c re tio n, in vo lv in g w ho m ever th e e m plo yee c ho ose s to p artic ip ate in th e p eer fe ed back s e ssio n. I t is m ad e c le ar to th o se w ho w ant to a d vance in th e
 o rg aniz a tio n th at th ey s h o uld in clu d e s o m e o f th eir h ars h est c rit ic s in th e fe ed back s e ssio ns— and M enlo m ak es s u re th ey h ir e p eo ple w ho h ave a n atu ra l a b ilit y to h and le b oth g iv in g a nd r e ceiv in g c o nstr u ctiv e c rit ic is m .
 Som e c o m panie s a re g o in g s o fa r a s to r e th in k th e e ntir e e m plo yee/e m plo yer r e la tio nsh ip . I n th eir b ook, 
 The A llia nce
 , R eid H offm an ( c o fo und er o f L in k ed In ), B en C asn o cha, a nd C hris Y eh p re se nt a m odel o f e m plo ym ent w here
 th e o rg aniz a tio n a nd th e e m plo yee n ego tia te a s e rie s o f “ to urs o f d uty .” F or e ach to ur, th e e m plo yee a nd th e c o m pany c la rif y w hat e ach s id e g ets o ut o f th e r e la tio nsh ip , o ffe rin g a n um ber o f d if fe re nt ty p es o f to urs to g uid e e m plo yees
 a t d if fe re nt s ta ges o f th eir c are er. T his p erfe ctly r e fle cts th e d ig it a l m in d se t’ s e m phasis o n o ffe rin g m ore to w hat th ey c all th e “ m id dle c la ss” o f e m plo yees:
 Com panie s h ave lo ng d ev ote d r e so urc es t o c ra ftin g p erso naliz e d r o le s a nd c a re er p ath s f o r t h eir s ta rs. C om panie s s u ch a s G en era l E le ctr ic r o ta te p ro m is in g y o ung e x ecu tiv es t h ro ugh a s e rie s o f a ssig nm en ts t o
 help t h em g ain e x perie n ce in d if fe re n t f u nctio ns a nd m ark ets . Y et it is p ossib le — in deed , n ecessa ry — to e x te n d t h is p erso naliz e d a ppro ach t o a ll e m plo yees u sin g t h e t o ur o f d uty f r a m ew ork . A s t h e w orld b eco m es
 le ss s ta ble , y o u c a n’t j u st r e ly o n a f e w s ta rs a t t h e t o p t o p ro vid e t h e n ecessa ry a dapta bilit y .
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 The h um an r e so urc e s d epartm ent is f e rtile g ro und f o r r e in ventio n b ase d o n a d ig it a l m in dse t
 . S ched ule tim e w it h y o ur H R d ep artm ent to b re ak d ow n y o ur b asic H R p ro cesse s in te rm s o f h o w th ey a d dre ss th e p rin cip le s
 th at d riv e D ig it a l:
 • W hat c an y o u a d d to y o ur s ta nd ard h ir in g p ro cess th at w ould e nab le y o u to b ette r u nd ers ta nd y o ur c and id ate s a s w ho le p eo ple ?
 • D o y o ur p erfo rm ance r e vie w s g iv e s p ace fo r e ach in d iv id ual e m plo yee to u nd ers ta nd a nd a rtic ula te h is o r h er lif e ’s d ir e ctio n, s o th o se g o als c an b e w oven in to p erfo rm ance a nd le arn in g o bje ctiv es?
 • H ow a re y o u in te gra tin g s h o rt- te rm a ssig nm ents in to th e h ir in g p ro cess, in o rd er to g et m ore r e lia b le d ata a ro und b oth te chnic al a nd c o lla b ora tiv e s k ills ?
 Fro m D ig it a l t o C le a r
 We id entif ie d th re e r e la tiv ely o bvio us a re as th at a re r ip e fo r im pro vem ent in m ost o rg aniz a tio ns: te chno lo gy in vestm ent, e xp erim enta tio n, a nd H R p ra ctic es. O bvio us, th o ugh, d oes n o t m ean e asy to d o. A ppro achin g th ese th ro ugh
 th e d ig it a l m in d se t is th e k ey to m ak in g th em h ap pen, re gard le ss o f b ud get c o ncern s o r e m bed ded a vers io n to c hange. T he d ig it a l m in d se t is a b out a re le ntle ss fo cus o n th e u se r (b oth e xte rn al w it h c usto m ers a nd in te rn al w it h
 e m plo yees), th e a b ilit y to p ers o naliz e th eir e xp erie nces, a nd c o ntin uo us in no vatio n— unlo ck in g n ew v alu e th ro ugh le arn in g a nd im pro vem ent. W hy th e d ig it a l m in d se t? B ecause th e M ille nnia l g enera tio n h as g ro w n u p w it h th is m in d se t
 lik e b re ath in g a ir . I t’s n o t th e p ot o f g o ld a t th e e nd o f th e r a in b ow fo r th em ; it ’s th e b asic w ay th in gs w ork in th e w orld o uts id e o f th e o ffic e, a nd it w ill b e th e fir s t th in g th ey c hange in sid e th e o ffic e w hen th ey b eco m e s e nio r e no ugh to
 d o it . R em em ber, th e M ille nnia ls a re n o t te llin g u s h o w to d o th in gs, b ut th ey a re s h in in g a lig ht o n th e c ap acit ie s th at w ill d riv e th is r e vo lu tio n in le ad ers h ip a nd m anagem ent.
 So, if D ig it a l is t h e b otto m r u ng o f t h e la dder, w hat’s t h e n ext s te p? L et’s t a lk C le ar. ; )
 4. C le ar
 Genera l S ta nle y M cC hry sta l le d th e J o in t S pecia l O pera tio ns C om mand fo r th e U .S . M ilit a ry fo r fiv e y ears , b etw een 2 003 a nd 2 008. M uch o f th at tim e w as s p ent le ad in g o pera tio ns a gain st A l Q aed a in I ra q , im med ia te ly fo llo w in g
 th e fa ll o f B aghd ad . T his w as n o e asy ta sk , o f c o urs e , b ut to m ak e m atte rs w ors e M cC hry sta l d is c o vere d e arly o n th at th e w ay h is fo rc es w ere tr a in ed a nd o rg aniz e d to d o th eir jo bs w as a ctu ally m ak in g th e jo b m ore d if fic ult .
 McC hry sta l’ s fo rc es n eed ed to d is m antle a n e nem y n etw ork , w hic h w as le ss a b out th e ic o nic im age o f c o lu m ns o f ta nk s r o llin g a cro ss th e b attle fie ld a nd m ore a b out s m alle r, fo cuse d o pera tio ns— an it e ra tiv e p ro cess o f g ath erin g
 in te llig ence, a naly zin g it , a nd u sin g th e in sig ht to d ir e ct th e n ext in te llig ence-g ath erin g m is sio n. T he p ro ble m , h o w ever, w as th at th is b asic p ro cess w as b ein g m anaged b y s e vera l d if fe re nt in te llig ence-g ath erin g a gencie s a nd u nit s u nd er
 h is c o m mand a t th e s a m e tim e, a nd th ey w ere n o t in clin ed to s h are in fo rm atio n w it h e ach o th er. W hen h e fir s t s ta rte d , it to ok w eek s to g et th e a naly ze d in te llig ence b ack fr o m o ne o pera tio n. In A ugust 2 004, h is ta sk fo rc e w as
 c o m ple tin g 1 8 o pera tio ns p er m onth , w hic h w as c o nsid ere d to b e a h ig h-sp eed o pera tio n a t th at tim e, b ut, in M cC hry sta l’ s o w n w ord s, th o se e ffo rts “ c o uld n’t m ak e a d ent in th e e xp lo din g in su rg ency.”
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 Tw o y ears la te r, th e ta sk fo rc e w as c o m ple tin g 3 00 o pera tio ns p er m onth . H e h ad c re ate d h is o w n n etw ork to fig ht A l Q aed a’s , a nd it w as o pera tin g a t a s p eed th at h e a d m it te d w as n o t e ven c o nsid ere d b efo re , n o t in th eir
 “w ild est d re am s.” T his n ew n etw ork p ro duced r e su lt s . I n 2 006, M cC hry sta l’ s fo rc es to ok d ow n th e le ad er o f A l Q aed a in I ra q .
 Achie vin g th is k in d o f s u ccess is im pre ssiv e in it s o w n rig ht, o f c o urs e , b ut it is e ven m ore im pre ssiv e w hen y o u c o nsid er th e le vel o f in te rn al c hange th at w as re q uir e d to s e e it th ro ugh. M cC hry sta l a nd h is c o lle agues h ad to
 fu nd am enta lly c hange th e c ult u re o f th is p artic ula r p art o f th e U .S . m ilit a ry to a chie ve th ese g o als . H is r e alm c o vere d s p ecia l fo rc es, th e in te llig ence c o m munit y , a nd c o vert o pera tio ns, y et h e s u cceed ed b y e m bra cin g a p rin cip le y o u
 m ig ht n o t e xp ect fr o m th is g ro up :
 Tra nsp are ncy .
 McC hry sta l le arn ed th at, in a w ar o f n etw ork s v ers u s n etw ork s, y o u n eed p ow er s p re ad a m ong th e p erip hery , b ecause th at’s w here th e a ctio n is . “ Y ou c an’t c entr a liz e 1 0 r a id s a n ig ht,” h e e xp la in ed . I n th is c o nte xt, th at m eant
 sh arin g m ore in fo rm atio n in te rn ally , s o y o u d on’t h ave to w ait w eek s to g et y o ur in te llig ence a naly sis b ack . T he m ilit a ry ( a nd p le nty o f o th er o rg aniz a tio ns) h ave tr a d it io nally a d opte d a “ n eed to k no w ” p olic y o n in fo rm atio n s h arin g:
 U nle ss y o u c an d em onstr a te a c le ar n eed to k no w , w e’re n o t g o in g to te ll y o u. I n I ra q , h o w ever, M cC hry sta l c am e to th e r e aliz a tio n th at th e c halle nge w as n o t a b out d em onstr a tin g a n eed to k no w ; th e c halle nge w as u nd ers ta nd in g
 w ho a ctu ally n eed ed to k no w w hat in fo rm atio n in th e fir s t p la ce.
 In a c o m ple x, c o nnecte d, a nd n etw ork ed e nvir o nm ent, it is e xtr e m ely d if fic u lt t o k now w ho n eeds t o k now .
 You ju st c an’t p re d ic t th at a head o f tim e. T he a nsw er to th is c o nund ru m w as to s h are th e in fo rm atio n m ore
 b ro ad ly . T he m ore p eo ple w ho k no w , th e m ore lik ely th e p ers o n w ho a ctu ally d oes n eed it w ill e nd u p g ettin g it . A t o ne p oin t d urin g h is c o m mand , h is g ro up a cq uir e d p ers o nnel r e co rd s fr o m th e e nem y. T o e nab le h is n etw ork to ta k e
 a ctio n o n th is in fo rm atio n r ig ht a w ay, h e d ecla ssif ie d th e in te llig ence. H e s a id h e to ok a lo t o f fla ck fo r th at d ecis io n, b ut m ak in g th e in fo rm atio n m ore v is ib le e nab le d th e r ig ht p eo ple to m ak e b ette r d ecis io ns a nd ta k e m ore e ffe ctiv e
 a ctio n. F ro m M cC hry sta l’ s 2 010 T ED ta lk :
 [A ]s w e p asse d t h at in fo rm atio n a ro und, s u dden ly y o u f in d t h at in fo rm atio n is o nly o f v alu e if y o u g iv e it t o p eo ple w ho h ave t h e a bilit y t o d o s o m eth in g w it h it . T he f a ct t h at I k now s o m eth in g h as z e ro v alu e, if
 I’m n ot th e p erso n w ho c a n a ctu ally m ake s o m eth in g b ette r b eca use o f it . S o, a s a c o nse q uen ce, w hat w e d id w as w e c h anged th e id ea o f in fo rm atio n, in ste a d o f k now le d ge is p ow er to o ne w here s h arin g is
 pow er. I t w as t h e f u ndam en ta l s h if t, n ot n ew t a ctic s, n ot n ew w ea pons, n ot n ew a nyth in g e ls e . I t w as t h e id ea t h at w e w ere n ow p art o f a t e a m in w hic h in fo rm atio n b eca m e t h e e sse n tia l lin k b etw een u s, n ot a
 blo ck b etw een u s.
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 In th e la st c hap te r, w e d is c usse d th e id ea o f th e d ig it a l m in d se t b ein g th e “ g ro und flo or” o f w hat it m eans to b e a 2 1st- c entu ry c o m pany. If y o u ta k e th at to h eart, a nd y o ur c o m pany fo cuse s o n th e u se rs , p ers o naliz e s th eir
 e xp erie nces b oth in sid e a nd o ut, a nd c o m mit s to in no vatio n, th en h o w d o y o u k eep e very th in g fo cuse d ? H ow d o y o u k eep y o ur c o lle ctiv e e yes o n th e p riz e ? B y b ein g 
 Cle ar
 .
 What I s C le a r?
 We s ta rte d th is c hap te r w it h M cC hry sta l’ s s to ry fo r tw o re aso ns. F ir s t, it w as o ne o f th e b est illu str a tio ns o f th e v alu e o f c la rit y in sid e a n o rg aniz a tio n th at w e c o uld fin d . T he c la rit y e xis te d a t m ult ip le le vels . N ot o nly d id h e
 d ecla ssif y in te llig ence to e nsu re it w as w id ely s h are d ; h e a ls o h ad h is o ffic ers w ork to geth er in “ sit u atio n r o om s” r a th er th an in s in gle o ffic es ( y es, e ven in te nts in th e d ese rt, o ffic e s p ace d esig n m atte rs ) to m ak e s u re e very o ne w as o n
 th e s a m e p age. T hey w ere c le ar o n th eir p urp ose , a nd th ey w ere e ven c le ar o n w hy c la rit y w as s o im porta nt: b ecause o nly a n etw ork c an d efe at a n etw ork .
 The s e co nd r e aso n w e s ta rte d w it h th is s to ry w as to m ak e a p re em ptiv e s tr ik e a gain st y o ur e xcuse s. T his is th e J o in t S pecia l O pera tio ns C om mand fo r th e U .S . M ilit a ry , a n o rg aniz a tio n w it h “ se cre cy in it s D N A,” a cco rd in g to
 M cC hry sta l. I f a s e cre tiv e g ro up lik e th is c an e m bra ce c la rit y , th en h o w c o uld y o u p ossib ly a rg ue th at it w on’t w ork fo r y o ur o rg aniz a tio n?
 Well, q uit e e asily , it tu rn s o ut, a t le ast h is to ric ally s p eak in g.
 The M yth o f C on tr o l
 One o f th e m ost c entr a l te nets o f m anagem ent o ver th e p ast 1 00 y ears h as b een th e c o ntr o l o f in fo rm atio n. F ro m a c o m petit iv e p oin t o f v ie w , m any ty p es o f in fo rm atio n— se cre t fo rm ula s, s tr a te gic in it ia tiv es, a nd th e lik e— sh o uld
 b e c o ntr o lle d to p re vent y o ur c o m petit o rs fr o m g ain in g a n a d vanta ge. T oo m uch in fo rm atio n in th e h and s o f th e “ w ro ng” p eo ple is d angero us to th e h ealt h o f th e e nte rp ris e . K no w in g th is , w e h ave le arn ed to c are fu lly c ra ft o ur
 m essa ges a nd m assa ge o ur n um bers b efo re th ey a re r e le ase d , a ll in o rd er to p ro te ct o ur in te re sts a nd m it ig ate r is k s.
 In sid e th e o rg aniz a tio n, to o, in fo rm atio n h as tr a d it io nally b een tig htly c o ntr o lle d . I t’s n o t th at w e, a s le ad ers , fe ar o ur o w n e m plo yees w ill u se in fo rm atio n a gain st th e in te re sts o f th e c o m pany. I t’s m ore b asic th an th at: W e a re a fr a id
 o f in co m pete nce.
 There is a n u nd erly in g a ssu m ptio n in m anagem ent th at r e le asin g to o m uch in fo rm atio n w ill le ad to c hao s, m is ta k es, m is in te rp re ta tio ns, in effic ie ncy, a nd a n o vera ll la ck o f c o ord in ate d e ffo rt, s im ply b ecause h um ans a re n o t p erfe ct.
 It’s lik e th e c hild ho od g am e o f “ o pera to r,” w here a s h o rt p hra se , w hen w his p ere d fr o m o ne p ers o n to th e n ext a ro und th e c ir c le , e m erg es a s a c o m ple te ly d if fe re nt p hra se w hen it c o m es b ack a ro und . G iv en th e c o m ple xit y a nd s c o pe
 o f o ur o rg aniz a tio ns, s u ch a te nd ency c an b e d angero us. T he m ore in fo rm atio n th at is o ut th ere , th e m ore m is ta k es w ill b e m ad e. T he s o lu tio n w e d evis e d to th is p ro ble m is to g iv e th e p eo ple a t th e to p o f th e s y ste m c o ntr o l o f th e
 in fo rm atio n a nd d ecid e w hat is s h are d , h o w it is s h are d , a nd w it h w ho m it is s h are d . C ontr o llin g in fo rm atio n g iv es y o u e ffic ie ncy a nd p ro ductiv it y , e ven if it m eans a d ir e ct r e la tio nsh ip b etw een y o ur p osit io n in th e h ie ra rc hy a nd th e
 a m ount y o u k no w a b out w hat’ s r e ally g o in g o n.
 Contr o llin g in fo rm atio n in sid e o rg aniz a tio ns a p plie s h o riz o nta lly a s w ell a s v ertic ally . D if fe re nt d ep artm ents , te am s, a nd u nit s a re s tin gy w hen it c o m es to s h arin g in fo rm atio n o uts id e o f th eir d om ain . S om etim es it ’s r o ote d in in te rn al
 c o m petit io n fo r r e so urc es, b ut m ore o fte n it is s im ply a la ck o f tr u st in th e c o m pete nce o f o th ers . I t’s e asie r to k eep a ll y o ur in fo rm atio n w it h in y o ur te am s o y o u c an g et th e jo b d one. I t w aste s tim e to e xp la in th in gs to p eo ple in o th er
 d ep artm ents , a nd th ey la ck th e s p ecia liz e d k no w le d ge y o u h ave in y o ur d ep artm ent, s o th ey w ill p ro bab ly s c re w it u p . B y h o ard in g in fo rm atio n, a cco rd in g to tr a d it io nal m anagem ent p ra ctic es, w e e nd u p r e d ucin g m is ta k es.
 While th e lo gic o f c o ntr o llin g in fo rm atio n is c o m pellin g ( e ffic ie ncy, p ro ductiv it y , fe w er m is ta k es), it is u nfo rtu nate ly d is c o nnecte d fr o m to day’s r e alit y . T his is e sse ntia lly w hat M cC hry sta l r e aliz e d in I ra q . U sin g tr a d it io nal m eth o ds to
 d eal w it h to day’s n etw ork ed , d is tr ib ute d e nem y w asn ’t g o in g to w ork . T oday’s le ad ers in o rg aniz a tio ns a re fa ced w it h th e s a m e k in d o f c halle nge. C ontr o llin g in fo rm atio n e nd s u p c re atin g m ore p ro ble m s th an it s o lv es. M ore
 sp ecif ic ally , 
 th e o pportu nit y c o sts o f n ot lib era tin g in fo rm atio n a re s ta ggerin g c o m pare d t o t h e b enefit s o f c o ntr o llin g it
 .
 When y o u s h are m ore in fo rm atio n, y o u e nd u p p uttin g it in th e h and s o f p eo ple w ho c an u se it , w hic h e xp and s th e c ap ab ilit ie s o f th e w ho le s y ste m .
 This h as b een o ne o f th e fu nd am enta l le sso ns o f th e s o cia l in te rn et. T ak e o pen-so urc e s o ftw are , fo r e xam ple . B y s h arin g th e c o de a nd le ttin g e very o ne c hange it , s o m eth in g in te re stin g h ap pened . I n ste ad o f r e su lt in g in s o m e k in d o f
 c hao tic m ess th at tr a d it io nal m anagem ent m ig ht p re d ic t w ould h ap pen w hen le ttin g g o o f c o ntr o l, th e s o ftw are a ctu ally b ecam e m ore s ta b le . M ak in g it o pen a llo w ed th e r ig ht in fo rm atio n to m ak e it s w ay in to th e r ig ht h and s: s p ecif ic ally ,
 p eo ple w ho w ere s o p assio nate a b out th e s o ftw are in q uestio n th at th ey w ould w ork o n it fo r fr e e. T ry in g to fin d th o se p eo ple a head o f tim e in a p la nned a nd c o ntr o lle d w ay w ould h ave b een d if fic ult , if n o t im possib le , b ut b y m ak in g
 th e s o ftw are o pen a nd a ccessib le th ey b uilt th e c ap acit y o f th e s y ste m to b e m ore e ffe ctiv e, w it h o ut tr y in g to c o ntr o l it . B y s e ein g m ore , th e in d iv id ual c o ders e nd ed u p m ak in g s m arte r d ecis io ns a lo ng th e w ay, a nd th e e ntir e p ro duct
 w as g re atly im pro ved . Sharin g b y D efa u lt
 That is th e e sse nce o f C le ar: m ak in g m ore in fo rm atio n a vaila b le to m ore p arts o f th e s y ste m to e nab le b ette r a nd m ore s tr a te gic d ecis io n m ak in g, th us im pro vin g r e su lt s . T he d efa ult is th at in fo rm atio n is s h are d , n o t p riv ate . W hile
 th is c o ncep t is n o t n ew ( o pen-b ook m anagem ent h as b een a ro und fo r 2 0 y ears , w it h th e s a m e b asic o bje ctiv e in m in d ), w hat w e a re s e ein g to day is a s e is m ic s h if t, w here tr a nsp are ncy a nd in fo rm atio n flo w a re b ein g tr a nsfo rm ed fr o m
 a c o up le o f o ccasio nal, n ic e-to -h ave fe atu re s in to th e v ery fo und atio n o f a n e nte rp ris e ’s p ow er a nd a gilit y . 
 Cle ar o rg aniz a tio ns s ta rt w it h t h e a ssu m ptio n t h at in fo rm atio n is a nd s h ould b e a vaila ble , a nd t h en t h ey s h arp en
 th e fo cu s to e nsu re th at p re cis e ly th e r ig ht in fo rm atio n e nds u p in p re cis e ly th e r ig ht p la ce , r e ly in g o n th e p ow er o f a n in te llig ent, d ece ntr a liz e d s y ste m r a th er th an c e ntr a l c o ntr o l
 . T he re su lt is m ore e ffe ctiv e
 d ecis io ns th ro ugho ut th e s y ste m . C le ar o rg aniz a tio ns m ak e c o nsis te ntly s m arte r d ecis io ns, e ven in a c o m ple x a nd r a p id ly c hangin g e nvir o nm ent.
 Why M ille n nia ls C are A bou t C le a r
 Mille nnia ls , o f c o urs e , w ould h ave it n o o th er w ay. W hile th e r e st o f u s a re tr y in g to d eal w it h to day’s w orld o f “ in fo rm atio n o verlo ad ,” to M ille nnia ls , it ’s ju st n o rm al. T hey h ave a lw ays h ad G oogle . T hey d on’t k no w w hat it ’s lik e
 to 
 not
 have a s ta ggerin g a m ount o f in fo rm atio n, a vaila b le w it h in m illi- se co nd s, a nd d eliv ere d to a p ow erfu l c o m pute r th at y o u k eep in y o ur p ock et a nd w ork s w here ver y o u a re . B ack to th e R oots ( a h yd ro ponic s c o m pany w e w ill ta lk
 m ore a b out in C hap te r 6 ), w here a ll 1 5 s ta ff a re M ille nnia ls , h as a s a yin g th at “ I d on’t k no w ” is n ever a n a ccep ta b le a nsw er. F or th is g enera tio n, “ I d on’t k no w ” m eans y o u h aven’t lo oked o n th e in te rn et y et, y o u h aven’t ta p ped in to
 y o ur s o cia l n etw ork s y et, a nd y o u h aven’t le vera ged te chno lo gy o r s o ftw are to e xp erim ent y o ur w ay to a n a nsw er. T his g enera tio n d oes n o t p re te nd to h ave a ll th e a nsw ers ( a ny m ore o r le ss th an a ny p re vio us g enera tio n h as a t th at
 a ge), b ut M ille nnia ls d o a ssu m e th ey w ill h ave a ccess to w hate ver in fo rm atio n th ey n eed , b ecause it h as a lw ays b een th ere .
 When M ille nnia ls s h o w u p in th e w ork fo rc e, m any o f th em s c ra tc h th eir h ead s a b out w hy o rg aniz a tio ns s e em to b e s tin gy w it h in fo rm atio n, p artic ula rly u p a nd d ow n th e h ie ra rc hy. In o ur re se arc h, w e a sk ed M ille nnia ls in th e
 w ork pla ce a b out h o w th eir o rg aniz a tio ns d eal w it h a n in cre ase d d em and fo r tr a nsp are ncy, a nd , m ore o fte n th an n o t, th ey e xp re sse d fr u str a tio n. O ne M ille nnia l w ork in g a t a p ub lic ly tr a d ed c o m pany r e p orte d :
 We a re s u bje ct t o p ublic d is c lo su re b ut s till d o n ot h ave t r a nsp are n cy in te rn ally . D ecis io ns a re m ade b eh in d c lo se d d oors, a nd t h e r e a so ns b eh in d t h e d ecis io ns a re n ot o fte n c it e d w hen h anded
 dow n.
 Oth ers w e ta lk ed to c o m pla in ed o f b ein g h eld a cco unta b le to im ple m ent d ecis io ns th at w ere m ad e a t m eetin gs th at th ey d id n o t e ven k no w a b out, le t a lo ne u nd ers ta nd w hat w as d ecid ed a t th o se m eetin gs.
 There is lit tle t o n o t r a nsp are n cy a t m y c o m pany. L ots o f c lo se d -d oor m eetin gs w it h n o f o llo w -u p a s t o w hat t h e m eetin gs r e v olv ed a ro und. T here h ave b een t im es w here t h ere h ave b een e x clu siv e m eetin gs a nd
 th en t h ere is a n e x pecta tio n f o r t h e y o unger w ork fo rc e t o c o m ple te t h e w ork t h at w as d is c u sse d in t h at e x clu siv e
 meetin g.
 To s o m e e xte nt, e very g enera tio n e nte rs th e w ork fo rc e w it h s o m e fr u str a tio n a b out n o t b ein g in th e k no w — th at is th e n atu re o f o ur h ie ra rc hic al m anagem ent m odel, s o th at w as a ls o th e e xp erie nce o f G enera tio n X ers , B ab y
 B oom ers , a nd e ven th e S ile nt G enera tio n a s th ey e nte re d th e w ork -fo rc e. T he y o ung p eo ple a t th e b otto m o f th e p yra m id a re u su ally fr u str a te d . B ut to day’s fr u str a tio n s e em s a b it m ore s o phis tic ate d . 
 It’s n ot ju st t h e f r u str a tio n o f
 h avin g v ery lit tle p ow er— we’v e a ll f e lt t h at. I t’s f r u str a tio n t h at t h e o rg aniz a tio n is m is sin g o pportu nit ie s
 . L is te n to th is M ille nnia l e m plo yee:
 Our o rg aniz a tio n h as q uarte rly o ffic e m eetin gs w here t h ey t a lk a bout f in ancia ls a nd b en efit s a nd p ro fit s h arin g a nd w hatn ot, b ut o th er t h an t h at t h ere is n ’t m uch t r a nsp are n cy. T he w ork ers a re k ep t in t h e d ark
 about w hat is s a id a bout th e c o m pany e x te rn ally a nd h ow th ey g et c lie n ts in . W e d on’t k now if th ey a re o ver-p ro m is in g o ur c a pabilit ie s a nd c a pacit y fo r w ork . I d on’t th in k m y c o m pany e v en re a liz e s th at
 tr a nsp are n cy is e v en
 ch angin g.
 That’s a 2 5-y ear- o ld w ho is c o ncern ed a b out th e o rg aniz a tio n’s c ap acit y to g et w ork d one a nd b rin g in th e r ig ht c lie nts . N ot e xactly th e e ntit le d , im patie nt, a ll- a b out- m e M ille nnia l w ho y o u w ere e xp ectin g, is it ? T hat’s a y o ung
 p ers o n w ho g re w u p u nd ers ta nd in g th at a ccess to in fo rm atio n is d ir e ctly c o rre la te d w it h a b ilit y to ta k e a ctio n. I t m ay h ave s ta rte d o ut a s s o m eth in g fa ir ly in sig nif ic ant, lik e u sin g s o cia l m ed ia to fin d th e c o ffe e s h o p o r h ap py h o ur w here
 th ey c o uld m eet p eo ple w ho th ey e njo yed s p end in g tim e w it h , b ut th e p rin cip le h as s tu ck w it h th em . T hey u nd ers ta nd th e v alu e a nd th e in here nt p ote ntia l o f tr a nsp are ncy, a nd th ey a re p erp le xed a t th e le ad ers o f to day’s o rg aniz a tio ns
 w ho s e em to b e m is sin g th is o pportu nit y .
 What C le a r L ook s L ik e
 For th o se o f y o u w ho d on’t w ant to m is s th is o pportu nit y , y o u n eed to u nd ers ta nd w hat c le ar a ctu ally lo oks lik e. A s y o u m ig ht h ave g uesse d , th ere is n o o ne, r ig ht w ay to m ak e y o ur o rg aniz a tio n c le ar; it is n o t s o m e k in d o f b in ary
 c ho ic e, w here y o u a re c le ar o r n o t c le ar. I t is a b le nd . A ll o rg aniz a tio ns w ill s tr ik e a b ala nce b etw een w hat is s h are d a nd w hat is k ep t p riv ate , a nd th e m ix w ill v ary d ep end in g o n th e c o nte xt. S o, le vera gin g th e p ow er o f tr a nsp are ncy
 re q uir e s a s o phis tic ate d a p plic atio n o f th e c o ncep t. Y ou d on’t ju st s h are in fo rm atio n to b e c le ar. Y ou n eed to s h are it s tr a te gic ally .
 For e xam ple , in 
 Hum aniz e
 ,
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 we to ld th e s to ry o f h o w W ho le F oods, I n c. a ctu ally s h are s a ll o f it s s a la ry a nd b onus d ata in te rn ally . I n o th er w ord s, e very o ne a t W ho le F oods k no w s h o w m uch m oney e very o ne e ls e m ak es ( o r a t
 le ast th ey h ave a ccess to th at in fo rm atio n if th ey w ant it ) . J u d gin g fr o m th e r e actio ns w e g et fr o m c o nfe re nce a ud ie nces w hen w e te ll th is s to ry , th is is n o t a c o m mon p ra ctic e. I n fa ct, th e id ea s e em s to s c are p eo ple .
 But W ho le F oods d oesn ’t s h are th is in fo rm atio n ju st to b e p ro vo cativ e. It s h are s c o m pensa tio n in fo (a nd o th er b usin ess d ata a s w ell) to e nab le th e in d iv id uals a nd te am s a t th eir s to re s th ro ugho ut th e c o untr y to m ak e b ette r
 d ecis io ns. B onuse s a t W ho le F oods a re te am b ase d , s o if y o u m anage th e p ro duce d ep artm ent a t a W ho le F oods in O rla nd o a nd y o ur d ep artm ent a chie ves c erta in m etr ic s, it tr ig gers a b onus fo r y o ur w ho le te am . B y m ak in g s a la ry
 a nd b onus d ata a vaila b le , y o u c o uld s e e, fo r e xam ple , w hen th e p ro duce te am in N ash ville s u d denly s ta rts m ak in g b ig b onuse s, a nd y o u c o uld r e ach o ut to th em to s e e w hat th ey a re d oin g to a chie ve th o se r e su lt s . Y ou c o uld th en
 le arn fr o m th eir e xp erie nce a nd a p ply th at in sig ht to y o ur o w n s to re . A nd if it w ork s, o f c o urs e , y o ur te am w ill th en g et b onuse s, a nd y o u m ay fin d th e p ro duce m anager fr o m S acra m ento c allin g y o u to le arn fr o m y o ur e xp erie nces.
 The e nd r e su lt is a s y ste m t h at is a gile a nd c a n m ak e q uic k c h anges b ase d o n m ark et c o ndit io ns, w it h out t h e c e nte r o f t h e o rg aniz a tio n h avin g t o f ig ure it a ll o ut a nd t e ll t h e s to re s w hat t o d o
 . T he s y ste m le arn s
 fr o m it s e lf , m ak es b ette r d ecis io ns, a nd p erfo rm s b ette r, b ut th at la yer o f tr a nsp are ncy e nab le s th ese r e su lt s . T hat is a n e xam ple o f b ein g s tr a te gic w hen in tr o ducin g c la rit y in to y o ur o rg aniz a tio n. Again , s h arin g fin ancia l d ata is p ro bab ly th e m ost c o m mon fo rm o f c la rit y o rg aniz a tio ns a re in tr o ducin g, e ven th o ugh m ost fa ll s h o rt o f re vealin g s a la ry a nd b onus in fo rm atio n. O pen-b ook m anagem ent is d esig ned to e d ucate a ll
 e m plo yees a b out th e b asic fin ancia l a nd o pera tio nal h ealt h o f th e o rg aniz a tio n s o th at, a rm ed w it h th at k no w le d ge, e ach e m plo yee w ill m ak e b ette r d ecis io ns to s u p port th e fin ancia l g ro w th o f th e c o m pany. T he id ea c an b e a p plie d in
 m any d if fe re nt c o nte xts . M orn in g S ta r, a la rg e to m ato p ro cessin g c o m pany, h as e nab le d e very te am to u nd ers ta nd it s o w n p ro fit a b ilit y , a nd s o it a llo w s e very s in gle e m plo yee to b uy w hate ver e q uip m ent h e o r s h e n eed s to g et th e jo b
 d one. O n th e o th er e nd o f th e s p ectr u m , a s m all c la m s h ack in M ain e e d ucate d a ll o f it s s ta ff a b out fin ancia l a nd o pera tio nal d eta ils a nd im med ia te ly s a w b otto m -lin e r e su lt s a s th e s ta ff s ta rte d m ak in g im pro vem ents o n th eir o w n, d ow n
 to th e fr e q uency o f c o okin g-o il c hanges a nd th e p la cem ent o f p encils fo r c usto m er c o m ment c ard s.
 But, to d o c la rit y rig ht, it m ust g o b eyo nd th e fin ancia l a nd b usin ess m odel im plic atio ns. T he e ffe ctiv eness o f d ecis io ns is n o t a lw ays tie d d ir e ctly to fin ancia l o utc o m es, s o if th at is th e o nly k in d o f in fo rm atio n y o u a re w illin g to
 lib era te , y o u w ill lim it th e e ffe ctiv eness o f y o ur c la rit y e ffo rts . C onsid er th e c ase o f th e s o ftw are c o m pany M enlo I n no vatio ns.
 Case S tu dy: M en lo I n nova tio n s
 Menlo In no vatio ns d esig ns a nd b uild s c usto m s o ftw are a t it s h ead quarte rs in A nn A rb or, M ic hig an. A bout 5 0 p eo ple w ork in it s la rg e, o ne-ro om , o pen-sp ace o ffic e, d evelo pin g s o ftw are fo r a v arie ty o f c lie nts , in clu d in g b io -
 te chno lo gy c o m panie s, u niv ers it ie s, n atio nw id e fo odse rv ic e o rg aniz a tio ns, a nd la rg e h ealt h care c o m panie s. M enlo ’s m is sio n a s a n o rg aniz a tio n is “ to e nd h um an s u ffe rin g in th e w orld a s it r e la te s to te chno lo gy.”
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 Softw are , b ut w it h o ut
 su ffe rin g? T hat m ust b e s o m e p re tty g o od s o ftw are . A nd , ju d gin g b y M enlo ’s c o nsis te nt g ro w th o ver th e y ears , a s w ell a s th e im pre ssiv e d em and to w ork th ere ( w hen a p osit io n o pens u p a t M enlo , it g ets e no ugh a p plic ants to b rin g in
 3 0 p eo ple a t a tim e fo r a n in it ia l g ro up in te rv ie w ), it s e em s to b e h it tin g th e m ark .
 As a c o m pany, M enlo I n no vatio ns h as a chie ved s o m e n o to rie ty in th e b usin ess p re ss fo r it s in no vativ e a p pro ach to m anagem ent. C EO R ic h S herid an h as w rit te n a n e xcelle nt b ook a b out h is jo urn ey in c re atin g a nd g ro w in g M enlo
 (s e e 
 Jo y, In c
 .) , a nd a rtic le s in 
 Forb es
 and o n N PR h ave h ig hlig hte d s o m e o f th e in te re stin g fe atu re s o f it s w ork pla ce, lik e th e la ck o f o ffic es (e very o ne w ork s o n m oveab le ta b le s s p re ad th ro ugho ut o ne b ig ro om ) a nd h o w th e
 p ro gra m mers w ork in p air s ( lit e ra lly o ne c o m pute r s h are d b y tw o p ro gra m mers ), s w it c hin g p air s e very w eek .
 They w ork o ut lo ud
 What in te re ste d u s, h o w ever, w as th e w ay M enlo e m bed ded c la rit y s o d eep ly in sid e th e o rg aniz a tio n. T ak e it s p ra ctic e o f p air p ro gra m min g, fo r e xam ple . T he p ra ctic e w as n o t in vente d a t M enlo ; it is a n a sp ect o f E xtr e m e
 P ro gra m min g, a p ra ctic e d evelo ped in th e 1 990s ( a nd o ne th at in sp ir e d M enlo C EO R ic h S herid an to c re ate h is c o m pany th e w ay h e h as). P air p ro gra m min g is c la rit y in a ctio n. T yp ic ally , s o ftw are is r e vie w ed a nd te ste d a fte r it is
 c re ate d ; th at’s w here y o u fin d a nd fix th e b ugs. I n p air p ro gra m min g, h o w ever, o ne o f th e p ro gra m mers is a lw ays r e vie w in g th e c o de, a s it is 
 bein g w rit te n
 , w hic h h as b een s h o w n to in cre ase th e q ualit y o f th e c o de.
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 In tr a d it io nal
 c o m panie s, lo ne p ro gra m mers w rit e th eir c o de in p riv ate , e sse ntia lly , b ut a t M enlo 
 th e p ro ce ss o f c o din g is m ade m ore t r a nsp are nt, w hic h im pro ves t h e d ecis io n m ak in g o f b oth p ro gra m mers w ho a re w ork in g in t h e p air .
 They m ak e t h eir c u lt u re v is ib le
 And th at’s ju st th e b egin nin g o f tr a nsp are ncy a t M enlo . I ts p ro je ct m anagem ent s y ste m a ls o p ro m ote s c la rit y . I t is p erh ap s ir o nic , g iv en th at th e e m plo yees w rit e s o ftw are fo r a liv in g, th at M enlo d oes n o t u se a c o m pute r- b ase d
 p ro je ct m anagem ent s y ste m . I ts s y ste m is lit e ra lly a tta ched to th e w alls o f th e o ffic e a nd c o nsis ts p rim arily o f h and w rit te n n o te c ard s, c o lo re d s tic k ers , a nd y arn . E ach p ro je ct id entif ie s s p ecif ic ta sk s th at a re w rit te n o n th e c ard s a nd
 a ssig ned to p ro gra m mer p air s a t th e b egin nin g o f a w eek a nd p la ced o n th e w all b ase d o n th e d ay th ey th in k th ey w ill g et to th at ta sk . T here a re fiv e r o w s o n th e w all, c o rre sp ond in g to e ach d ay o f th e w ork w eek . T hey u se c o lo re d
 stic k ers to in d ic ate p ro gre ss o n th e ta sk s, a nd th ey s im ply m ove a lin e o f y arn d ow n a t th e e nd o f e ach d ay a s th e w eek p ro gre sse s.
 Any s ta ff p ers o n c an th en g la nce a t th e w all a nd s e e— base d o n th e c o lo re d s tic k ers a nd w here th e c ard s a re p la ced — if a ny g iv en p ro gra m mer p air is a head o f o r b ehin d s c hed ule . T ho se w ho a re a head o f s c hed ule c an th en e asily
 fin d p eo ple w ho m ay b e b ehin d s c hed ule a nd o ffe r to g iv e th em s o m e a ssis ta nce. 
 This s y ste m r e quir e s n o m anagers a nd n o b orin g p ro je ct s ta tu s u pdate m eetin gs. I t d oesn ’t e ven r e quir e e m ail
 . I n fa ct, M enlo e m plo yees
 ra re ly e m ail e ach o th er, u sin g it m ostly fo r c o m munic atin g w it h c lie nts . A nd m eetin gs a re a cco m plis h ed e asily s in ce e very o ne w ork s in th e s a m e r o om . I f a p air w ork in g o n q ualit y n eed s to ta lk to th e p ro je ct te am a b out s o m e p artic ula r
 re su lt s , th ey s im ply h ave to s a y th e n am e o f th e te am o ut lo ud . W hen th e te am r e sp ond s, th e m eetin g h as s ta rte d . E ven th eir m orn in g a ll- sta ff m eetin gs ta k e n o m ore th an 1 5 m in ute s a s e ach p air s im ply s ta te s w hat th ey a re w ork in g o n
 th at d ay. I m med ia te ly a fte r th e a ll- sta ff m eetin g, s m alle r g ro up s fo rm b ase d o n q uestio ns p eo ple h ave o r c o nnectio ns th at n eed to b e m ad e n o w th at e very o ne k no w s w hat e very o ne e ls e is w ork in g o n. I n s h o rt, w hen e very th in g is
 m ad e v is ib le , th e e m plo yees s ta rt m ak in g b ette r d ecis io ns a b out h o w to g et th e w ork d one, w it h o ut r e q uir in g a ny a ctu al la yers o f m anagem ent. 
 Cla rit y , n ot m anagem ent o vers ig ht a nd c o ntr o l, g iv es y ou b ette r d ecis io ns.
 They b rin g c lie n ts in to t h eir s y ste m s
 Menlo ’s c o m mit m ent to c la rit y d oesn ’t s to p w it h it s e m plo yees. I ts c lie nts a ctu ally h ave a w in d ow in to a ll th is tr a nsp are ncy a s w ell. O n a w eek ly b asis , c lie nts c o m e in to th e o ffic e a nd a ctu ally h elp m ak e th e d ecis io ns o f w hat g ets
 w ork ed o n a nd w hat d oesn ’t. T he p ro gra m mers h ave w rit te n d ow n a ll th e ta sk s th at th ey c o uld b e w ork in g o n fo r a g iv en p ro je ct ( in clu d in g a n e stim ate o f h o w m any h o urs e ach w ill ta k e, d eno te d b y th e s iz e o f th e c ard fo r th at ta sk ),
 a nd th o se c ard s a re th en a rra nged b y th e c lie nt b ase d o n h o w m uch tim e it s p artic ula r b ud get a llo w s in a g iv en w eek . C ard s th at g et in to th e a p pro ved p la n fo r th e w eek w ill b e w ork ed o n, a nd a ny c ard th at is n o t in th at p la n w on’t.
 N o s u rp ris e s. C lie nts a ls o g et a w eek ly “ sh o w a nd te ll” fr o m th e p ro je ct te am s o th ey a re a w are o f th e r e su lt s o f th e w ork , w hic h th en in fo rm s th eir n ext c ho ic es a b out w ork p rio rit ie s fo r th e n ext w eek .
 For m any o rg aniz a tio ns, h avin g th e c lie nt, c usto m er, o r s p onso r in te gra lly in vo lv ed w it h w eek ly d ecis io n m ak in g a ro und p ro je ct m anagem ent s o und s lik e a n ig htm are . T ra d it io nal m anagem ent a ssu m es th at d ecis io ns s h o uld a lw ays
 b e p la ced in th e h and s o f th e e xp erts w ho a re b est e q uip ped to m ak e th o se d ecis io ns, a nd g iv en th at c usto m ers a re , b y d efin it io n, le ss in fo rm ed a b out th e w ork th at is d one in sid e th e o rg aniz a tio n, it s e em s lo gic al to e xclu d e th em fr o m
 th e d ecis io ns th e o rg aniz a tio n m ak es a b out g ettin g w ork d one.
 Unfo rtu nate ly , th at lo gic w ork s b ette r in th eo ry th an in p ra ctic e, b ecause th e p ra ctic e is m ore c o m ple x. I n M enlo ’s c ase , th e c usto m er a ctu ally k no w s m uch m ore th an M enlo d oes a b out c erta in a sp ects o f th e p ro je ct, a nd th o se
 a sp ects s h o uld h ave w eig ht in d ecis io n m ak in g. B y le vera gin g c la rit y a nd s h o w in g th e c usto m er d eta ils a b out th e ta sk s a nd h o w lo ng th ey a re e stim ate d to ta k e, c o m bin ed w it h th e w eek ly s h o w a nd te ll o f th e r e su lt s , th e c usto m er e nd s
 u p b rin gin g in th e r ig ht p ie ces o f it s in te rn al p ic tu re to th e d ecis io n-m ak in g p ro cess. T he c usto m ers d on’t te ll M enlo p ro gra m mers h o w to w rit e th e c o de, a nd th ey d on’t h ave th e a uth o rit y to d em and p artic ula r w ork b e d one fa ste r th an
 th e p ro gra m mers e stim ate it w ill ta k e. S o, th eir d ecis io n-m ak in g a uth o rit y is lim it e d . 
 But, b y c re atin g a s y ste m w here m ore is v is ib le — to e very one— it b eco m es e asie r to p ars e o ut d ecis io ns in a c o lla bora tiv e w ay, in
 w hic h e very one’s r e la tiv e e xpertis e is a cco unte d f o r in s h arin g t h e d ecis io n-m ak in g lo ad. Tak ea w ays: M ak e Y ou r O rg an iz a tio n C le a r
 At s o m e p oin t in th is c hap te r, y o u p ro bab ly s a id to y o urs e lf s o m eth in g lik e “ Y eah, b ut m y o rg aniz a tio n is n ’t lik e M enlo I n no vatio ns, s o th at w ould n ever w ork h ere .” Y ou p ro bab ly s ta rte d o ff r e ad in g w it h in te re st a b out th e id ea o f
 in tr o ducin g m ore c la rit y in to y o ur o rg aniz a tio n a nd im pro vin g th e q ualit y o f y o ur d ecis io ns, b ut, b y th e tim e y o u g o t to th e p art w here th e c lie nts w ere c o m in g in to M enlo ’s o ffic e a c o up le o f tim es p er w eek to p la n o ut h o urly ta sk s, y o u
 m ig ht h ave g iv en u p o n th e id ea.
 Don’t g iv e u p h o pe. Y ou d on’t h ave to b e lik e M enlo to e m bra ce c la rit y . T hat d oesn ’t m ean y o u c an’t u se s o m e o f it s te chniq ues, m odif ie d to fit y o ur c o nte xt, o f c o urs e . ( T he tw o o f u s a ctu ally u se a v ers io n o f M enlo ’s p ro je ct-
 p la nnin g g am e in o ur o w n c o nsu lt in g c o m pany, C ult u re T hat W ork s.) T he w ay M enlo s ta ff w rit e th in gs d ow n fo r e very o ne to s e e b efo re , d urin g, a nd a fte r th e w ork is d one c o uld d efin it e ly b e a p plie d s o m ew here w it h in ju st a b out a ny
 o rg aniz a tio n, o f a ny s iz e , in a ny in d ustr y . B ut, in th e e nd , it ’ s n o t a b out th e p ra ctic es. I t’ s a b out th e c ult u re . T o h elp y o u fig ure th is o ut, h ere a re s o m e r e co m mend atio ns.
 Defin e Y ou r C om pan y C ult u re
 Ju st lik e D ig it a l, C le ar is s o m eth in g y o u e m bed in y o ur c ult u re . T he s p ecif ic p ra ctic es a re a n im porta nt p art o f th at, b ut if y o u fo cus e xclu siv ely o n th ese p ra ctic es a nd p ro cesse s, p artic ula rly o nes th at w ere d evelo ped a nd a p plie d in
 a c ult u re th at is d if fe re nt fr o m y o urs , th en y o u w ill q uic k ly b e d is a p poin te d . A nd d esp it e th e p opula r o pin io n th at c ult u re is s o m eth in g v ery d if fic ult to u nd ers ta nd a nd e ven h ard er to c hange, p le nty o f c o m panie s m ak e s ig nif ic ant s h if ts to
 th eir c ult u re s o ver a p erio d o f m onth s, n o t y ears . A c o m ple te tr a nsfo rm atio n o f a la rg e e nte rp ris e ? Y es, th at w ill ta k e s o m e tim e. B ut fig urin g o ut h o w to e m bed c la rit y in to y o ur c ult u re to e nab le s m arte r d ecis io n m ak in g? T hat is w it h in
 y o ur r e ach.
 Cult u re , a t it s e sse nce, is a b out w hat is tr u ly v alu ed in sid e a n o rg aniz a tio n. C ult u re is th en e xp re sse d in sid e o rg aniz a tio ns th ro ugh th e w ord s th ey u se b ut, m ore im porta ntly , th ro ugh th eir a ctio ns a nd th eir in te rn al p ro cesse s.
 Here ’s o ur o ffic ia l d efin it io n— fe el fr e e to s tic k th is o n y o ur o ffic e w all:
 Org aniz a tio nal c u lt u re is t h e c o lle ctio n o f w ord s, a ctio ns, t h oughts , a nd “ stu ff ” t h at c la rif ie s a nd r e in fo rc e s w hat a c o m pany t r u ly v alu es.
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 It’s a ll o f th at— fr o m w hat y o u s a y y o ur c ult u re is in y o ur lit e ra tu re , d ow n to th e u nd erly in g b elie fs , a ttit u d es, a nd h ab it s th at m ay e ven b e h ard fo r y o u to s e e a ny m ore , s in ce th ey a re s o in gra in ed . M ost im porta ntly , th o ugh, c ult u re
 c o m es a liv e th ro ugh th e w ay p eo ple w ork to geth er. A nd a s tr o ng c ult u re is o ne th at c an m ak e a d ir e ct c o nnectio n b etw een w hat is tr u ly v alu ed a nd w hat s p ecif ic ally d riv es th e s u ccess o f th e e nte rp ris e . Y ou d on’t v alu e th in gs ju st
 b ecause th ey s o und n ic e. Y ou v alu e th em b ecause th ey w ork . T hat’ s y o ur c halle nge h ere .
 Where c an h avin g m ore c la rit y h ave th e b ig gest im pact o n y o ur s u ccess, a nd th en h o w d o y o u n eed to d o th in gs d if fe re ntly in o rd er to g et th o se r e su lt s ?
 In th e e nd , th e a nsw ers w ill b e u niq ue to y o u a nd y o ur o rg aniz a tio n. R ic h S herid an a t M enlo fig ure d o ut th at in tr o ducin g r a d ic al c la rit y in th e p ro je ct m anagem ent p ro cess, in w hic h n o th in g h ap pened u nle ss it w as h and w rit te n o n a n
 in d ex c ard , w ould h ave a n in cre d ib le im pact o n th e q ualit y o f th e s o ftw are b ein g w rit te n, th e e ffic ie ncy o f th e o rg aniz a tio n, a nd th e e ngagem ent o f h is e m plo yees.
 Ano th er o rg aniz a tio n w e w ork ed w it h id entif ie d s o m eth in g c o m ple te ly d if fe re nt. I t is a s m all g o vern m ent c o ntr a cto r th at n eed ed to s u ccessfu lly w ork b oth in sid e a nd o uts id e o f a la rg e a gency, a nd th e s ta ff r e aliz e d th at th e c o re
 v alu e o f “ h avin g e ach o th er’s b ack ” w as c rit ic al to m ain ta in in g th e o ngo in g d elic ate b ala nce th at w as n ecessa ry fo r s u ccess in th e c o m pany’s c o nte xt. T hat m eant th e s ta ff in veste d m uch m ore o f th eir a tte ntio n o n w ork in g th ro ugh
 c o nflic ts , e nsu rin g th ere w as o pen c o m munic atio n, a nd s ta nd in g b y e ach o th er m ore c o nsis te ntly . T hey a ctu ally h ir e d a nd fir e d b ase d o n th ese c rit e ria .
 The p oin t is , y o ur c ult u re w ill b e u niq ue to y o ur c o nte xt. D o th e w ork to fig ure th is o ut, b ecause e ven if y o u c ho ose n o t to d efin e it , th e s y ste m w ill d efin e it fo r y o u, a nd a ccid enta l, d efa ult c ult u re s a re r a re ly th e m ost p ow erfu l o nes.
 Is y our c u lt u re b y d esig n, o r b y d efa ult ? Y ou d ecid e.
 Revie w Y ou r D ecis io n -M akin g P ro cess
 The p urp ose o f c la rit y is to e nhance d ecis io n m ak in g. W hen th e r ig ht p eo ple h ave th e r ig ht in fo rm atio n in h and , th ey m ak e th e r ig ht d ecis io ns. T he c halle nge, o f c o urs e , is tr y in g to fig ure o ut h o w to d ia l u p th e m axim um a m ount o f
 “rig ht” in th at s e nte nce. A nd p erh ap s th e b ig ger c halle nge is th at th e d om in ant m ode o f m anagem ent fo r th e la st 1 00 y ears h as to ld u s ( in co rre ctly ) th at m axim iz in g d ecis io n m ak in g w as a m atte r o f c o ntr o l, e xp ertis e , a nd c o ord in atio n.
 T he o rg aniz a tio nal c hart r e p re se nts a d ecis io n-m ak in g flo w c hart, w here h ard er d ecis io ns a re p ush ed u p to th e m ore s e nio r ( a nd p re su m ab ly m ore e xp ert) m anagers . T hen m eetin gs a re u se d to e nsu re d ecis io ns a re c o ord in ate d , a nd ,
 w here s e nio r p eo ple d o n o t m ak e th e d ecis io ns, th ey a re s till h eld a cco unta b le fo r th em , s o in a d dit io n to m ak in g d ecis io ns th ey a re r e q uir e d to “ o vers e e” th em s o m eho w .
 Is th is a n o ptim al s y ste m ? F ra nk ly , m ost o rg aniz a tio ns h ave n o id ea, b ecause th ey d o n o t s y ste m atic ally s tu d y th e e ffe ctiv eness o f th eir d ecis io n m ak in g. O vera ll re su lt s a re e valu ate d , c erta in ly , a nd s o m etim es th e re su lt s a re
 a ttr ib ute d to d ecis io ns ( p artic ula rly b ig , s tr a te gic d ecis io ns), b ut th e tr u th is th at y o ur o rg aniz a tio n r u ns o n a d ynam ic a nd flo w in g c hain o f d ecis io ns th at a re m ad e c o nsta ntly b y e very o ne o f y o ur e m plo yees o n a d aily b asis . 
 It’s n ot
 e nough t o lo ok a t o nly t h e b ig d ecis io ns. Y ou h ave t o lo ok a t t h e w hole s y ste m .
 Asse ss t h e p ro cess
 Marc ia B le nk o, M ic hael M ank in s, a nd P aul R ogers fr o m th e c o nsu lt in g fir m B ain a nd C om pany h ave d evelo ped a n o rg aniz a tio nal d ecis io n-m ak in g a sse ssm ent fo r la rg e o rg aniz a tio ns.
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 The a sse ssm ent e valu ate s d ecis io n m ak in g o n
 fo ur a sp ects :
 • 
 Qualit y
 . H ow g o od a re th e d ecis io ns th at a re m ad e, a nd d o th ey w ork o ut w ell?
 • 
 Speed
 . C an y o u m ak e d ecis io ns fa ste r th an y o ur c o m petit o rs ?
 • 
 Yie ld
 . H ow m any o f th e d ecis io ns a ctu ally g et c o nverte d to a ctio n?
 • 
 Effo rt
 . H ow m uch e ffo rt g o es in to m ak in g th e d ecis io ns?
 Their r e se arc h fo und th at th e fir s t th re e a sp ects o f o rg aniz a tio nal d ecis io n m ak in g ( q ualit y , s p eed , a nd y ie ld ) w ere s tr o ngly c o rre la te d w it h b ette r fin ancia l p erfo rm ance. T he fo urth a sp ect ( e ffo rt) w as n o t c o rre la te d a s h ig hly b ut d id
 p ro ve to b e a d ra g o n th e b enefit s p ro vid ed b y th e o th er th re e. I n o th er w ord s, if y o ur o rg aniz a tio n m ak es h ig h-q ualit y d ecis io ns q uic k ly th at a re fr e q uently c o nverte d in to a ctio n, b ut th ere a re a g re at n um ber o f h o ops to ju m p th ro ugh
 a nd c o m mit te es to m eet w it h b efo re th e d ecis io ns g et m ad e, th is “ e ffo rt ta x” m eans y o ur o vera ll p erfo rm ance w on’t b e a s h ig h a s it w ould b e w it h o ut th e ta x. I f y o u w ork fo r a v ery la rg e o rg aniz a tio n, B ain a nd C om pany o ffe rs a n
 a sse ssm ent th at is tie d in to a d ata b ase o f b enchm ark r e sp onse s fr o m o th er la rg e o rg aniz a tio ns s o y o u c an s e e h o w y o u c o m pare . How d oes y o ur o rg aniz a tio n’s d ecis io n-m ak in g s y ste m r a te ? W hen w e d o th is w ork w it h s m alle r o rg aniz a tio ns, w e g ath er a c ro ss-fu nctio nal g ro up o f k ey s ta ff a nd h ave th em e ach r e vie w th e d ecis io ns th ey m ad e o ver th e la st s ix
 m onth s. W e h ave th em b re ak d ow n d ecis io ns b y fr e q uency— majo r d ecis io ns th at a re n o t m ad e th at o fte n v ers u s o ngo in g, re gula r d ecis io ns m ad e fr e q uently — and th en w it h in th o se tw o c ate go rie s, g ro up th e d ecis io ns b ase d o n
 im porta nce, o r h o w c rit ic al th ey a re to th e s u ccess o f th e o rg aniz a tio n.
 We th en fa cilit a te a g ro up c o nvers a tio n to d ig in to th e c o m pany’s im porta nt d ecis io ns ( b oth th e b ig o nes a nd th e lit tle o nes) a nd e valu ate h o w w ell th ey a re d oin g a lo ng s im ila r c rit e ria . 
 The g oal h ere is n ot t o n arro w d ow n t h e
 c o nvers a tio n d ow n to a s in gle c o nclu sio n a bout w heth er a n o rg aniz a tio n is “ good” o r “ bad” a t d ecis io n m ak in g. I t is a bout g ettin g a t a m ore n uance d u nders ta ndin g o f th e d ecis io n-m ak in g s y ste m in sid e th e
 o rg aniz a tio n
 . Y ou c an d o th is , to o, b y lo okin g fo r p atte rn s a ro und q ualit y a nd y ie ld , fo r e xam ple . A re c erta in d ep artm ents o r le vels in th e o rg aniz a tio n d oin g a b ette r jo b w it h th eir d ecis io ns? E xp lo re th at in m ore d eta il to u nco ver th e
 e le m ents o f y o ur c ult u re th at im pact y o ur d ecis io ns.
 At th at p oin t, y o u s h o uld b e a b le to in tr o duce c la rit y in to th e c o nvers a tio n:
 • W here c an tr a nsp are ncy e nhance th e d ecis io n m ak in g o f th e o rg aniz a tio n?
 • A re s o m e d ecis io ns le ss e ffe ctiv e o r s lo w er b ecause th e p eo ple m ak in g th em d o n o t h ave th e r ig ht in fo rm atio n a t th e r ig ht tim e?
 This k in d o f a naly sis w ill g iv e y o u in sig ht in to w here th e c ap acit y fo r c la rit y n eed s to b e s tr e ngth ened in y o ur o rg aniz a tio n. 
 Cla rit y g iv es y ou b ette r d ecis io ns.
 Enab le t h e f r o nt lin e
 One o f th e k ey in sig hts th at h as d riv en M enlo I n no vatio ns’ s u ccess a s a s o ftw are c o m pany is th e a w are ness o f a g ap th at e xis ts in th e tr a d it io nal s o ftw are d esig n p ro cess th at s e p ara te s th e s o ftw are d esig ners a nd th e e nd u se rs .
 T hat is , d esig ners s p end m ost o f th eir tim e u nd ers ta nd in g th e s o ftw are a nd n o t e no ugh tim e u nd ers ta nd in g th e e xp erie nce o f a ctu al u se rs — and n o t ju st th eir e xp erie nce u sin g th e s o ftw are , b ut a ll o f th eir e xp erie nces th at a re r e la te d to
 th e u se o f th e s o ftw are , a s w ell.
 To b rid ge th is g ap , M enlo u se s it s h ig h-te ch a nth ro polo gis ts , w ho s p end m ost o f th eir tim e o ut o f th e o ffic e. T hey o bse rv e u se rs in th eir n atu ra l w ork in g e nvir o nm ents , le arn in g a b out w ho th ey a re , h o w th ey th in k , a nd w hat m atte rs
 to th em . T hat in fo rm atio n e nd s u p in fo rm in g k ey d ecis io ns th at a re m ad e in th e s o ftw are d esig n p ro cess— decis io ns th at w ould n o t h ave b een a s e ffe ctiv e w it h o ut th at r ic h, c o nte xtu al in fo rm atio n. I n d esig nin g a s o ftw are s y ste m fo r a n
 o ffic e w it h in a c o unty g o vern m ent, fo r e xam ple , th ey in clu d ed s c re en-sa ver im ages o f id yllic b each s c enes, b ecause th ey h ad n o tic ed th e e m plo yees o fte n h ad p ostc ard s o f s u ch im ages o n th eir c ub e w alls (to re d uce th e s tr e ss o f
 d ealin g w it h u nhap py c it iz e ns c o ncern in g th e c o unty b ure aucra cy). M enlo d esig ned s y ste m s a nd p ro cesse s th at e nab le d th at k in d o f in fo rm atio n to b e in th e h and s o f th e d ecis io n m ak ers — th o se w rit in g th e s o ftw are c o de.
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 Desig n a T ra n sp are n cy A rc h it e ctu re
 To r a is e th e b ar in te rm s o f c la rit y in sid e y our o rg aniz a tio n, u se th e in sig hts fr o m y our d ecis io n-m ak in g a naly sis to c re ate a n in te ntio nal s y ste m o f in fo rm atio n s h arin g th at w ill le ad to b ette r d ecis io ns
 .
 R egard le ss o f w here y o u a re in th e o rg aniz a tio n, y o u c an s ta rt b y a sk in g q uestio ns a b out tr a nsp are ncy a nd a ccess to m ore in fo rm atio n, ju st lik e w e d id in o ur r e se arc h. W e a sk ed o ur M ille nnia l in te rv ie w ees, “ H ow is y o ur o rg aniz a tio n
 re sp ond in g to c hangin g e xp ecta tio ns a ro und tr a nsp are ncy ( b oth in te rn al a nd e xte rn al) in to day’s b usin ess w orld ?” Y ou’ll n o tic e th at th is q uestio n v ery c o nsc io usly a ssu m es th at e xp ecta tio ns o f tr a nsp are ncy a re c hangin g ( w hic h th ey
 a re ), b ut it is n o t lo ad ed o r n egativ e. W e a sk , “ H ow a re y o u r e sp ond in g?” n o t, “ W hy d o y o ur p ro cesse s s till s u ck ?”— because th e fo rm er w ill e nco ura ge p ro activ e “ a ctio n” a nsw ers .
 In 
 Hum aniz e
 , w e w ro te a b out a fin ancia l p la nnin g o rg aniz a tio n
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 th at b uilt a s y ste m to m ak e s u re th e r ig ht in fo rm atio n fr o m it s n atio nal h ead quarte rs m ad e it o ut to th e b ra nches s o r e p re se nta tiv es c o uld b ette r a nsw er c usto m ers ’
 q uestio ns. I t c alle d th e s y ste m a “ tr a nsp are ncy a rc hit e ctu re ,” a nd , o nce it w as in p la ce, th e o rg aniz a tio n s a w it s tu rn o ver r a te s a m ong b ra nch e m plo yees d ro p fr o m 2 2 p erc ent to 1 1 p erc ent.
 What w ould a tr a nsp are ncy a rc hit e ctu re lo ok lik e in y o ur o rg aniz a tio n? T he a nsw er w ill b e u niq ue to y o ur s it u atio n, b ut h ere a re s o m e r e co m mend atio ns to g et y o u s ta rte d .
 Share a ll t h e d ata
 The m ost o bvio us a re a to lo ok a t fo r y o ur tr a nsp are ncy a rc hit e ctu re is s h arin g d ata e le ctr o nic ally w it h a ll p arts o f th e s y ste m . T his is th e d ig it a l a ge, s o fin d w ays to e nsu re th at b asic d ata a b out th e o rg aniz a tio n is a ccessib le
 e le ctr o nic ally to th o se w ho n eed it . A s w e m entio ned a b ove, fin ancia l d ata is o fte n a n a re a w here in cre ase d d ata s h arin g c an le ad to b ette r d ecis io ns. E m plo yees a t M orn in g S ta r, th e to m ato p ro cessin g c o m pany, m ak e th eir o w n
 d ecis io ns a b out p urc hasin g e q uip m ent s p ecif ic ally b ecause e ach te am h as a c le ar u nd ers ta nd in g o f it s o w n p ro fit a b ilit y . B ut d on’t s to p w it h fin ancia l d ata . C an y o u s h are in fo rm atio n fr o m u se rs a nd c usto m ers , lik e th e M enlo h ig h-te ch
 a nth ro polo gis ts d o? A nd if y o u h ave a ccess to it , c an y o u s h are in sig hts fr o m th e a naly sis o f “ b ig d ata ” w it h th e r ig ht p arts o f th e in fo rm atio n? A ls o c o nsid er th ese q uestio ns a b out d ata s h arin g:
 • W here is d ata s to re d ?
 • H ow is d ata o rg aniz e d ?
 • W here c an y o u s h are m ore in te rn al d ata ?
 • W here c an y o u s h are m ore e xte rn al d ata ?
 • H ow c an y o u p ro vid e a naly sis a nd in sig hts r e la te d to d ata ? Be c le a r a b out w ho d ecid es
 Gettin g th e r ig ht in fo rm atio n to p eo ple to h elp th em m ak e d ecis io ns s h o uld b e o ne p art o f y o ur tr a nsp are ncy a rc hit e ctu re , b ut a n e q ually im porta nt c o m ponent is m ak in g s u re th e w ho le o rg aniz a tio n is c le ar o n e xactly h o w d ecis io ns
 g et m ad e.
 • W ho m ak es w hic h d ecis io ns?
 • W ho n eed s to s ig n o ff o n th em , a nd w ho n eed s to p ro vid e in p ut o n th em ?
 Lack o f c la rit y o n th ese is su es is fr e q uently a h uge in hib it o r to g o od d ecis io ns. A m em o fr o m a s e nio r e xecutiv e a t Y aho o in 2 006 c o m pla in ed :
 There a re s o m any p eo ple in c h arg e ( o r w ho b elie v e t h ey a re in c h arg e) t h at it ’s n ot c le a r if a nyo ne is in c h arg e.
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 Spend th e tim e to d ra w s o m e lin es a b out w ho d oes w hat, a nd th en e nsu re th at th o se d ecis io n-m ak in g r u le s a re m ad e a vaila b le to e very o ne in th e o rg aniz a tio n.
 Giv e a ccess b y d efa u lt
 Alo ngsid e w ho d ecid es, a k ey p ie ce o f y o ur tr a nsp are ncy a rc hit e ctu re is a c le ar u nd ers ta nd in g o f w ho h as a ccess— to w ho m a nd to w hat d ata — in sid e y o ur o rg aniz a tio n. I n h ig hly c entr a liz e d s y ste m s, a ccess te nd s to b e c o ntr o lle d
 m ore tig htly . O nly c erta in p eo ple c an a p pro ach o th er p eo ple w it h q uestio ns o r r e q uests fo r in fo rm atio n, a nd it is o fte n lim it e d b y th e h ie ra rc hy. I n m ore d ecentr a liz e d s y ste m s, p eo ple a re n’t a s r e str ic te d , F or e xam ple , a t H ap py S ta te
 B ank ( s e e C hap te r 6 ), e m plo yees k no w th ey c an c all th eir m ost s e nio r le ad ers — even th e C EO — whenever th ey n eed to . A nd e ven w it h 6 00 e m plo yees, th e C EO w ill g et y o ur n am e r ig ht a nd p ro bab ly k no w to a sk a b out h o w y o ur
 k id s d id a t th e g am e la st w eek . T here is n o t o ne rig ht w ay to d o it , b ut re str ic tio ns o n a ccess b rin g w it h th em re str ic tio ns o n in fo rm atio n flo w , s o m ak e s u re y o ur a ccess ru le s a re c o nsis te nt w it h th e n eed s o f y o ur tr a nsp are ncy
 a rc hit e ctu re .
 Fro m C le a r t o F lu id
 Let’s r e cap w here w e a re s o fa r. W e’v e e sta b lis h ed th at M ille nnia ls h ave a rriv ed in th e w ork fo rc e w it h th e e xp ecta tio n ( o r h o pe) th at th eir d ig it a l n eed s w ill b e m et: th e r ig ht te chno lo gie s, a fo cus o n th e u se r b oth in te rn ally a nd
 e xte rn ally , a nd th e a b ilit y to le arn a nd in no vate . F ro m th ere , th ey k no w th at, to d o th eir jo bs w ell, th ey s h o uld b e a b le to fin d th e in fo rm atio n th ey n eed a t th eir fin gertip s in sid e th eir o rg aniz a tio ns, ju st lik e th ey d o a t th e flic k o f a fin ger
 a cro ss th e s m artp ho nes in th eir p ock ets . T hey w ill fe el fr u str a te d if th ey d on’t h ave a ccess to th e k no w le d ge th ey fe el th ey n eed to e xecute o n d ecis io ns; th ey w ill b e s ty m ie d b y r e d ta p e a nd b ure aucra cy. T hey’ll w ond er w hy th e r o le
 o f m anagem ent is to b lo ck a ctio n— and th ey’ll ta k e s te p s to c hange th at.
 What w ould y ou d o if y ou w ere in a p osit io n t o r e m ove t h e r e d t a pe? L et’s t a lk F lu id . ; )
 5. F lu id
 When J a so n S tir m an w as m anagin g a te am o n th e s ta ff a t T w it te r, h e w as fr u str a te d w it h th e r e su lt s h e g o t b y fo llo w in g th e tr a d it io nal m anagem ent b est p ra ctic es. M anagem ent te xtb ooks a nd e ven h is m ento rs a ll a d vis e d h im to
 in su la te h is d ir e ct r e p orts fr o m th in gs in o rd er to le t th em fo cus m ore p ro ductiv ely o n th eir w ork , b ut h e fo und th is a p pro ach b ack fir e d . “ T hey ju st g o t a ngry , a nd c o nfu se d , a nd d is c o nnecte d ,” S tir m an e xp la in ed . “ I w as c o nsta ntly
 c enso rin g a ll th is in fo rm atio n, a nd th ey w ere h ap pie r w hen th ey k new e very th in g.”
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 He a ls o fo und th at h e g o t b ette r r e su lt s in m anagin g c o nflic t a m ong h is s ta ff b y s im ply e nco ura gin g p eo ple to g et to k no w e ach o th er b ette r. O nce th e
 re la tio nsh ip s s ta rte d b ein g b uilt , h is p eo ple e nd ed u p r e so lv in g th eir c o nflic ts o n th eir o w n.
 This w as a c o nflic t t h at lit e ra lly k ep t m e u p a t n ig ht, a nd a s s o on a s t h ere w as s p ace f o r t h em t o c o nnect a s p eo ple , it w as f ix ed .
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 A fe w y ears la te r, S tir m an m oved fr o m T w it te r to a n ew c o m pany fo und ed b y T w it te r c o -fo und er E v W illia m s c alle d M ed iu m , w here h e c o ntin ued h is e xp erim ents in n ew w ays o f m anagin g. T his tim e, S tir m an a nd h is c o lle agues a t
 M ed iu m w ent d eep er b y e m bra cin g a n e xp erim enta l n ew m anagem ent s y ste m c alle d H ola cra cy. H ola cra cy is a s y ste m fo r le ad in g a nd m anagin g o rg aniz a tio ns th at d evia te s s ig nif ic antly fr o m tr a d it io nal o rg aniz a tio nal s tr u ctu re s. I n ste ad
 o f s ta tic lin es a nd b oxes to d ep ic t a uth o rit y r e la tio nsh ip s, it o rg aniz e s a ro und m ore flu id s e ts o f c ir c le s a nd p ro cesse s d esig ned fo r c o ntin uo us im pro vem ent. I t h as b een d esc rib ed a s a n “ o pera tin g s y ste m ” fo r th e o rg aniz a tio n, a llo w in g
 a c o m pany to g ro w a nd d evelo p in a m ore o rg anic w ay, g iv in g m ore p eo ple in th e o rg aniz a tio n th e p ow er to m ak e d ecis io ns a nd s o lv e r e le vant p ro ble m s.
 Hola cra cy is th e p ro duct o f a s e rie s o f e xp erim ents c o nd ucte d b y B ria n R oberts o n a nd h is c o lle agues a t T ern ary S oftw are , a c o m pany th at R oberts o n c re ate d w it h th e e xp re ss in te ntio n o f fin d in g a b ette r w ay to r u n o rg aniz a tio ns.
 H is q uest w as ro ote d in a n e xp erie nce th at is a ll to o c o m mon in o rg aniz a tio ns: th e fe elin g th at, d esp it e k no w in g th at o ur c urre nt a p pro ach to w ork is s u b -o ptim al, w e s e em u nab le to a ctu ally m ove th e n eed le a nd c hange th in gs.
 R oberts o n w ante d to c re ate a c o ncre te a nd r e p lic ab le s y ste m th at w ould r e m ove th e o bsta cle s th at p re vent u s fr o m m ak in g w ork b ette r.
 Roberts o n’s in it ia l e xp erim ents fo cuse d o n b uild in g th e c o m pany c ult u re in w ays th at s h o uld s o und fa ir ly fa m ilia r: c re atin g c o re v alu es, s e ek in g to e m pow er p eo ple , a nd e m phasiz in g le arn in g a nd d evelo pm ent. H e a nd h is c o lle agues
 th en s ta rte d to in te gra te th e p rin cip le s fr o m a gile s o ftw are d evelo pm ent in to th e o rg aniz a tio n, le vera gin g it s fo cus o n s e lf - o rg aniz in g te am s, tr a nsp are ncy, a nd a d ap tiv e p la nnin g a nd r e sp ond in g. T hey a ls o s tu d ie d a n um ber o f d if fe re nt
 c o lla b ora tiv e d ecis io n-m ak in g p ro cesse s, in clu d in g o ne u se d a t a D utc h c o m pany in th e 1 970s u nd er th e n am e o f “ so cio cra cy,” th e in it ia l in sp ir a tio n fo r th e n am e H ola cra cy.
 But n o ne o f th e in d iv id ual e xp erim ents c ap tu re d a ll th e r ig ht e le m ents . T hey k new th at th e tr a d it io nal c o m mand -a nd -c o ntr o l s y ste m s, in w hic h b osse s a nd m anagers c o ntr o lle d a nd d ic ta te d th e w ork , w ere n o t a s e ffe ctiv e a s th e
 a gile s o ftw are d esig n p ra ctic es th at th ey w ere im ple m entin g, b ut th e p ure ly d ecentr a liz e d a nd c o lla b ora tiv e m odels a ls o fe lt la ck in g, o fte n le ad in g to w hat th ey d esc rib ed a s th e s lo w a nd p ain fu l “ ty ra nny o f c o nse nsu s.” 
 A k ey
 b re ak th ro ugh in t h e d esig n o f t h e H ola cra cy m odel w as t h e id ea t h at a uth orit y s h ould b e d is tr ib ute d in a s e t o f r o le s, r a th er t h an a h ie ra rc h y o f p eople , w hic h w ould e nable t h e d ece ntr a liz e d s y ste m t o s ta y o n
 tr a ck w it h t h e n eeds o f t h e o rg aniz a tio n
 . A s p ro ble m s o r “ te nsio ns” in th e s y ste m a re id entif ie d , th e H ola cra cy s y ste m e nab le s p eo ple w it h e xp ertis e r e le vant to p artic ula r p ro ble m s to q uic k ly g et th e a uth o rit y th ey n eed to s ta rt
 so lv in g th em .
 This is ju st th e k in d o f s y ste m th at S tir m an a nd h is c o lle agues a t M ed iu m w ere lo okin g fo r. H ola cra cy h elp s th em to c re ate c ir c le s o f s e lf - o rg aniz e d e m plo yees w ho n eed to w ork to geth er to g et th in gs d one. E very th in g is e xp lic it , s o
 th ere is n o c o nfu sio n a b out w ho h o ld s w hat r o le a nd h as w hat a uth o rit y . A cco rd in g to S tir m an, th e s y ste m h elp s th em to b e fa ste r a nd m ore a gile :
 Yo u d on’t h ave t o w ait f o r e v ery o ne u p a la dder t o s ig n o ff. T his c a n t a ke w eek s o r m onth s, w hen H ola cra cy s a ys, “ Y o u k now w hat, w e’re g oin g t o h ir e t h e b est p eo ple w e k now a nd t r u st t h em t o m ake d ecis io ns
 fo r u s.” A ll d ay p eo ple m ake d ecis io ns, o w n p arts o f t h e c o m pany, a nd a ct o n t h em . T he m om en tu m t h is c re a te s f a r o utw eig hs s o m eo ne m akin g a b ad d ecis io n. Y o u a ls o h ave t h e m om en tu m t o c h ange c o urse
 quic k ly .
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 And it ’s m ore th an ju st te ch s ta rtu p s th at a re b uyin g in to th is d ecentr a liz e d s y ste m . I n 2 014, th e o nlin e r e ta ile r Z ap pos e m bra ced H ola cra cy. Z ap pos h as 1 ,5 00 e m plo yees, w hic h w ill b e o rg aniz e d in to r o ughly 4 00 c ir c le s u nd er th e
 n ew s y ste m ( w hic h w on’t b e c o m ple te ly r o lle d o ut u ntil a fte r th is b ook g o es to p rin t, s o w e’ll b e in te re ste d to s e e h o w it p la ys o ut) . S om e d oub t th at th e s y ste m c an b e s c ale d to th at le vel, a nd in d eed it ’s th e la rg est o rg aniz a tio n to u se
 th e H ola cra cy s y ste m to d ate .
 What I s F lu id ?
 The e xte nt to w hic h Z ap pos’ H ola cra cy im ple m enta tio n s u cceed s o r fa ils is a ctu ally o nly a s id e-sto ry in th e b ig ger n arra tiv e th at is u nfo ld in g in m anagem ent re gard in g th e tr a nsfo rm atio n o f h ie ra rc hie s in o rg aniz a tio ns to day.
 M anagem ent w as in vente d in th e la te 1 9th a nd e arly 2 0th c entu rie s p rim arily to d eal w it h o ne is su e: s c ale . W hen y o ur e co no m y c o nsis ts m ostly o f s c atte re d to w ns p opula te d b y fa rm ers a nd lo cal b usin esse s o w ned b y in d iv id uals a nd
 fa m ilie s, y o u d on’t r e ally n eed “ m anagem ent” a s w e k no w it to day. B ut, a s w e e nte re d th e in d ustr ia l a ge, o ur e co no m y r e q uir e d la rg er g ro up s o f p eo ple to c o m e to geth er to p ro duce la rg e q uantit ie s o f g o ods a nd s e rv ic es. T o a chie ve
 th is s c ale , w e n eed ed m anagem ent, a nd s p ecif ic ally h ie ra rc hy. T he v ery fir s t o rg aniz a tio nal c harts d ate b ack to th e la te 1 800s, c o m in g o ut o f th e r a ilr o ad in d ustr y . T o m anage a n e nte rp ris e a t th at s c ale , th e w ho le s y ste m h ad to k no w
 w ho w as re sp onsib le fo r w hat— who w ould s e nd te le gra m s to w ho m a b out w here th e tr a ck s w ere d ow n a nd w hat w ould b e d one w it h th at in fo rm atio n, fo r e xam ple . W it h o ut a s tr u ctu re d efin in g th is , th e s y ste m w ould re m ain
 d angero usly in effic ie nt.
 And s o th e b ure aucra cy w as b orn . D esp it e th e r e su lt in g e ffic ie ncy, it d id n o t ta k e u s lo ng to s ta rt h atin g o ur h ie ra rc hie s. T he te rm “ b ure aucra cy” w as c o in ed in th e la te 1 9th c entu ry , r e fe rrin g p rim arily to g o vern m ent o ffic es, b ut it
 a lw ays h ad a p ejo ra tiv e u nd erto ne. O ur p ro ductiv it y a nd e ffic ie ncy w ere in cre asin g, b ut s o w as o ur fr u str a tio n w it h v ario us a sp ects o f b ure aucra cy, lik e in d iv id ual d ep artm ents o r m anagers tr y in g to c o nso lid ate p ow er o ver th eir
 “fie fd om s” o r b lin d a d here nce to p olic ie s a nd p ro ced ure s th at h ad o utliv ed th eir u se fu ln ess. W e s tr u ggle d to c ut th ro ugh b ure aucra cy’s “ re d ta p e,” a nd w e s h o ok o ur h ead s a s te chnic al e xp erts w ere u nsu ccessfu lly th ru st in to
 m anagem ent p osit io ns, s im ply b ecause it is th e o nly w ay th ey c o uld a d vance in th e o rg aniz a tio n. W e’v e b uilt a n in cre d ib le g lo bal e co no m y o ver th e la st c entu ry , b ut s o m e a rg ue th at th e c o st— th e n egativ e a sp ects o f b ure aucra cy—
 m ay b e o utw eig hin g th e b enefit s . I n a 
 Fortu ne
 blo g p ost, m anagem ent a uth o r G ary H am el d ecla re s th at “ b ure aucra cy m ust d ie ” b ecause it c re ate s fr ic tio n, d is c o ura ges d is se nt, h o bble s in it ia tiv e, a nd th w arts in no vatio n.
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 So, d oes H ola cra cy m ark th e e nd o f h ie ra rc hy in m anagem ent? N ot e xactly . W hile H am el’ s p oin ts a b out th e p ro ble m s o f b ure aucra cy s h o uld in d eed b e a d dre sse d , w e w ill n ever g et rid o f h ie ra rc hy a lt o geth er. 
 In a ddit io n to
 e ffic ie ncy a nd c o ord in atio n, h ie ra rc h ie s in a ll h um an s y ste m s p ro vid e a k ey b enefit t h at w e s im ply c a nnot liv e w it h out: T hey r e duce c o gnit iv e lo ad.
 One o f th e p rim ary v alu es o f h ie ra rc hie s is th e w ay th ey p re d ete rm in e
 c erta in a sp ects o f o ur o rg aniz a tio nal liv es. T hey d ecla re a head o f tim e w ho g ets to m ak e c erta in d ecis io ns, a nd th ey e ven d ete rm in e th in gs lik e w ho g ets to ta lk o r w here p eo ple s it in c erta in c ir c um sta nces. A s a r e su lt , w e c an ta k e
 th o se th in gs o ff o f o ur lis t o f th in gs to b e th in k in g a b out a s w e d o o ur w ork , a nd th at m ak es lif e e asie r fo r e very o ne. S tu d ie s h ave s h o w n th at w hile p eo ple h ave a g enera lly n egativ e v ie w o f h ie ra rc hie s, th ey a ls o in d ic ate th at th ey a re
 “h ap pie r, c alm er, a nd m ore p ro ductiv e w hen p ow er a nd s ta tu s d if fe re nces a re p re se nt a nd w ell u nd ers to od.”
 45
 The m ore w e h ave o n o ur m enta l p la te s ( o ur c o gnit iv e lo ad ), th e h ard er it is to g et o ur w ork d one. H ie ra rc hie s r e d uce th at lo ad fo r u s. S o, o ur d esir e to d o a w ay w it h h ie ra rc hy is u lt im ate ly m is g uid ed , a s th e b enefit s th at c o m e fr o m
 re so lv in g b ure aucra tic fr u str a tio ns c an b e o utw eig hed b y n ew p ro ble m s c ause d b y in cre ase d c o gnit iv e lo ad .
 Flu id H ie ra rc h ie s
 The s o lu tio n is to c re ate a h ie ra rc hy th at is fla tte r a nd m ore flu id . A fla t h ie ra rc hy m ay s o und lik e a n o xym oro n, b ut re m em ber th at a h ie ra rc hy is s im ply a s y ste m fo r d is tr ib utin g a uth o rit y — dif fe re nt p eo ple e nd u p h avin g m ore
 a uth o rit y th an o th ers o ver c erta in d ecis io ns. 
 But m ain ta in in g d is tr ib ute d a uth orit y d oes n ot n ece ssa rily r e quir e th e v ery v ertic a l n atu re o f tr a dit io nal m anagem ent h ie ra rc h y
 . V ertic al h ie ra rc hie s c o nso lid ate d ecis io n-
 m ak in g a uth o rit y in a c asc ad in g s tr u ctu re o f m anagers . T he h ig her y o u g o in th e s tr u ctu re , th e m ore a uth o rit y y o u h ave, n arro w in g to a s in gle p ers o n a t th e to p. T his r e d uces c o gnit iv e lo ad , s in ce w e c an k eep tr a ck o f a r e la tiv ely s m all
 n um ber o f p eo ple w ho a re “ in c harg e,” a nd m ost p eo ple c o nsid er it th e b est w ay to e nsu re th at e very o ne in th e s y ste m c an b e h eld a cco unta b le . I t s e em s im possib le to fla tte n th ese h ie ra rc hie s, b ecause it w ould s im ply m ean a d din g
 m ore p eo ple to e ach la yer, w hic h d efe ats th e p urp ose o f c la rif y in g w ho ’s in c harg e a nd m ak es a cco unta b ilit y m essie r.
 That’s tr u e, b ut o nly b ecause w e a ssu m e th at a h ie ra rc hy h as to b e s ta tic . M anagem ent h ie ra rc hie s w ere in vente d in a s im ple r tim e. R ailr o ad tr a ck s d on’t m ove. Y ou c o uld d esig n a d ecis io n-m ak in g s tr u ctu re fo r m anagin g tr a ck
 w ork a t a s in gle p oin t in tim e a nd s a fe ly e xp ect it to w ork th e s a m e w ay fo r y ears to c o m e, b ecause th e tr a ck s d on’t c hange. W e s c ale d o pera tio ns o f m any ty p es o f o rg aniz a tio ns v ery q uic k ly u sin g th is a p pro ach, s o it h as a lw ays
 b een a g iv en th at o rg aniz a tio ns c o uld d esig n a c o m ple te d ecis io n-m ak in g a uth o rit y s tr u ctu re a nd e xp ect it to w ork a s it w as d esig ned e very tim e, in e very c o nte xt. I t tu rn s o ut th at o ur h ie ra rc hie s’ in fle xib ilit y is a ctu ally w hat r e q uir e s th e
 v ertic al d esig n. W hen y o u p ain t th at s in gle p ic tu re o f a uth o rit y a t o ne p oin t in tim e, y o u m ust fo rc e-fit th e a uth o rit y in to m anageab le p ie ces. A s ta tic h ie ra rc hy n eed s to b e v ertic al to w ork p ro perly . T ho se tw o a sp ects g o h and in h and .
 But in th e in te rn et a ge, n o th in g is s ta tic . Chan ge I s t h e O nly C on sta n t
 We a ll r e co gniz e th at th e p ace o f c hange h as g o ne th ro ugh th e r o of a nd th at d is ru p tio n is th e n o rm n o w , s o w hy a re w e r e ly in g o n s ta tic , in fle xib le , a nd th us v ertic al h ie ra rc hie s? B efo re th e in te rn et, y o u c o uld c o unt y o ur c re d ib le
 so urc es fo r “ n ew s” o n o ne h and , b ut d urin g th e 2 006 c o up in T haila nd , a n im porta nt s o urc e fo r p ho to gra p hic jo urn alis m c am e fr o m a “ fa sh io n-o bse sse d c o lle ge s tu d ent g o in g b y th e n am e g narly k it ty .”
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 Gnarly k it ty d id n o t h ave
 jo urn alis tic c re d entia ls , b ut, a t th at p artic ula r m om ent in tim e, C N N w as b ein g b la ck ed o ut in T haila nd , s o a m ate ur n ew s s o urc es b ecam e th e b est s o urc es fo r in fo rm atio n. In th e in te rn et a ge, th e d efin it io n o f “ n ew s s o urc e” v arie s
 d ep end in g o n th e c o nte xt, r a th er th an b ein g th e s a m e a ll th e tim e. E xp ertis e c an b e v alid ate d to day v ia th e s o cia l in te rn et, r a th er th an e xclu siv ely b y s o m eo ne h ig her u p in th e c hain .
 Cir c le s, N ot P yra m id s
 The w ho le p oin t o f a s y ste m lik e H ola cra cy is to b re ak o ut o f th at s ta tic m old . T he s y ste m o rg aniz e s p eo ple in to c ir c le s b ase d o n th e w ork th ey d o a nd th eir d om ain s o f e xp ertis e a nd th en in stit u te s d is c ip lin ed p ro cesse s b y w hic h
 p eo ple in th o se c ir c le s c an id entif y a nd r e so lv e “ te nsio ns” b ase d o n g ap s b etw een r e alit y a nd th e id eal. T here a re s e p ara te p ro cesse s to d eal w it h o pera tio nal te nsio ns ( w ork in g in th e b usin ess) a nd g o vern ance te nsio ns ( w ork in g o n th e
 b usin ess). T his d oesn ’t m ak e e very o ne e q ual o r d o a w ay w it h h ie ra rc hy. T he fo und ers a t M ed iu m h ave d esig ned th e c ir c le s in a w ay th at g iv es th em d ecis io n-m ak in g a uth o rit y th at o th ers d on’t h ave, a nd a s lo ng a s th at c o ntin ues to
 h elp th e b usin ess m ove fo rw ard , th at’s fin e. E v W illia m s, th e fo und er o f M ed iu m , is th e s o le p ers o n o ccup yin g th e r o le o f “ p ro duct s tr a te gy,” s o h e d ecid es w hic h fe atu re s g o p ub lic , b ut th ere a re c ir c le s o f p eo ple w ho m ak e d ecis io ns
 a b out w hic h id eas g et p ro to ty p ed a nd b uilt . T he H ola cra cy s y ste m is d esig ned to h elp e very o ne a t M ed iu m fig ure o ut if th at w ay o f d oin g it is h o ld in g th em b ack , a nd if it is th ey c an c hange it .
 It is n ot t h e a bse nce o f h ie ra rc h y o r t h e u nif o rm it y o f d ecis io n-m ak in g a uth orit y t h at m ak es a n o rg aniz a tio n f lu id
 . I t is th e a b ilit y to s h if t a nd m orp h th o se th in gs in th e s e rv ic e o f a cco m plis h in g m ore .
 Why M ille n nia ls C are A bou t F lu id
 As w e p oin te d o ut in C hap te r 2 , th e M ille nnia l g enera tio n g re w u p w it h “ b lu rre d lin es” a ro und a uth o rit y a nd h ie ra rc hy, a s th eir p are nts w ere v ery m uch a n a ctiv e p art o f th eir liv es. A s th ey e nte r th e w ork fo rc e, th ey a re e xp ectin g a
 d if fe re nt r o le in th e h ie ra rc hy. A s o ne M ille nnia l w e s u rv eyed p ut it :
 I d o n ot f e el lik e t h e t o p-d ow n a ppro ach w ill b e a n e ffe ctiv e le a dersh ip s tr a te g y m ovin g f o rw ard . T hat w ork ed w it h t h e B aby B oom ers, b ut it c a n d efin it e ly n ot w ork w it h u s. O ur g en era tio n is d if fe re n t a nd w e
 want t o f e el lik e w e h ave a v oic e a t t h e o rg aniz a tio n t h at w e w ork
 fo r.
 Of c o urs e , s e ntim ents lik e th ese m ay s o und fa m ilia r, a s y o unger g enera tio ns th ro ugho ut h is to ry h ave e xp re sse d fr u str a tio n a b out th eir e xp erie nce a t th e b otto m o f th e h ie ra rc hy w hen th ey e nte r th e w ork fo rc e. M ille nnia ls , h o w ever,
 h ave a d is tin ct fo cus o n th e s h if tin g a nd d ynam ic ( i. e ., flu id ) n atu re o f a uth o rit y in o rg aniz a tio ns:
 I h ave f o und p erso nally t h at if I w ant t o s e e s o m eth in g h appen o r f o r u s t o m ove f o rw ard in a n a re a , I c a n’t a lw ays w ait f o r o r r e ly o n a m ore s e n io r s ta ff p erso n t o c o m e u p w it h t h e id ea , s o s o m etim es I h ave t o
 ste p o ut a nd c a ll a m eetin g t o geth er t o g et t h e b all r o llin g a nd g et p eo ple
 ta lk in g.
 You b eco m e a le a der w hen y o u h ave t h e m ost e x perie n ce o r k now le d ge, n ot n ecessa rily t h e t e n ure o r
 age.
 Today’s w ork is b ein g p erfo rm ed in t e a m s, s o t h e t o p-d ow n a ppro ach is s lo w ly f a din g. T he t e a m a ppro ach is b est b eca use it a llo w s t h e t e a m t o d ele g ate r e sp onsib ilit ie s t o in div id uals b ase d o n t h eir
 ex pertis e .
 A f lu id h ie ra rc h y le arn s h ow t o s h if t d ecis io n-m ak in g a uth orit y a nd a ctio n t o t h e in div id uals a nd g ro ups w ho a re b est e quip ped t o b e s u cce ssfu l g iv en t h e c o nte xt
 . T his o fte n m eans s h if tin g p ow er to th o se w ho h ave
 b est a ccess to in fo rm atio n o r a re c lo se st to th e c usto m er, r a th er th an a lw ays r e ly in g o n s e nio r m anagers a t h ead quarte rs w ho h ave e xp erie nce a nd te nure b ut m ayb e n o t th e c o nte xt- sp ecif ic in fo rm atio n o r p ers p ectiv e n ecessa ry to ta k e
 th e r ig ht a ctio n a t th e r ig ht tim e. I n tr a d it io nal v ertic al h ie ra rc hie s, th in k in g a nd a naly sis is fr e q uently s e p ara te d fr o m a ctio n. G enera lly s p eak in g, th e m anagers d o th e th in k in g a nd th e d ir e ct r e p orts a re e xp ecte d to ta k e th e a ctio ns. T his
 a p pro ach w ork s o nly in a v ery s ta tic e nvir o nm ent.
 In o th er w ord s, it d oes n o t w ork to day a nd w ill n ever m ak e s e nse to M ille nnia ls .
 What F lu id L ook s L ik e
 Of c o urs e , th e H ola cra cy o pera tin g s y ste m is n o t th e o nly w ay to a chie ve a flu id h ie ra rc hy. Y ou s im ply h ave to b uild in to y o ur c ult u re th e r ig ht c o m bin atio n o f p ro cesse s a nd a ccess th at w ill a llo w m ore flu id it y a nd e ffe ctiv eness in
 y o ur d ecis io n m ak in g. One o f th e m ore fa m ous e xam ple s o f a flu id c o m pany in to day’s b usin ess p re ss is th e M orn in g S ta r to m ato p ro cessin g c o m pany. I t w as fe atu re d in a c o ver s to ry in 
 Harv ard B usin ess R ev ie w
 at th e e nd o f 2 011 a nd h as s in ce b een
 th e fo cus a tte ntio n fr o m 
 In c
 . m agazin e a nd th e D ru ck er I n stit u te , a m ong o th ers . M orn in g S ta r is a p artic ula rly c o m pellin g s to ry fo r flu id it y , g iv en th at it is n o t s o m e s m all S ilic o n V alle y s ta rtu p . M orn in g S ta r is a to m ato p ro cessin g
 c o m pany w it h fa cto rie s a nd tr u ck s a nd fa rm s. Y et it h as n o m anagers , a nd e very s in gle e m plo yee, in clu d in g s e aso nal w ork ers , h as th e a uth o rit y to p urc hase w hate ver e q uip m ent h e o r s h e n eed s to g et th e jo b d one. T his is a $ 700
 m illio n-p er- y ear b usin ess, w it h a s m any a s 2 ,4 00 e m plo yees d urin g th e p eak s e aso n, a nd n o t a s in gle o ne o f th o se e m plo yees n eed s a p pro val to m ak e a p urc hase .
 We h eard a M orn in g S ta r e m plo yee te ll a s to ry o f o ne o f th o se p urc hase s th at h e m ad e b ack w hen h e w as a s e aso nal e m plo yee. H e h ad d ete rm in ed th at h avin g a la p to p s e tu p a t a p artic ula r a re a w here h e w as w ork in g w ould
 a llo w fo r s o m e r e al- tim e d ata to b e c o lle cte d a nd d is p la yed to th e r e le vant p eo ple , r e su lt in g in in cre ase d e ffic ie ncy. H e d id n’t n eed a p pro val, s o h e s p ent th e $ 1,5 00 a nd r a n th e e xp erim ent. I t tu rn s o ut h is p re d ic tio ns w ere c o rre ct,
 a nd w hen o th er te am s le arn ed o f th e c o st s a vin gs, th ey s ta rte d im ple m entin g h is id eas th ro ugho ut th e s y ste m , s a vin g th e c o m pany m ore th an $ 100,0 00 p er y ear.
 For t h is t o w ork , t h ough, e ach t e am n eeds t o u nders ta nd it s o w n p ro fit a bilit y
 . M orn in g S ta r w ill a ctu ally p ay e m plo yees to g o to b asic a cco untin g c la sse s, b ecause th e s y ste m r e lie s o n th eir fin ancia l a cum en.
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 When th e
 c ap acit y to u nd ers ta nd p ro fit a b ilit y is s h are d m ore b ro ad ly a m ong e m plo yees, th en it m ak es s e nse to d is tr ib ute th at d ecis io n-m ak in g a uth o rit y , r a th er th an c o nso lid ate it a m ong m anagers . M orn in g S ta r a ls o r e lie s h eavily o n e m plo yees
 to c la rif y h o w th ey w ork w it h e ach o th er. E very o ne w rit e s a “ C olle ague L ette r o f U nd ers ta nd in g,” o r C LO U, th at n ego tia te s e xp ecta tio ns w it h e very o th er e m plo yee th at h is o r h er w ork im pacts . P erfo rm ance m etr ic s a re h and le d in
 th ese d ocum ents , n ego tia te d b y th e a ctu al p eo ple w ho w ill b e m eetin g th em . B asin g th ese c o nvers a tio ns in r e alit y , a cco rd in g to M orn in g S ta r, m ak es th em m ore e ffe ctiv e.
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 The e sse nce o f a f lu id h ie ra rc h y is a r e fin ed u nders ta ndin g o f h ow a g ro up o f p eople c a n m ost e ffe ctiv ely g et d one w hat n eeds t o g et d one
 . T hat w as th e b asis o f th e o rig in al H ola cra cy e xp erim ents : w hat g ets in th e
 w ay o f b ein g a b le to s e nse th e te nsio ns a nd r e so lv e th em q uic k ly . M orn in g S ta r s h if te d it s fo cus to in d iv id ual te am s a nd u nit s a nd d evelo ped n ew p ra ctic es th at w ould e nab le th e te am s to m anage th em se lv es, a nd it h as h ad d oub le -
 d ig it g ro w th w it h e ffe ctiv ely z e ro tu rn o ver.
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 Once y o u a ccep t th e id ea th at “ m anagers ” a re n o t a s in here ntly v alu ab le a s w e h ave b een m ad e to b elie ve o ur w ho le liv es, a ll s o rts o f o pportu nit ie s o pen u p to d o th in gs d if fe re ntly .
 Case S tu dy: Q ualit y L iv in g, I n c.
 Qualit y L iv in g, I n c. ( Q LI) is a c o m pany in O maha, N eb ra sk a, th at p ro vid es r e hab ilit a tio n s e rv ic es to in d iv id uals w it h b ra in a nd s p in al c o rd in ju rie s. T his is n o t e asy w ork . I ts p atie nts h ave h ad th eir liv es s h atte re d , a nd th e r e co very
 p ro cess is p ain fu l a nd c halle ngin g. S erv ic es a re p ro vid ed in Q LI’s r e sid entia l c am pus w here it h as 3 50 e m plo yees, in clu d in g v ario us k in d s o f m ed ic al s p ecia lis ts ( s p eech th era p is ts , p hysic al th era p is ts , o ccup atio nal th era p is ts , e tc .) a nd
 a r a nge o f s ta ff w ho m anage th e fu nctio ns in th e r e sid entia l fa cilit ie s a nd s u p port th e p atie nts in r e b uild in g th eir liv es.
 If y o u lo ok a t Q LI’s w eb sit e , y o u c an p ie ce to geth er a fa ir ly tr a d it io nal- lo okin g o rg aniz a tio nal c hart. I ts fiv e-p ers o n e xecutiv e te am in clu d es a p re sid ent a nd fo ur v ic e p re sid ents . T here a re s e ven d if fe re nt c lin ic al d ir e cto rs , c o verin g
 a re as lik e p sy cho lo gy, n urs in g, a nd n utr it io n. T here ’s a m ark etin g a nd d evelo pm ent te am a nd a n um ber o f s e rv ic e c o ord in ato rs . A t fir s t g la nce, th is d oesn ’t lo ok lik e a r a d ic ally fla t o r p artic ula rly flu id h ie ra rc hy.
 But w hen y o u ta k e a c lo se r lo ok a t h o w Q LI r u ns it s o pera tio ns, a d if fe re nt p ic tu re e m erg es. R ecently , a c lin ic al m eetin g to ok p la ce o n c am pus th at in clu d ed a b ro ad r a nge o f e m plo yees, in clu d in g th e C EO , s o m e d ir e cto r- le vel
 sta ff, s o m e th era p is ts , a nd s o m e r e sid entia l s ta ff. A t th is p artic ula r m eetin g, th ere a ls o h ap pened to b e tw o p sy cho lo gy in te rn s w ho w ere r e la tiv ely n ew to th e o rg aniz a tio n. A fte r th e m eetin g, o ne o f th e s ta ff a sk ed th e in te rn s if th ey h ad
 re aliz e d th at th e C EO w as o ne o f th e p artic ip ants in th e m eetin g. N o o ne h ad b een in tr o duced b y tit le , s o th e in te rn s w ere u naw are o f th e C EO ’s p re se nce, a nd w hen th ey w ere a sk ed to g uess w hic h o ne o f th e m eetin g p artic ip ants
 w as th e C EO , th ey b oth g uesse d in co rre ctly .
 They c re a te p ow er f lu x
 There a re n o t m any o rg aniz a tio ns w here th e C EO ’s p re se nce w ould n o t b e im med ia te ly d ete cte d a nd id entif ie d b y s tr a ngers . E ven in th e a b se nce o f tit le s a nd n am e ta gs, y o u w ould b e a b le to s e nse th e d efe re nce to h er u lt im ate a uth o rit y , a lik ely h esit a nce fo r o th ers to s h are to o m uch o r ta k e u p to o m uch a ir tim e. T he C EO ’s p re se nce ty p ic ally g enera te s a n u nsp oken, c iv ilia n v ers io n o f th e “ te n-H UT” y o u h ear w hen a m ilit a ry o ffic er w alk s in to th e r o om . T hat
 d oesn ’t h ap pen a t Q LI, o bvio usly . T hat m eetin g w as a cute ly fo cuse d o n th e is su es a nd p ro ble m s th at n eed ed to b e s o lv ed , n o t o n th e h ie ra rc hic al re p re se nta tio n in th e ro om . W hen th e in te rn s w ere a sk ed w ho w as le ad in g th e
 m eetin g, th ey p ic k ed th e d ir e ct c are s ta ff p ers o n ( a p osit io n fa ir ly lo w o n th e o rg aniz a tio nal c hart) , b ecause th at w as th e p ers o n w ho w as m ost v o cal in th e m eetin g.
 That m ad e s e nse in th is c ase , b ecause th e s p ecif ic c lin ic al is su es b ein g d is c usse d in th at m eetin g p ut th at d ir e ct c are s ta ff a t th e h eart o f th e c o nvers a tio n. Q LI’s p hilo so phy o n c ult u re a nd le ad ers h ip g re w o ut o f a p ro gra m c alle d
 M in d se ts ,
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 whic h w as d evelo ped b y Q LI’s fo und in g p re sid ent a nd C EO , D r. K im H oogeveen, a nd o ne o f th e m in d se ts c entr a l to h is a p pro ach is c alle d “ p ow er flu x.” D ep end in g o n w hat is g o in g o n, th e p ers o n w it h th e re le vant
 e xp ertis e is in c harg e, a nd th at flu ctu ate s. I n th at m eetin g, th e g ro up id entif ie d d ynam ic s in th e r e sid entia l fa cilit y a s th e k ey p ro ble m s to b e s o lv ed , s o th e h o use s ta ff b ecam e in c harg e o f th e m eetin g, r e gard le ss o f th e fo rm al p ow er
 d if fe re ntia l th at e xis te d in th e r o om .
 For “ p ow er flu x” to w ork , th o ugh, Q LI ta k es a d is c ip lin ed a nd r ig o ro us a p pro ach to u nd ers ta nd in g ju st w hat “ re le vant e xp ertis e ” r e ally m eans.
 They b ala n ce t h eir e x p ertis e
 The h ealt h care fie ld c o m es fr o m a v ery h ie ra rc hic al tr a d it io n, in clu d in g e ver- sp ecia liz in g d iv is io ns o f e xp ertis e . S peech th era p is ts , fo r e xam ple , h ave u nd erta k en a s p ecif ic c o urs e o f s tu d y to g o a lo ng w it h th eir c lin ic al e xp erie nce th at
 w as s u p erv is e d b y a n e xp ert in th eir fie ld . B ase d o n th is e xp ertis e , th ey w ould o bvio usly e xp ect th eir d ia gno se s a nd tr e atm ent r e co m mend atio ns to b e r e sp ecte d . 
 At Q LI, t h at e xpertis e is in deed r e sp ecte d, b ut it is b ala nce d
 w it h o th er e xpertis e , in clu din g a d eep k now le dge o f t h e p atie nt’s lif e , t h e p atie nt’s v alu es, a nd t h e p atie nt’s d re am s a nd a sp ir a tio ns
 . O ne o f th e c lin ic ia ns te aches a c la ss a t th e lo cal u niv ers it y a nd fin d s th at w hen h e
 p re se nts a p atie nt c ase s tu d y, th e s tu d ents a re q uic k to d evelo p a tr e atm ent p la n b ase d o nly o n th e m ed ic al fa cts p re se nte d .
 They d id n’t e v en a sk o ne q uestio n a bout t h e p atie n t— who t h ey a re a nd w hat m akes t h em t ic k . T hen w e s h ould g o b ack a nd r e d o t h e t re a tm en t p la n. I n h ea lt h ca re , t h is is t h e w ay w e s h ould b e t h in kin g, b ut w e’re
 not.
 One o f th e p atie nts a t Q LI, fo r e xam ple , w as a p assio nate lo ngb oard s k ate b oard er b efo re h is s p in al c o rd in ju ry . T he s ta ff th ere to ok th e tim e to g et to k no w th e p atie nt w ell e no ugh to d is c o ver th is p assio n, s o w hen th ey n eed ed to
 w ork o n s o m e s tr e ngth a nd b ala ncin g e xerc is e s w it h th e p atie nt, th ey g o t a lo ngb oard s k ate b oard , r e m oved th e w heels , a nd u se d it in th e th era p y. T he p atie nt “ lit u p ” w hen h e r e aliz e d th e b oard w ould b e a p art o f th e th era p y.
 Ano th er p atie nt w as p assio nate a b out s c ub a d iv in g, s o th e s ta ff fo und a lo cal a d ap tiv e d iv in g p ro gra m th at w ork s w it h p eo ple w it h d is a b ilit ie s. A no th er p atie nt d oes th era p y th ro ugh k ayak in g. A ll o f th ese m eth o ds a re n o ntr a d it io nal
 a nd in m any c o nte xts w ould r e q uir e s p ecia l a p pro vals a nd e xcep tio ns fr o m th e p olic ie s a nd s ta nd ard p ra ctic es. 
 At Q LI, w hen y ou k now w hat m atte rs t o t h e p atie nt a t a d eep le vel, t h at e xpertis e g iv es y ou t h e a uth orit y t o
 m ak e d ecis io ns
 . I t’s n o t th at Q LI s ta ff d is c o unt th e e xp ertis e th at, s a y, a s p eech th era p is t b rin gs to th e p atie nt a nd th e tr e atm ent p la n, b ut th ey r e co gniz e th at th e d ir e ct c are s ta ff, w ho is w it h th e p atie nt s e ven d ays a w eek , a ls o h as
 e xp ertis e th at m ust b e in clu d ed w hen fig urin g o ut w hat to d o. T hat g iv es th e te am th e fr e ed om th ey n eed to in no vate .
 There a re n o lin es w e c a n’t c ro ss in t e rm s o f c re a tiv it y a nd w hat w e c a n d o f o r o ur
 re sid en ts .
 They c o m munic a te w ell a n d t h ough tfu lly
 This a p pro ach is p artic ula rly m otiv atin g to y o unger s ta ff. I t w as a M ille nnia l e m plo yee w ho m ad e th e a b ove s ta te m ent a b out th e fa cilit a tio n o f c re ativ it y .. A nd th is is th e g enera tio n th at g re w u p w it h “ b lu rre d lin es,” s o th ey e xp ect to
 b e a b le to in te ra ct w it h p eo ple a cro ss h ie ra rc hic al lin es w hen n ecessa ry . B ut th at d oesn ’t m ak e it e asy .
 One o f th e k ey fa cto rs in m ak in g th e flu id h ie ra rc hy w ork a t Q LI is th e a tte ntio n s ta ff p ay to in te rn al c o m munic atio n in th eir c ult u re . S enio r s ta ff m ak e v is ib le e ffo rts to o pen u p lin es o f c o m munic atio n a nd r e m ain a p pro achab le ,
 d esp it e th eir tit le s. W it h in th e c ult u re th ere a re d is c ussio ns a b out a no th er o f D r. H oogeveen’s M in d se ts : th e d if fe re nce b etw een a “ c o sm o” a nd a “ lo cal. ” L ocals a re th e id eal: p eo ple w ho a re h um ble , w illin g to h elp , a nd b e a p art o f
 th e c o m munit y ju st lik e a nyo ne e ls e . C osm os, o n th e o th er h and , a re p eo ple w ho tie th eir e go to th eir tit le , a cco la d es, o r a cco m plis h m ents . P eo ple a re h ir e d w it h th is d is tin ctio n in m in d , a nd s e nio r s ta ff k no w th at to b e a lo cal th ey
 m ust b e a p pro achab le a nd c urio us a b out o th ers in th e c o m munit y . A cco rd in g to a p hysic al th era p is t a t Q LI:
 Peo ple w it h p ow er in t h e c o m pany w ould j u st t a lk t o m e, a nd a sk m e h ow I w as. I w ould le a rn la te r t h at it w as t h e C EO o r a c lin ic a l d ir e cto r. E very th in g is
 fla t.
 They t e a ch c o m munic a tio n s k ills
 QLI a ls o r e co gniz e s t h at t h e o pen c o m munic a tio n r e quir e d in a f lu id h ie ra rc h y c a n b e s tif le d if t h e s ta ff c a nnot h andle c o nflic t
 . T hey p ro vid e tr a in in g in c o nflic t r e so lu tio n to e m plo yees a nd ta lk fr e q uently a b out th e
 n eed fo r “ fr ie nd ly fr ic tio n.” T hey w ork o n le arn in g h o w to d is a gre e w it h o ut it d am agin g th e w ork pla ce r e la tio nsh ip , a nd th ey c o nsta ntly p ay a tte ntio n to g ettin g m ore v o ic es in th e c o nvers a tio n w hen th e d ecis io ns g et to ugher. A ll o f th is
 is d eep ly e m bed ded in th eir c ult u re , w hic h is s u p porte d b y tw o s p ecif ic r o le s: th e m ento r a nd th e p ro fe ssio nal. R ep re se ntin g a b out 5 p erc ent a nd 1 p erc ent o f th e e m plo yees in th e c o m pany, r e sp ectiv ely , m ento rs a nd p ro fe ssio nals c an
 c o m e fr o m a ny le vel o f th e h ie ra rc hy, a nd th ey w ork e xp lic it ly to r e in fo rc e a nd s u p port th e c ult u re , p artic ula rly a ro und c o m munic atio n. E m plo yees a re e nco ura ged to s e ek th em o ut fo r s u p port, a nd th ey p ay a tte ntio n to p eo ple w ho
 m ig ht b e s tr u gglin g a nd th en c o ach th em to g et th em b ack o n tr a ck .
 Tak ea w ays: M ak e Y ou r O rg an iz a tio n F lu id
 As y o u c an s e e, m ain ta in in g a flu id h ie ra rc hy ta k es s o m e e ffo rt, th o ugh in Q LI’s c ase it is o bvio usly w orth th at e ffo rt. Its s y ste m o f flu id d ecis io n m ak in g g enera te s p osit iv e re su lt s fo r b oth e m plo yees a nd c usto m ers . A fu ll 1 00
 p erc ent o f it s c usto m ers ( c lie nts , fa m ilie s, a nd p ayo rs ) s a y th ey w ould r e co m mend Q LI to a lo ved o ne, a te sta m ent to th e q ualit y s o lu tio ns th at Q LI c o m es u p w it h b y le ttin g th o se w ho k no w m ore a b out th e p atie nt’s s it u atio n to b e
 in vo lv ed in th e d ecis io n m ak in g. I n te rn ally , 9 5 p erc ent o f it s e m plo yees p artic ip ate d in it s m ost r e cent c ult u re s u rv ey, a nd a vera ge s c o re s in e very s in gle c ate go ry w ere a b ove 7 o n a 9 -p oin t s c ale . ( P rid e w as 8 .5 .) I ts tu rn o ver r a te is
 w ell b elo w a vera ge fo r h ealt h care c o m panie s, n ever g ettin g a b ove 2 8 p erc ent p er y ear o ver a 2 0-y ear p erio d, a nd , e ven th en, m ost o f th o se tr a nsit io ns w ere e m plo yees w ho w ere n o t a g o od fit fo r th e c o m pany c ult u re , w hic h Q LI
 c o nsid ers “ p osit iv e tu rn o ver.” I ts n egativ e tu rn o ver n um bers — th e p eo ple w ho le ave w ho Q LI w ould w ant to k eep — has b een b elo w 1 0 p erc ent a nnually th ro ugho ut it s h is to ry . A t th e h eart o f th ese r e su lt s is Q LI’s in vestm ent 
 in a
 c u lt u re t h at a llo w s a uth orit y t o b e f lu id a nd e nable s b ette r d ecis io n m ak in g t h ro ugh e ffe ctiv e c o nflic t c o nvers a tio ns a nd b ein g “ cra zy g ood a t c o m munic a tio n
 ,” a s o ne e m plo yee p ut it .
 When y o u lo ok a t th e th re ad s th at c o nnect Q LI’s e xp erie nce w it h o th er c o m panie s th at h ave u nlo ck ed th e p ote ntia l o f a flu id h ie ra rc hy ( lik e M orn in g S ta r o r Z ap pos), y o u w ill s e e th at tw o fu nd am enta l b uild in g b lo ck s c an e nab le
 su ch a s y ste m in y o ur o rg aniz a tio n: u nd ers ta nd in g w hat d riv es s u ccess a nd in vestin g in s o ft s k ills . Understa n d W hat D riv es S uccess
 This m ay s o und lik e a n is su e o f s tr a te gy ra th er th an o rg aniz a tio nal c ult u re o r s tr u ctu re , b ut it ’s im porta nt to re m em ber th at th ere a re d if fe re nt le vels to u nd ers ta nd in g w hat d riv es th e s u ccess o f y o ur o rg aniz a tio n. A t a h ig h le vel,
 e very c o m pany u nd ers ta nd s it s s u ccess d riv ers , o r it o bvio usly w ould n’t s till b e a ro und . T hat’s th e b asic s tr a te gic le vel, w here y o u g et c le ar o n w here y o ur c o m pany is g o in g to c o m pete a nd h o w y o u w ill w in w it h y o ur p artic ula r s e t o f
 p ro ducts a nd s e rv ic es. Q LI p ro vid es r e hab ilit a tio n s e rv ic es to p eo ple w it h b ra in a nd s p in al c o rd in ju rie s, s o it s h ig h-le vel s u ccess d riv ers r e vo lv e a ro und p ro vid in g h ig h-q ualit y m ed ic al c are to p atie nts . A t a h ig h le vel, it d oesn ’t n eed to
 b e flu id . Q LI c o uld h ir e th e b est- tr a in ed p hysic al th era p is ts , s p eech th era p is ts , a nd s o o n a nd p ut th em in to a r ig id , v ertic al h ie ra rc hy a nd s till p ro vid e h ig h-q ualit y h ealt h care . B ut th ere is m ore to u nd ers ta nd in g w hat d riv es it s s u ccess
 — th e d eep c o nnectio n it s fr o nt lin e s ta ff h ave w it h p atie nts .
 Fin d y o ur t r u e m is sio n
 At Q LI, h ig h-q ualit y h ealt h care is a g iv en, b ut fr o m th e v ery b egin nin g Q LI s ta ff re aliz e d th at th ey w ere n o t ju st d ealin g w it h p atie nts w ho h ad h ealt h care is su es; th ey w ere d ealin g w it h p eo ple w ho se liv es h ad b een s h atte re d .
 R eb uild in g a s h atte re d lif e r e q uir e s m ore th an m ed ic al a tte ntio n. I t r e q uir e s a d eep k no w le d ge o f th e p atie nt a s a p ers o n a nd in te gra tin g th at p ers o n’s lif e a nd p assio ns in to th e m ed ic al c are . I t is th at k in d o f in tim acy w it h th e p atie nt th at
 re q uir e s a fla tte r h ie ra rc hy, w here m ore p eo ple k no w m ore a b out a ll fa cets o f th e p atie nt’s lif e . 
 QLI d oes n ot c h oose t o b e f lu id b eca use it is a c o ol n ew m anagem ent t e ch niq ue. I t c h oose s t o b e f lu id b eca use t h at m ak es it
 m ore s u cce ssfu l.
 Thin k b ey o nd t h e p ro fit m arg in
 Tak e Z ap pos a s a no th er e xam ple . A t a h ig h le vel, a ll it d oes is s e ll s h o es a nd o th er a p pare l o nlin e, s o it s s u ccess c o uld b e d riv en b y s o lid lo gis tic s, g o od re la tio nsh ip s w it h m anufa ctu re rs , a nd e ffe ctiv e m ark etin g. B ut e arly o n,
 Z ap pos fig ure d o ut th at g iv in g th e c usto m er a “ w ow ” e xp erie nce is a ctu ally a t th e h eart o f it s s u ccess. T hat is n um ber o ne o n it s in te rn al lis t o f c o re v alu es. W hy? B ecause s e llin g s h o es o nlin e s e em s lik e a n im possib le s it u atio n, g iv en
 th at w e a ssu m e w e m ust fir s t tr y s h o es o n b efo re w e b uy th em . T he h eart o f s u ccess fo r Z ap pos, th ere fo re , c an’t s im ply b e a b out p ro vid in g th e o pportu nit y to b uy s h o es; w e a lr e ad y h ave th at a t s h o e s to re s. Z ap pos r e aliz e d th at it
 n eed ed to d ra w p eo ple in w it h n o t ju st g o od c usto m er s e rv ic e, b ut c usto m er s e rv ic e th at w ould b lo w p eo ple a w ay. T he k in d o f c usto m er s e rv ic e w here c usto m ers h ang u p th e p ho ne, a nd lit e ra lly s a y “ w ow ” o ut lo ud .
 Und ers ta nd in g s u ccess a t th at le vel h as im plic atio ns fo r th e c ult u re a t Z ap pos, p artic ula rly a ro und b ein g fla t a nd flu id . E ven b efo re it a d opte d H ola cra cy, Z ap pos h ad a d ecentr a liz e d c ult u re , s p ecif ic ally b ecause o f it s d eep c la rit y
 a b out w hat d riv es it s s u ccess. T o p ro vid e a “ w ow ” e xp erie nce, it h ad to g iv e m ore p ow er to p eo ple a t th e lo w est le vels o f th e h ie ra rc hy, th e c all- c ente r e m plo yees, b ecause th ey w ere c lo se st to th e c usto m er. Z ap pos c all- c ente r
 e m plo yees m ak e th eir o w n d ecis io ns a b out w heth er o r n o t to u p gra d e a c usto m er’s a cco unt o r g iv e th em fr e e s h ip pin g. T hey a re fa m ous, in fa ct, fo r b ein g a b le to s ta y o n th e p ho ne a s lo ng a s th ey w ant w it h c usto m ers . ( T he r e co rd is
 m ore th an 1 1 h o urs w it h a s in gle c usto m er.) T hat is n o t a b est p ra ctic e in th e c all- c ente r in d ustr y , w ho se ty p ic al m etr ic s fo cus o n th e e ffic ie ncy o f g ettin g c usto m ers o n a nd o ff th e p ho ne a s q uic k ly a s p ossib le . B ut a t Z ap pos y o u n eed
 to w ow th e c usto m er, s o th e s ta ff s ta y d ecentr a liz e d , e ven if it ’ s n o t e ffic ie nt. N ote th at, d esp it e th is in effic ie ncy, Z ap pos m anaged to g ro w fr o m $ 1 m illio n in s a le s to $ 1 b illio n in s a le s in ju st e ig ht y ears .
 Be p ro activ e
 We c o uld tr y to s c are y o u in to b ein g flu id . W e c o uld m ak e a c o m pellin g c ase , a ctu ally , th at th e M ille nnia l g enera tio n is g o in g to s to rm in to th e w ork pla ce o ver th e n ext s e vera l y ears a nd d em and it . 
 But y ou w on’t a cce ss f lu id ’s
 tr u e p ow er b y b ein g r e actio nary . Y ou n eed t o lo ok m ore d eeply a t y our o rg aniz a tio n a nd y our b usin ess m odel t o u nders ta nd w hat d riv es s u cce ss a nd c le arly id entif y h ow b ein g m ore f lu id d oes o r d oes n ot c o nnect
 to t h at
 . G iv en to day’s e nvir o nm ent, w e w ould b e s u rp ris e d to fin d o rg aniz a tio ns th at w ould n o t b enefit fr o m th e a d vanta ges o f b ein g flu id , b ut y o u s till h ave to fig ure th at o ut fo r y o urs e lf . W hen w e d o c ult u re a sse ssm ents w it h c lie nts ,
 w e a lw ays in clu d e a n in -d ep th , q ualit a tiv e a sse ssm ent d esig ned to u nco ver th is d eep er le vel o f w hat d riv es th e s u ccess o f th e e nte rp ris e s o th at it c an b e c o nnecte d to th e c ult u re -str e ngth enin g in te rv entio ns.
 In vest in S oft S kills
 Once th e d eep er s tr a te gic c o nnectio n is m ad e, y o u s till h ave to h and le th e im ple m enta tio n o f a flu id h ie ra rc hy, a nd th at’s w here s o -c alle d “ so ft” s k ills b eco m e c rit ic al. R em em ber th at a r ig id h ie ra rc hy d oes s e rv e a p urp ose : r e d ucin g
 c o gnit iv e lo ad . O ver th e y ears , w e h ave le arn ed to r e ly o n h ie ra rc hy to d ete rm in e th in gs lik e w ho g ets to d ecid e a nd w here th e in fo rm atio n flo w s, w hic h a llo w ed u s to fo cus o ur a tte ntio n o n o th er a sp ects o f r u nnin g th e o rg aniz a tio n.
 W hat w e d id n’t r e aliz e , p erh ap s, is th at b y a llo w in g th e h ie ra rc hy to lit e ra lly s tr u ctu re o ur r e la tio nsh ip s in te rn ally , w e le t o ur b asic s k ills in b uild in g a nd m ain ta in in g r e la tio nsh ip s a m ong th e h um an b ein gs in o ur o rg aniz a tio ns a tr o phy.
 T hat is p ro bab ly w hy w e c o nsid ere d th ese s k ills to b e “ so ft” ( le ss im porta nt) to b egin w it h — th e h ie ra rc hy w as a lr e ad y ta k in g c are o f it .
 Flu id h ie ra rc h ie s a re m ore d ynam ic a nd f le xib le , w hic h p uts t h e o nus b ack o n t h e p eople in y our o rg aniz a tio n t o d o a b ette r jo b a t m anagin g t h eir r e la tio nsh ip s
 . T hat is w hy Q LI is “ c ra zy g o od a t c o m munic atio n”
 a nd p ro vid es tr a in in g fo r s ta ff in c o nflic t r e so lu tio n s k ills . T hat is w hy Z ap pos a ctu ally e nco ura ges it s e m plo yees to b e a lit tle w eir d — auth entic it y is a ctu ally a n im porta nt s k ill w hen it c o m es to r e la tio nsh ip b uild in g. T hat’s w hy M orn in g
 S ta r h as a ll o f it s e m plo yees w rit e u p le tte rs o f u nd ers ta nd in g w it h e ach o th er— th e s h are d u nd ers ta nd in g u nlo ck s th e p ote ntia l o f th e flu id h ie ra rc hy. I f y o u w ant a flu id h ie ra rc hy, th en y o u n eed to b uild th e in te rn al c ap acit y fo r e ffe ctiv e
 re la tio nsh ip b uild in g in th ese a re as. Tea ch c o nflic t r e so lu tio n
 The a b ilit y to c o nfr o nt a nd w ork th ro ugh c o nflic t, w it h o ut th e d ra m a a nd a ngst th at w e ty p ic ally a sso cia te w it h it , is a t th e h eart o f m ak in g a flu id h ie ra rc hy w ork . C onflic t r e so lu tio n h as lo ng b een a n u nd erd evelo ped s k ill in sid e
 o rg aniz a tio ns. In a c o m mand -a nd -c o ntr o l h ie ra rc hy, th e p rim ary d ir e ctiv e is to fo llo w o rd ers , th us e lim in atin g th e n eed to a ctu ally re so lv e c o nflic t. A t b est, o ne a ssu m ed th at m ajo r c o nflic ts w ere re so lv ed a t th e le vel o f s e nio r
 m anagem ent te am s b efo re th e o rd ers w ere h and ed d ow n th e c hain , b ut in r e alit y th at r a re ly h ap pened . I n P atr ic k L encio ni’ s b est- se llin g 
 Fiv e D ysfu nctio ns o f a T ea m
 51
 (w rit te n s q uare ly a b out c o rp ora te s e nio r m anagem ent te am s),
 th e c o re d ysfu nctio n is a la ck o f tr u st, b ut im med ia te ly fo llo w in g is th e in ab ilit y to r a is e a nd r e so lv e c o nflic t.
 The r e su lt h as b een a la rg e-sc ale a vo id ance o f c o nflic t in sid e o rg aniz a tio ns. S in ce w e’re b ad a t it , th e o nly e xp erie nces w e h ave o f c o nflic t in sid e o rg aniz a tio ns te nd to b e th e u gly o nes, a nd th at o nly r e in fo rc es o ur d esir e to a vo id it .
 B ut in flu id h ie ra rc hie s th is d oesn ’t w ork . 
 Where d ecis io n-m ak in g a uth orit y is m ore flu id , p eople th ro ughout th e s tr u ctu re w ill b e fo rc e d to fig ure th in gs o ut th em se lv es, a nd th at r e quir e s th e s m ooth h andlin g o f
 c o nflic t w hen it e m erg es
 . A vo id in g th e c o nflic t s im ply g iv es it s p ace to g et w ors e o r m ore c o m plic ate d .
 Mak e s u re y o ur p eo ple k no w h o w to m anage a nd r e so lv e c o nflic t. T ra in in g c o urs e s in c o nflic t r e so lu tio n s h o uld n o t b e h ard to fin d , b ut th ey s h o uld id eally in clu d e th e fo llo w in g e le m ents .
 • 
 In te re st-b ase d p ro ble m s o lv in g
 . T he p hra se “ w in -w in ” h as a lm ost b eco m e tr it e in th e b usin ess le xic o n th ese d ays, b ut it is b ase d o n s o m e im porta nt p rin cip le s th at e m plo yees in flu id h ie ra rc hie s n eed to k no w . W e to o o fte n tr y
 to s o lv e p ro ble m s b y a d vo catin g fo r o ur p re fe rre d s o lu tio n a nd p okin g h o le s in th e o th er s id e’s s ta te d a nsw er. B ut, if w e s e ek in ste ad to u nd ers ta nd th e r e aso nin g b ehin d th e o th er p arty ’s p osit io n, w e a re m ore lik ely to u nco ver
 so m e s o lu tio ns n eit h er o f u s h ad th o ught o f th at w ill a ctu ally m eet b oth o f o ur in te re sts ( a w in -w in ). I f y o u’re g o in g to h and le c o nflic t w ell, y o u n eed to b e c le ar a b out w heth er o r n o t y o ur b asic in te re sts a re in c o nflic t in th e fir s t
 pla ce, s o h elp y o ur s ta ff d evelo p th e s k ills o f in q uir y a nd a naly sis th at g et to th e r o ots r a th er th an s ta y o n th e s u rfa ce.
 • 
 Em otio nal in te llig en ce
 . W heth er w e lik e it o r n o t, h um an b ein gs a re e m otio nal c re atu re s, a nd o ur a ctu al b ra in c hem is tr y c ause s u s to e xp erie nce o ur e m otio ns b efo re w e h ave a c hance to th in k a b out th em o r p re te nd th ey a re
 no t th ere . A t it s c o re , e m otio nal in te llig ence is a b out b uild in g s k ills in r e co gniz in g o ur o w n e m otio nal r e activ it y a nd m anagin g it in a w ay th at it d oesn ’t in te rfe re w it h im porta nt c o nflic t c o nvers a tio ns.
 • 
 Share d u ndersta ndin g
 . O ne o f th e c o re s k ills fo r n avig atin g c o nflic t s it u atio ns is b ein g a b le to s ta y w it h th e c o nvers a tio n d ow n to th e le vel w here b oth p artie s c an d evelo p a s h are d u nd ers ta nd in g o f k ey is su es. T his d oes n o t
 mean th ey n eed to a gre e, b ut th ey m ust u nd ers ta nd e ach o th er a nd in cre ase th e a m ount o f d ata a vaila b le to m ak e s e nse o f w hat is h ap penin g. T his is w here m ost c o nflic ts g o a w ry to b egin w it h ; e ach s id e h as a d if fe re nt v ie w o f
 th e “ re alit y ” o n w hic h th e c o nflic t is b ase d , a nd , b ecause th ey d on’t e xp lo re th e u nd erly in g d ata o r a ssu m ptio ns th at s u p port th at v ie w , th ey g o a ro und in c ir c le s. W e fr e q uently u se a to ol c alle d th e L ad der o f In fe re nce
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 to
 pro vid e te am s w it h a r e fe re nce p oin t th ey c an u se to s lo w d ow n th e c o nvers a tio n a nd d evelo p a m ore c o m mon u nd ers ta nd in g o f th e c o nflic t. T his p aves th e w ay fo r m ore e ffe ctiv e p ro ble m -so lv in g d ow n th e lin e.
 • 
 Effe ctiv e fe ed back
 . C onflic t s it u atio ns in varia b ly re q uir e th e p artie s to g iv e e ach o th er fe ed back , b ut tr a d it io nal d eliv ery m echanis m s fo cus o n ju d gin g th e o th er p ers o n a nd d em and in g th ey c hange th eir w ays to re so lv e th e
 co nflic t. T he b otto m lin e is h um ans h ate to b e ju d ged a nd to ld w hat to d o. B ut, w hen fe ed back c an b e c o nsis te ntly d eliv ere d w it h a fo cus o n s p ecif ic a nd o bse rv ab le b ehavio rs th at a re c o nnecte d to n egativ e im pacts th at th e
 oth er p arty c an u nd ers ta nd , th en th e p artie s s ta nd a m uch b ette r c hance a t w ork in g o ut a n ew s o lu tio n to geth er.
 There is m ore to c o nflic t r e so lu tio n th an w hat’ s lis te d h ere ( y o u c an g et a P h.D . in c o nflic t r e so lu tio n if y o u s o d esir e ), b ut th ese b asic b uild in g b lo ck s s h o uld b e e no ugh to fa cilit a te c re atin g a m ore flu id h ie ra rc hy.
 Ask f o r a u th en tic it y
 Auth entic it y d oes n o t u su ally m ak e th e lis t o f “ so ft s k ills ” in y o ur b usin ess tr a in in g p ro gra m c ata lo gue. Y ou a re m ore lik ely to s e e to pic s lik e c o nflic t re so lu tio n, c o m munic atio n, te am work , c o lla b ora tio n, a nd e ven o utlie rs lik e
 e nth usia sm o r re silie nce. (F or th e re co rd , w e a re s till p uzzle d a b out h o w y o u te ach p eo ple to b e e nth usia stic , o r w hy y o u w ould w ant to .) B ut, fo r a flu id o rg aniz a tio n, a uth entic it y is a c rit ic al s k ill. 
 Auth entic it y in volv es m ovin g
 th ro ugh t h e w orld a s y our w hole s e lf , s o t h at y our e xte rn al b ehavio r a nd t h e w ay y ou e ngage w it h o th ers is v ery c lo se ly a lig ned w it h y our d eeper id entit y , p urp ose , a nd e ven d estin y
 . W hen th e w ay y o u s h o w u p a t
 w ork b eco m es d is c o nnecte d fr o m w ho y o u a re in sid e, y o u a re b ein g in auth entic . N ote , th is is n o t a b out c o nsta nt s e lf - e xp re ssio n, a s s o m e c rit ic s o f a uth entic it y in th e w ork pla ce a sse rt. Y ou c an b e a uth entic a nd s till m ak e c ho ic es
 a b out w hat p arts o f y o urs e lf to s h are in a ny g iv en c o nte xt, a nd th at’ s fin e. I t’ s w hen w ork pla ce e xp ecta tio ns c ause y o u to b ehave in w ays th at a re n o t tr u e to w ho y o u a re th at p ro ble m s e m erg e.
 Why d oes th at m atte r to flu id o rg aniz a tio ns? B ecause flu id o rg aniz a tio ns in te ntio nally s p re ad p ow er th ro ugho ut th e h ie ra rc hy. F lu id o rg aniz a tio ns re ly o n th e in d iv id uals in th e s y ste m to d o th e w ork o f fig urin g o ut w ho m ak es
 d ecis io ns a nd w hy, r a th er th an h avin g th e h ie ra rc hy d ecid e th at fo r th em . A uth entic it y m ak es th at c o nsta nt n ego tia tio n e asie r b y d oin g w hat th e h ie ra rc hy u se d to d o, r e d ucin g c o gnit iv e lo ad . 
 When y our p eople a re c o nfid ent t h at
 th eir c o w ork ers a re m ore c o nsis te ntly w ho t h ey a ppear t o b e, it b eco m es e asie r t o s p eak t h e t r u th , c h alle nge e ach o th er, a nd t a ck le t h e t o ugh is su es
 . Y ou s p end le ss o f y o ur tim e tr y in g to fig ure o ut h o w p eo ple w ill
 re act o r h o w th ey e xp ect y o u to b ehave in th e fir s t p la ce. B oth o f y o u g et to s im ply b e w ho y o u a re . M ore is p ut o ut o n th e ta b le , a nd le ss is h id den b ehin d th e c urta in , a nd th at le aves m ore o f y o ur m enta l b and w id th fo r h and lin g th e
 jo b o f m ak in g th e fla t h ie ra rc hy w ork .
 Auth entic it y , h o w ever, is m uch m ore e asily u nd ers to od th an p ra ctic ed . B onnie W are s p ent y ears w ork in g in p allia tiv e c are w it h p eo ple lit e ra lly o n th eir d eath b ed s. A s th ese p atie nts r e fle cte d o n th eir liv es, th ey e xp re sse d , a s o ne
 m ig ht e xp ect, s o m e r e gre ts a b out th eir c ho ic es. T he n um ber- o ne r e gre t th ey e xp re sse d w as a b out a uth entic it y :
 I w is h I ’d h ad t h e c o ura ge t o liv e a lif e t r u e t o m yse lf , n ot t h e lif e o th ers e x pecte d o f m e.
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 Here a re s o m e w ays y o u c an s u rfa ce a uth entic it y in sid e y o ur o rg aniz a tio n.
 • 
 Self a w are n ess
 . P ers o nalit y a sse ssm ents lik e th e D IS C p ro file o r M yers -B rig gs c an h elp e m plo yees g et c le are r a b out th eir o w n p re fe re nces a nd s ty le s, w hic h is a g o od fir s t s te p to w ard d eep er s e lf - a w are ness. I f d one in th e
 co nte xt o f a te am o r g ro up , th is c an a ls o b e h elp fu l in c o nflic t r e so lu tio n.
 • 
 Lif e g oals
 . A s d iv ers it y tr a in er a nd c o nsu lt a nt J o e G ers ta nd t p oin ts o ut, if y o u w ant to a ct in w ays th at a re c o nsis te nt w it h y o ur p urp ose a nd g o als in lif e , th en y o u n eed to h ave s o m e c la rit y in th at a re a to b egin w it h .
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 While th e
 ult im ate re sp onsib ilit y fo r th is w ork lie s w it h th e e m plo yee, th e o rg aniz a tio n c an fa cilit a te th e w ork th ro ugh th e a nnual p erfo rm ance-re vie w p ro cess. F it n ess A ustr a lia (th e p ro fe ssio nal a sso cia tio n fo r th e fit n ess in d ustr y in
 Austr a lia ) h as it s e m plo yees c o m ple te “ p ers o nal s u ccess p la ns” a s p art o f th e r e vie w p ro cess, w hic h a re s o le ly a nd e xp lic it ly a b out th e e m plo yees a chie vin g th eir o w n d estin y. T hey a re n o t e valu ate d o n th e w ork , b ut e m plo yees
 sh are th em o n th e in tr a net s o th ey c an s u p port e ach o th er in a chie vin g th em . O ur w hit e p ap er 
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 co nta in s d eta ile d in fo rm atio n a b out w hat F it n ess A ustr a lia a cco m plis h ed a nd h o w .
 Consid er th ese q uestio ns:
 o H ow c an y o u in co rp ora te m ore in fo rm atio n a b out y o ur e m plo yees’ p ers o nal d riv es a nd g o als in to y o ur p erfo rm ance-re vie w p ro cess?
 o H ow c an y o u e m bed a fe ed back p ro cess th at o ccurs m ore th an ju st a nnually ?
 • 
 Com munit y
 . A uth entic it y h as a y in -y ang re la tio nsh ip w it h a s tr o ng c o m munit y . T he b est c o m munit ie s a re o nes th at a llo w p eo ple to b e th em se lv es fu lly , a nd a uth entic in d iv id uals ty p ic ally c re ate th e s tr o ngest a nd m ost v ib ra nt
 co m munit ie s. B e in te ntio nal a b out w hat k in d o f c o m munit y y o u h ave a m ong y o ur s ta ff a nd s tr e ngth en it b y fa cilit a tin g c o nnectio ns a nd r e la tio nsh ip s a nd s u p portin g c o m munit y r it u als a nd a rtif a cts .
 o H ow c an y o u p ro vid e s p ace fo r p eo ple to s h are th eir g o als w it h e ach o th er a nd s u rfa ce w ays th ey c an h elp e ach o th er?
 o W hat a re y o ur c o m munit y r it u als , a nd h o w d o th ey h elp c re ate b ond s?
 Tru e a uth entic it y is n o t e asy , a nd it ’ s n o t c o m mon. T he p re ssu re is s tr o ng to c o nfo rm in o rg aniz a tio ns a nd le ave y o ur tr u e s e lf a t h o m e, s o s u p portin g y o ur e m plo yees to b e m ore a uth entic w ill r e q uir e s o m e in vestm ent.
 Fro m F lu id t o F ast
 In th is c hap te r, w e lo oked a t n ew m odels fo r in te rn al h ie ra rc hie s, s u ch a s th e p ro ced ura lly d eta ile d n ew H ola cra cy m odel a nd th e m ore p oro us Q LI “ p ow er flu x.” T hese e xam ple s a re im porta nt b ecause th ey a re s ta rtin g to b e
 im ple m ente d in w ell- k no w n c o m panie s, th ey ta k e in to a cco unt th e s h if tin g n atu re o f 2 1st- c entu ry w ork , a nd th ey re ly o n b rin gin g m ore o f o ur fu ll s e lv es to w ork . W ho d oesn ’t w ant th at? B ut, fo r M ille nnia ls , it ’s n o t ju st a b out
 re m ovin g r e d ta p e a nd w ork in g b ette r in c o lla b ora tiv e g ro up s; b ein g a b le to c o m e to geth er fo r s p ecif ic p ro je cts a nd th en d is b and m ak es s e nse b ecause it ta p s in to a b ette r, m ore n etw ork ed , m ore flu id w ay o f w ork in g.
 At it s b est, b eco m in g m ore F lu id e nable s a ctio n, p ro ductiv it y , a nd r e su lt s . A nd a lo ng w it h D ig it a l a nd C le ar, it ’s t h e t h ir d p ie ce o f t h e p uzzle t h at le ads t o w hat w e’r e a ll t r y in g t o a ch ie ve.
 All p ath s le ad t o F ast. ; )
 6. F ast
 In th eir la st s e m este r a t th e U niv ers it y o f C alif o rn ia B erk ele y, N ik hil A ro ra a nd A le ja nd ro V ele z le arn ed th at it w as p ossib le to g ro w g o urm et m ush ro om s u sin g d is c ard ed c o ffe e g ro und s. T his w as a re la tiv ely o bsc ure fa ct,
 p re se nte d in th eir b usin ess e th ic s c la ss d urin g a d is c ussio n a b out s u sta in ab ilit y , a nd g iv en th eir c are er tr a je cto rie s it p ro bab ly s h o uld h ave r e m ain ed ir re le vant to th em . A ro ra a nd V ele z w ere b usin ess m ajo rs , a nd th ey h ad a lr e ad y lin ed
 u p g o od jo bs fo r th em se lv es, N ik hil in c o nsu lt in g a nd A le ja nd ro in in vestm ent b ank in g in N ew Y ork . G iv en th e e co no m y in 2 010, th o se jo b o ffe rs w ere n o th in g to s n eeze a t, b ut fo r s o m e r e aso n th e id ea o f tu rn in g w aste in to fr e sh ,
 lo cal fo od c ap tu re d th eir a tte ntio n. T hey w ent o nlin e a nd le arn ed e very th in g th ey c o uld a b out th e id ea, a nd th en s ta rte d e xp erim entin g in V ele z’s fr a te rn it y h o use k it c hen. W it h in a fe w m onth s o f fir s t le arn in g o f th e id ea, th ey h ad
 se cure d a $ 5,0 00 g ra nt fr o m th e u niv ers it y , d eclin ed th eir jo b o ffe rs , a nd s ta rte d d ow n th e u nlik ely p ath o f b eco m in g m ush ro om fa rm ers .
 Four y ears la te r, s a le s r e venue a t th eir c o m pany, B ack to th e R oots , w as a p pro achin g $ 5 m illio n, a nd th ey h ad a s ta ff o f 1 5. T hey o nly h ad tw o p ro ducts , b ut th ey w ere b ein g c arrie d b y la rg e, n atio nal r e ta ile rs , w hic h fu ele d th e
 c o m pany’s g ro w th . A nd n early e very e m plo yee in th e c o m pany is a M ille nnia l. A ro ra a nd V ele z a re a m ong th e o ld est e m plo yees, a t 2 6 y ears o ld . A cco rd in g to A ro ra , th e c o m pany is v ery fla t a nd v ery e ntr e p re neuria l. E very o ne h as
 th e fr e ed om to e xp lo re n ew w ays o f d oin g th in gs, a nd , a s w e m entio ned b ack in C hap te r 4 , o ne m in d se t w it h in B ack to th e R oots is th at “ I d on’t k no w ” is n ever a n a ccep ta b le a nsw er. B etw een th e in te rn et a nd y o ur s o cia l n etw ork s,
 a ll a nsw ers c an b e d is c o vere d in a s h o rt a m ount o f tim e. S peed is s im ply a c o m ponent o f to day’s n ew n o rm al.
 Recently , th e c o m pany s e cure d a la st- m in ute m eetin g w it h th e n um ber- o ne b uyer a t o ne o f it s n atio nal d is tr ib utio n p artn ers . O n th e a gend a fo r th e m eetin g, w hic h w as s c hed ule d to h ap pen ju st th re e d ays la te r, w as to s h are w it h th e
 b uyer w hat id eas th ey h ad in th e “ p ip elin e” a b out fu tu re p ro ducts . T his w as a tr e m end ous o pportu nit y fo r th e y o ung c o m pany, a nd th ey d id n’t w ant to b lo w it . T here w as o nly o ne c halle nge: T hey d id n’t h ave a ny id eas in th e p ip elin e.
 But th at d id n’t s to p th em . T hey d ove in to a “ fu ll- th ro ttle R & D p ro cess” o nlin e to d evelo p id eas fo r a n ew lin e o f p ro duct e xte nsio ns. B etw een th eir r e se arc h a nd u se o f 3 D m odelin g s o ftw are , th ey w ere a b le to d evelo p a fa ir ly
 c o m pre hensiv e p re se nta tio n o f s e vera l p ossib le n ew p ro ducts d urin g th e th re e-d ay le ad -u p to th e m eetin g. T he b uyer w as v ery im pre sse d , p ro m ptin g h im to a sk th e o w ners “ W hy d id n’t y o u b rin g th is to m e e arlie r? ” W e’re n o t s u re
 th ey a d m it te d to h im th at th ese fu lly r e se arc hed a nd d esig ned p ro duct p ro to ty p es d id n’t e ven e xis t th re e d ays e arlie r.
 What I s F ast?
 Back to th e R oots h as w hat e very o rg aniz a tio n c o vets : s p eed . W e h ave s a id it s e vera l tim es in th is b ook, a nd y o u h ear it a lm ost d aily in th e b usin ess p re ss: T he p ace o f c hange h as g o ne th ro ugh th e r o of, a nd o ur o rg aniz a tio ns a re
 n o t k eep in g u p . A s tr a te gic w in d ow o pens u p , b ut th e o rg aniz a tio n c an’t p iv o t fa st e no ugh a nd lo se s o ut to th at c re ativ e n ew s ta rtu p . T he d evelo pm ent o f n ew te chno lo gy b ein g u se d b oth b y o ur c o m petit o rs a nd b y o ur c usto m ers
 m ak es it a lm ost im possib le to s ta y a head o f th e c urv e, a nd w e fin d o urs e lv es s c ra m blin g to k eep u p . E xecutiv es s ta y u p a t n ig ht w orry in g a b out s p eed , o r th e la ck th ere o f.
 Speed , o f c o urs e , is a k ey v aria b le in a ny c alc ula tio n o f p ro ductiv it y a nd e ffic ie ncy. T he c o st o f y o ur w id get fa cto ry w on’t c hange o nce it g ets b uilt , s o th e fa ste r y o u c an g et w id gets to ro ll o ff o f th e a sse m bly lin e, th e m ore
 p ro ductiv e a nd p ro fit a b le y o u w ill b e in a g iv en p erio d o f tim e. If y o u ru n a c all c ente r a nd c an s h o rte n y o ur a vera ge c all tim e, y o u a re a b le to h and le a h ig her v o lu m e o f c alls w it h th e s a m e n um ber o f s ta ff. S peed a lm ost a lw ays
 tr a nsla te s in to c o st s a vin gs o r in cre ase d p ro fit s . F ro m m any d if fe re nt p ers p ectiv es, fa ste r s e em s to b e b ette r.
 In vest in S peed
 Speed d oes c o m e a t a c o st, h o w ever. W e’v e a ll h eard th e w arn in g fr o m c o nsu lt a nts a nd o th er s e rv ic e p ro fe ssio nals : fa st, g o od, o r c heap — pic k tw o. I f y o u w ant th in gs d one v ery q uic k ly ( fa st) a nd y o u w ant h ig h q ualit y ( g o od),
 th en y o u s h o uld e xp ect to p ay m ore fo r th at ( n o t c heap ). O r, c o nvers e ly , if y o u w ant it fa st a nd c heap , th at’ s fin e, b ut y o u’d b ette r lo w er th e b ar in te rm s o f q ualit y . S peed a lw ays r e q uir e s tr a d eo ffs .
 But, in to day’s e co no m y, it ’s n o t th e c lie nts ’ d em and fo r s p eed a t lo w c o st a nd h ig h q ualit y th at is fo rc in g o ur h and ; it is o ur c o m petit o rs . I n e very m ark et, th e c o m panie s th at in vest in g enera tin g s p eed a re th e o nes th at g et a head ,
 so , w hile s p eed m ay h ave a c o st, s m art c o m panie s c o nsid er it a n in vestm ent th at g enera te s g o od r e tu rn s. M anufa ctu rin g fir m s, fo r e xam ple , s e ek to r e d uce th e tr a d eo ffs b etw een q ualit y a nd s p eed b y in vestin g in q ualit y -im pro vem ent
 p ro gra m s lik e S ix S ig m a w hile a ls o u sin g n ew le an m anufa ctu rin g p rin cip le s th at e lim in ate w aste a nd in cre ase s p eed . W hile w e h ave in cre ase d p ro ductiv it y a nd e ffic ie ncy tr e m end ously o ver th e la st c entu ry , th ere is a lw ays r o om to
 im pro ve, a nd th at p ush es u s to lo ok fo r w ays to d o th in gs fa ste r.
 Sm all S te p s a n d B ig L ea p s
 Is th at w hat w as h ap penin g a t B ack to th e R oots ? N ot e ntir e ly . T here a re tw o k in d s o f s p eed in th e b usin ess w orld . F ir s t, th ere is th e s p eed th at y o u g ain b y m ak in g in cre m enta l im pro vem ents o n e xis tin g p ro cesse s. L ean p ro cesse s
 fo cus o n c ap tu rin g th is k in d o f s p eed , a nd , a lt h o ugh it is in cre m enta l, it is s till im porta nt. I n cre m enta l s p eed g ain s c an a cco unt fo r m ajo r s w in gs in m ark et s h are in m any in d ustr ie s, a nd , g iv en th at o ur c urre nt g lo bal e co no m y is p ush in g
 o ur e ntir e e co sy ste m to it s lim it s , th e c o m bin ed im pact o f in cre m enta l e ffic ie ncy g ain s is s ig nif ic ant. W e’re g o in g to n eed e very s in gle in cre m enta l s p eed im pro vem ent th at w e c an fin d if w e w ant to s u sta in o urs e lv es.
 The s e co nd k in d o f s p eed — exhib it e d b y B ack to th e R oots — is m ore o f a le ap th an a n in cre m enta l s te p . I t’s th e k in d o f s p eed th at m ak es p eo ple s to p, s h ak e th eir h ead s, a nd s a y, “ H ow d id th ey d o th at? !” B ase d o n th e r e so urc es
 B ack to th e R oots h ad a t it s d is p osa l a nd th e ru le s o f th e g am e b y w hic h w e p re su m e e very o ne in th at s it u atio n w ould b e p la yin g, it a chie ved a m easu re o f s p eed (c re atin g v ia b le n ew p ro duct lin es in o nly th re e d ays) th at fla t- o ut
 d oesn ’t m ak e s e nse . W hen Z ap pos w ent fr o m $ 1 m illio n in s a le s to $ 1 b illio n in s a le s in ju st e ig ht y ears ( tw o y ears a head o f it s o w n s c hed ule ), w e h ad a s im ila r r e actio n. I t ju st d oesn ’t s e em p ossib le to g ro w th at fa st w hen y o ur
 p rim ary b usin ess a lr e ad y h as a n a ir o f im possib ilit y a ro und it ( s u ch a s s e llin g s h o es v ia th e in te rn et) . G enera l M cC hry sta l’ s u se o f tr a nsp are ncy to e nab le h is p eo ple to ju m p fr o m r u nnin g 1 8 o pera tio ns a m onth to m ore th an 3 00 is th e
 sa m e k in d o f le ap .
 This s e co nd k in d o f s p eed is th e fo cus o f th is c hap te r. 
 As a c a pacit y t h at d riv es o rg aniz a tio nal s u cce ss in t o day’s w orld , in cre m enta l s p eed is im porta nt, b ut t h e k in d o f s p eed t h at e nable s y ou t o le ap a head w hen
 th e c o nte xt d em ands it is in f a ct m ore c rit ic a l
 . T his , o f c o urs e , is p re cis e ly th e k in d o f s p eed th at h as d efin ed s o cia l m ed ia ’s g ro w th . M ed ia fr o m p re vio us e ra s, lik e te le vis io n, c o uld ta k e th eir tim e g ro w in g. I t to ok 1 3 y ears a fte r
 th e la unch o f te le vis io n to r e ach a v ie w ers h ip o f 5 0 m illio n p eo ple . F aceb ook, o n th e o th er h and , h as n o t y et h it it s 1 3th b ir th d ay, b ut it h as a lr e ad y a m asse d m ore th an 1 .2 b illio n a ctiv e u se rs . E ven G oogle P lu s m anaged to s e cure it s
 fir s t 2 5 m illio n u niq ue v is it o rs in o nly tw o m onth s ( y es, m onth s, n o t y ears ) e ven th o ugh th e m ark et w as a lr e ad y q uit e s a tu ra te d w it h s o cia l n etw ork s a t la unch a nd it s p ro m is e n o t w ell a rtic ula te d . T oday’s s o cia l w orld m oves fa st. Why M ille n nia ls C are A bou t F ast
 The s p eed o f to day’s s o cia l in te rn et is ju st fin e fo r th e M ille nnia ls . I t’s a ll th ey h ave e ver k no w n. W hile th e r e st o f u s m ay b e a m aze d th at th e s m artp ho nes w e h o ld in o ur h and s h ave m ore c o m putin g p ow er th an th e c o m pute rs o ur
 a str o nauts u se d to la nd o n th e m oon ( a ctu ally , e ven th e e arly P C s in th e 1 980s w ere s ig nif ic antly m ore p ow erfu l th an th e o nes w e h ad e arlie r u se d fo r s p ace tr a vel) , M ille nnia ls c an g et fr u str a te d if it ta k es m ore th an 1 2 m onth s fo r th e
 n ew v ers io n o f th e iP ho ne to b e r e le ase d . T hat’s n o t b ecause th ey a re a n “ e ntit le d ” g enera tio n; it ’s b ecause fo r m any y ears A pple d id r e le ase a n ew p ho ne o nce a y ear ( in a d dit io n to d evelo pin g m ult ip le e d it io ns o f o th er p ro ducts lik e
 c o m pute rs , iP ad s, e tc .) . 
 What s e em s f a st t o t h e r e st o f u s is n orm al t o M ille nnia ls
 .
 And w hen th ey s h o w u p in th e w ork pla ce, th ese d if fe rin g s ta nd ard s b eco m e m ore o bvio us. T he M ille nnia ls w e c o nsu lt e d in o ur r e se arc h s e em ed a lm ost c o nfu se d b y th eir o rg aniz a tio ns’ in ab ilit y to q uic k ly s h if t a nd a d ap t to a n ew
 re alit y . T his w asn ’t u nanim ous— ple nty o f th e M ille nnia ls w e s p oke to fe lt th eir o rg aniz a tio ns w ere d oin g a g o od jo b k eep in g u p w it h th e tim es— b ut th ere w ere m any w ho c o uld n o t u nd ers ta nd w hy th eir o rg aniz a tio ns ( a nd p artic ula rly
 th e s e nio r le ad ers ) w ere s till s o c o m mit te d to d oin g th in gs th e w ay th ey h ad a lw ays b een d one. A s o ne M ille nnia l s a id :
 They a re n ot k eep in g u p w it h t h e s p eed . T hey a re v ery s tu ck in t h eir w ays a nd p ro m ote t h e in div id uals w ho w ant t o k eep it s lo w . N ew , y o ung w ork ers c o m e in w it h g re a t id ea s a nd f re sh p ersp ectiv es, b ut t h e o ld er
 fo lk s j u st k eep it t h e “ w ay t h at it is ” a nd r e sis t t r y in g n ew
 th in gs.
 The r e su lt is a d ra g o n in no vatio n, w hic h a ls o s e em s to b e c o nnecte d to is su es o f o rg aniz a tio nal s tr u ctu re a nd h ie ra rc hy. T he s e nio r s ta ff te nd to b e th e o nes w ho a re c lin gin g to th e w ay th in gs h ave a lw ays b een d one, b ut, e ven if
 th ey w ere n’t, th e p ro cess o f g ettin g th e r e q uis it e s ig n-o ffs fr o m s e nio r s ta ff s lo w s th in gs d ow n in w ays th at fr u str a te M ille nnia ls .
 There s e em s t o b e a s u btle a ttit u de o f “ th is is h ow w e’v e a lw ays d one t h in gs” t h at, a t t im es, c a n s tif le in novatio n o r s e lf -e v alu atio n. T his is n ’t a n is su e t h at’s lim it e d j u st t o o ur o ffic e b ut r a th er s e em s t o b e a
 sy m pto m o f t h e e n tir e o rg aniz a tio n’s s tr u ctu re . … S om etim es t h e f lo w o f in fo rm atio n u p a nd d ow n t h e le a dersh ip s tr u ctu re c a n q uic k ly b og d ow n le a din g t o d ela ys in m akin g d ecis io ns. T yp ic a lly t h is is j u st d ue t o
 busy s c h ed ule s a nd is n ’t in te n tio nal, b ut w hen e a ch d ecis io n n eed s m ult ip le s ig n-o ffs a nd a m eetin g s c h ed ule d , it c a n t a ke
 week s.
 Rem em ber th at o ne o f th e k ey s o cie ta l tr e nd s th at h as s h ap ed th e M ille nnia l g enera tio n w as a b und ance, a nd th e c o ntin uo us r e le ase o f n ew iP ho nes is ju st o ne e xam ple . S in ce th ey w ere c hild re n, th ey h ave b een d ealt a c o ntin uo us
 str e am o f n o t ju st n ew to ols b ut g am e-c hangin g te chno lo gy. O ld er g enera tio ns g et fr u str a te d w hen th ey in vest tim e a nd e nerg y le arn in g a nd s e ttin g u p s y ste m s to s u p port th e u se o f a p artic ula r p ie ce o f te chno lo gy o r s o ftw are , o nly to
 h ave it b eco m e o bso le te w it h in a s h o rt p erio d o f tim e, b ut M ille nnia ls s im ply d ro p it a nd m ove o n to th e n ext th in g. 
 Mille nnia ls le t g o e asily , w hile t h e r e st o f u s h old o n, a nd t h at’s a n im porta nt le sso n f o r a ll o f u s.
 What F ast L ook s L ik e
 Lettin g g o is a t th e h eart o f w hat it m eans to b e fa st. M ore s p ecif ic ally , it is th e le ttin g g o o f c o ntr o l. Y ou d on’t h ave to le t g o o f c o ntr o l to m ak e in cre m enta l im pro vem ents in s p eed . I n th at s c enario , th e b asic b ound arie s o f th e
 sy ste m a re n o t c halle nged ; y o u s im ply m axim iz e e ffic ie ncy w it h in a s e t o f w ell- u nd ers to od n o rm s. B ut, to a chie ve th e s p eed th at e nab le s a le ap to th e n ext le vel, y o u h ave to p ush p ast th o se b ound arie s, a nd th at r e q uir e s y o u to le t g o
 o f c o ntr o l. A s c ar r a cin g g re at M ario A nd re tti o nce s a id :
 If e v ery th in g s e em s u nder c o ntr o l, y o u’r e j u st n ot g oin g f a st e n ough.
 Back to th e R oots r e lie d o n th e p ow er o f th e in te rn et a nd th e m ost c urre nt s o ftw are to d evelo p it s p ro posa l fo r n ew p ro duct lin es, a nd th at e nab le d it s te am to c o m ple te th e ta sk in a m atte r o f d ays. O th er c o m panie s m ig ht n o t h ave
 b een w illin g to m ove th at q uic k ly . T hey m ig ht h ave n eed ed tim e to d evelo p a nd te st p ro to ty p es b efo re m ak in g th e p it c h. T hey m ig ht h ave n eed ed e xp erts to s ig n o ff fir s t. T ho se a ctiv it ie s a re p ut in p la ce to k eep th in gs m ore u nd er th eir
 c o ntr o l. G iv in g u p th at k in d o f c o ntr o l w ould fe el to o r is k y, th us th ey n ever a chie ve th e s p eed th at B ack to th e R oots d id .
 Giv in g u p c o ntr o l, o f c o urs e , is n o t a n e asy th in g to d o, p artic ula rly a s a le ad er in a n o rg aniz a tio n. P eo ple a re c o untin g o n y o u, a nd th ere ’s a lo t o n th e lin e if m is ta k es a re m ad e. T hat’s w hy w e e sta b lis h c o ntr o ls in th e fir s t p la ce. S o,
 to e nab le s p eed , w e c an’t ju st fla tly d em and th at le ad ers g iv e u p c o ntr o l, b ecause th ey w on’t. W hat w e n eed to d o is o ffe r th em s o m eth in g in r e tu rn fo r g iv in g u p c o ntr o l:
 Tru st.
 Hum an b ein gs w ill g iv e u p c o ntr o l ( a nd th us e xp ose th em se lv es to r is k ) w hen th ey h ave s o m eo ne o r s o m eth in g in w hic h th ey c an p la ce th eir tr u st. Y ou g iv e a ll o f y o ur m oney o ver to th e b ank b ecause y o u tr u st th at it h as c o m pete nt
 p eo ple a nd th e r ig ht p ro cesse s in p la ce to k eep it s a fe . I t’s a r is k y o u a re w illin g to ta k e b ecause y o u h ave tr u st in th e s y ste m , a nd y o u’re a b le to m ove a ro und a lo t fa ste r n o t d ra ggin g th o se s u it c ase s o f c ash w it h y o u. 
 Tru st le ts y ou
 g iv e u p c o ntr o l, a nd t h at m ak es t h in gs f a ste r. In h is b ook 
 The S peed o f T ru st
 , S te p hen M .R . C ovey te lls th e s to ry o f h o w W arre n B uffe tt o f B erk sh ir e H ath aw ay w as a b le to c o nclu d e a $ 23 b illio n a cq uis it io n o f W alm art’s tr a nsp orta tio n d iv is io n in a p pro xim ate ly o ne m onth ,
 in it ia lly o ver a h and sh ak e, p rim arily b ecause h e tr u ste d th e o pera tio n to b e ju st a s W alm art s a id it w ould b e. S outh w est A ir lin es C EO H erb K elle her r e p orte d ly a p pro ved th e r e o rg aniz a tio n o f th e a ir lin e’s $ 700 m illio n m ain te nance
 o rg aniz a tio n b ase d o n th e r e vie w o f a th re e-p age m em o a nd a s in gle q uestio n to th e le ad er o f th at d iv is io n.
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 When y o u tr u st p eo ple , y o u a re a b le to m ove m ore q uic k ly . T ru st e nab le s s p eed .
 For a n e ntir e o rg aniz a tio n to b eco m e fa st, h o w ever, it g o es b eyo nd tr u stin g th e c o m pete nce o f th e p eo ple y o u w ork w it h ( th o ugh th at’s c erta in ly a g o od s ta rt) . A fa st o rg aniz a tio n w ill b uild a n e ntir e s y ste m o f tr u st to a chie ve th e
 k in d o f s p eed th at e nab le s th em to le ap to n ew le vels , r a th er th an s e ttle fo r in cre m enta l im pro vem ents . A s y ste m o f tr u st is b uilt a ro und a k eysto ne— th at o ne s to ne in a n a rc h th at k eep s th e o th er s to nes fr o m fa llin g to th e g ro und . T he
 k eysto ne in a tr u st s y ste m is a c o re c o ncep t th at is th e p rim ary s o urc e o f tr u st th at a llo w s th e r e le ase o f c o ntr o l.
 For B ack to th e R oots , th e k eysto ne w as th e p ow er o f th e in te rn et a nd th e s k ill o f it s s ta ff in a ccessin g th at p ow er. K no w in g th at e very o ne th ere c o uld ta p in to th e in te rn et’s im mense p ow er m eant th ey d id n’t h ave to s p end a s
 m uch tim e v erif y in g o r te stin g p ossib ilit ie s. I t’s n o t th at th ey d id n’t v erif y o r te st a t a ll— tr u st is n o t d esig ned to r e le ase a ll c o ntr o l, ju st s o m e o f it — but th ey d id le ss o f it th an w ould tr a d it io nally b e d eem ed n ecessa ry , a nd th at u nlo ck ed
 th e s p eed .
 That w ork ed fo r B ack to th e R oots , b ut it d oes n o t n ecessa rily m ak e it a m odel fo r e very o ne. M any d if fe re nt k eysto nes c an b e u se d to c re ate a s y ste m o f tr u st in a n o rg aniz a tio n th at w ill m ak e it fa ste r.
 Case S tu dy: H ap py S ta te B an k
 Consid er th e e xam ple o f H ap py S ta te B ank , a c o m munit y b ank in T exas. T he b ank w as fo und ed in H ap py, a s m all to w n in th e T exas p anhand le , ju st s o uth o f A marillo . H ap py h as a p opula tio n o f le ss th an 1 ,0 00 p eo ple , a nd if y o u
 a re n o t fr o m th e a re a b ut h ave a ctu ally h eard o f H ap py, T exas, it is p ro bab ly b ecause y o u e it h er d ro ve p ast it ( it ’s h ard to fo rg et th e s ig n th at d ecla re s it to b e “ th e to w n w it h o ut a fr o w n”) o r y o u’v e s e en th e 1 999 film b y th at n am e ( a
 c o m ed y a b out tw o e sc ap ed c o nvic ts h id in g o ut in H ap py, a lt h o ugh it w asn ’t e ven film ed th ere ).
 Lik e a ny c o m munit y b ank , H ap py S ta te B ank s ta rte d s m all. T w enty -fiv e y ears a go , it w as a $ 10 m illio n b ank , w it h o nly s ix e m plo yees, r a nk ed 8 12th o ut o f a p pro xim ate ly 8 80 b ank s in T exas. T oday, it s r a nk is u p to 2 5th , a nd it
 tu rn ed th at $ 10 m illio n in to $ 2.5 b illio n, n o w w it h 3 3 o ffic es s tr e tc hin g o ut a s fa r a s D alla s.
 A k ey fa cto r in th e b ank ’s g ro w th h as b een it s c ap acit y fo r s p eed . C EO J . P at H ic k m an lik es to te ll th e s to ry o f a fr ie nd o f h is w ho m anaged th e b ra nch o f a b ank in P la in vie w , T exas, ju st o uts id e o f L ub bock . T hat b ank w as in th e
 p ro cess o f b ein g a cq uir e d b y a c o m pany h ead quarte re d in S pain , a nd th e b ra nch m anager w as n o t th rille d a t th e p ro sp ect o f w ork in g fo r a m uch la rg er b ank , s o h e r e ached o ut to P at, w ho m h e k new , tr u ste d , a nd th o ught m ig ht b e
 in te re ste d in o penin g a b ra nch in P la in vie w . P at w ent to P la in vie w th at d ay, th ey m et w it h k ey c usto m ers , a nd ju st fo ur d ays la te r th ey h ad r e m odele d a lo cal b ik e s h o p in to th e n ew est b ra nch o f H ap py S ta te B ank , o pen a nd r e ad y fo r
 b usin ess. ( It tu rn s o ut th ey h ave a r o om a t h ead quarte rs fille d w it h th e n ecessa ry s u p plie s a nd e q uip m ent fo r w hat th ey c all “ b ra nch s ta rtu p k it s ,” s o w hen s u ch o pportu nit ie s a ris e , th ey c an r e act q uic k ly .)
 The b ank is a ls o w ell k no w n fo r p ro cessin g b usin ess lo ans m uch m ore q uic k ly th an m any o f it s c o m petit o rs . L ocal lo an c o m mit te es a re g iv en a uth o rit y to a p pro ve lo ans a t a h ig her le vel th an o th er b ank s. W hile o th er b ank s w ould
 n eed to s e nd a n a p plic atio n th ro ugh to h ead quarte rs in N ew Y ork to g et a p pro val o n a $ 30,0 00 lo an, lo cal H ap py S ta te B ank lo an c o m mit te es m ak e m uch la rg er lo ans w it h o ut n eed in g c entr a l a p pro val. “ O ur lo cal c o m mit te es d on’t
 h ave to w ait ,” s a id S enio r B ank in g O ffic er G ary W ells . “ If y o u h ave a n im med ia te n eed , w e’ll r e act q uic k ly . A q uic k n o is b ette r th an a lo ng m ayb e o r a lo ng n o .”
 They r e a lly , t r u ly c a re a b out t h eir p eo ple
 Giv en th e r e cent c ris e s in th e fin ancia l in d ustr y th at p la yed a s ig nif ic ant r o le in o ne o f th e m ost e xte nsiv e e co no m ic d ow ntu rn s in o ur h is to ry , H ap py S ta te B ank ’s p ro cess o f tu rn in g o ver c o ntr o l to it s lo cal c o m mit te es m ig ht s e em
 lik e a b ad id ea, b ut th e s y ste m is n o t a b out r e ck le ssn ess o r e ven in cre ase d r is k . I ts le ad ers k no w fu ll w ell th at b ank s g o u nd er b ecause o f b ad lo ans a nd th at a sse t q ualit y is o f p rim ary im porta nce, a nd it s lo an c o m mit te es a re m ak in g
 g o od d ecis io ns. A t th e tim e th at w e in te rv ie w ed e m plo yees a s p art o f o ur r e se arc h, W ells n o te d th at o nly 2 0 o ut o f th e b ank ’s r o ughly 1 2,0 00 lo ans w ere 3 0 d ays o r m ore p ast d ue. T he o nly r e aso n it c an r e le ase c o ntr o l to th e lo cal
 c o m mit te es is b ecause it h as b uilt a s y ste m in w hic h th o se lo cal c o m mit te es e nd u p m ak in g b ette r d ecis io ns. 
 In te re stin gly , H appy S ta te B ank ’s s y ste m is b ase d o n t h e d is cip lin ed a nd r ig oro us f o cu s o n t w o t h in gs t h at a re
 n ot t y pic a lly a sso cia te d w it h t h e w orld o f b ank in g a nd f in ance : c a rin g a nd r e la tio nsh ip s. Every o ne w e ta lk ed to a t H ap py S ta te B ank c are s d eep ly a b out b oth c usto m ers a nd fe llo w e m plo yees. W hile lin es o f a uth o rit y a re c le ar, th at n ever g ets in th e w ay o f b uild in g a s tr o ng r e la tio nsh ip w it h a c o w ork er. T hey s a y th in gs
 lik e “ h e w ork s w it h m e, n o t fo r m e,” a nd n ew h ir e s a t th e lo w er le vels a re o fte n a m aze d to fin d th at th e m ost s e nio r p eo ple in th e b ank ta k e th e tim e to g et to k no w th em a nd a lw ays m ak e th em se lv es a ccessib le . A cco rd in g to B ank
 O ffic er R ia n C lin to n:
 When a n e m plo yee a sk s m e t o d o s o m eth in g, I d o it b eca use I c a re a bout t h em . I t’s g en uin e. I t’s n ot m ade
 up.
 They a ll c o ntr ib ute to a fu nd th at is u se d to h elp o ut e m plo yees w ho h it a r o ugh s p ot o r in cur u nexp ecte d e xp ense s. T hey s e t u p a p ra yer r e q uest lis t o n th eir in tr a net w here e m plo yees c an a sk e ach o th er fo r p ra yers . T he b ank
 su p ports e m plo yees in m ovin g in to d if fe re nt p osit io ns b ase d o n th eir c are er g ro w th . “ W e w ant e m plo yees to s u cceed ,” s a id B ank O ffic er S ean W ork m an, “ so w e d o w hat w e c an.”
 This le vel o f c are e xte nd s to th eir c usto m ers a s w ell. H ap py S ta te B ank is n o t th e o nly c o m pany to fo cus o n c usto m er s e rv ic e, o f c o urs e , b ut it s fo cus s e em s to e m anate fr o m th at s a m e b asic , h um an le vel o f c arin g th at th ey h ave fo r
 th eir c o w ork ers . D esp it e th e b ank ’s g ro w th o ver th e y ears , it h as n ever o pened a c all c ente r— it w ants c usto m ers to c all th e e m plo yees a t th eir b ank . I t’s p ers o nal, a nd th e b ank ’s le ad ers e xp ect e m plo yees to k no w th eir c usto m ers a t
 a d eep le vel a nd g enuin ely c are a b out th em . A s w e m entio ned in C hap te r 3 , H ap py S ta te B ank e m plo yees h ave b een k no w n to a ctu ally tr a vel to c usto m ers ’ h o m es to h elp th em lo g in to th e o nlin e b ank in g s y ste m . T hey c are d eep ly ,
 a nd th ey s h o w it .
 They b uild r e a l r e la tio nsh ip s in te rn ally a n d e x te rn ally
 All th is c arin g h as a p oin t: b uild in g re la tio nsh ip s. S tr o ng re la tio nsh ip s, b oth w it h c usto m ers a nd a m ong e m plo yees, is th e k eysto ne to H ap py S ta te B ank ’s s y ste m o f tr u st, a nd th at e nab le s th e s p eed . W hen B ank O ffic er L is a
 K ir k w ood m oved to I o w a fo r th re e y ears a nd le ft h er jo b ( te m pora rily ) a t H ap py S ta te B ank , s h e s a id s h e m ourn ed le avin g h er b ank fa m ily a s m uch a s h er r e al fa m ily . T he in te rn al r e la tio nsh ip s w ere th at s tr o ng.
 The fir s t p oin t in th e H ap py S ta te B ank C re d o is a b out th e r e la tio nsh ip w it h th e c usto m er.
 I w ill t r e a t c u sto m ers w it h t h e s a m e c o urte sy a nd r e sp ect I w ould e x pect if I w ere in t h eir p osit io n. E very c o nta ct is a n o pportu nit y t o e sta blis h o r t o s tr e n gth en a
 re la tio nsh ip .
 Again , it m ay s o und lik e s tr a ig ht- u p c usto m er s e rv ic e, b ut th e r e la tio nsh ip s e nab le s p eed . A s th ey b uild s tr o ng r e la tio nsh ip s w it h c usto m ers ( b ase d o n tr u ly c arin g fo r th em ), th en th e c usto m ers e nd u p s h arin g m ore in fo rm atio n w it h
 th e b ank . T hey w ill te ll th e b ank w hy th ey a re m ak in g a re q uest o r w hat th ey h ave b een s tr u gglin g w it h re la te d to th at re q uest. M ost c o m panie s h ave to p oll th eir c usto m ers to g et in fo rm atio n fr o m th em , b ut H ap py S ta te B ank
 c usto m ers p ro activ ely s h are in fo rm atio n, a nd th at e nab le s th e b ank e m plo yees to b e m ore p ro activ e a nd n im ble in m eetin g th eir n eed s. W hen th e b ank s ta ff k no w th e c usto m ers a nd th eir c o m munit ie s s o w ell, th ey w ill b e a b le to s e e
 w hen k ey in fo rm atio n is m is sin g o n a lo an a p plic atio n a nd te ll th em u p fr o nt, r a th er th an w ait in g fo r th at a p plic atio n to b e r e tu rn ed fr o m th e p ro cessin g c ente r in N ew Y ork r e q uestin g m ore in fo rm atio n.
 In te rn al r e la tio nsh ip s e nab le s p eed a s w ell. T he s tr o ng r e la tio nsh ip s a cro ss la yers o f th e h ie ra rc hy e nab le a g re ate r flo w o f id eas a nd in no vatio n. W hen y o u h ave d ir e ct a ccess to s e nio r b ank o ffic ia ls , in clu d in g th e C EO ( w ho n o t
 o nly k no w s y o ur n am e b ut h as a r e p uta tio n fo r n ever h avin g m is p ro no unced a ny e m plo yee’s n am e), th en y o u’ll s h are m ore id eas in te rn ally . A cco rd in g to b ank e m plo yee S ab rin a S hie ld s, th is e nab le s th e w ho le s y ste m to lo se s o m e o f
 it s fe ar a b out n ew id eas fr o m a ll le vels , a nd “ th at’ s w here g re atn ess c o m es fr o m ; y o u d on’t w ant to h o ld g re atn ess d ow n.”
 When lo cal lo an c o m mit te es d o h it th eir u p per lim it a nd n eed a p pro val fr o m h ead quarte rs , th e s e nio r s ta ff h ave a lr e ad y in veste d in d eep r e la tio nsh ip s w it h a ll o f th eir e m plo yees. T hey k no w th e lo cal lo an c o m mit te es s o w ell th at
 th ey c an e asily tr u st th eir a sse ssm ents a nd c an q uic k ly fin d th e is su es th at n eed g re ate r s c ru tin y.
 It m ay so und to uchy-fe ely , b ut th e in vestm ent in re la tio nsh ip s p ays o ff in te rm s o f sp eed . S tr o ng re la tio nsh ip s c re ate th e tr u st n eed ed to le t g o o f c o ntr o l ju st e no ugh to m ain ta in e xtr a o rd in ary sp eed w it h o ut in cre asin g ris k
 u nnecessa rily .
 Tak ea w ays: M ak e Y ou r O rg an iz a tio n F ast
 Rem em ber th at tr u e o rg aniz a tio nal s p eed is a d eep c ap acit y , n o t ju st a m om enta ry fo cus o n m ovin g m ore q uic k ly . A w orld -c la ss s p rin te r d oesn ’t ju st d ecid e to ru n fa st— sh e s p end s y ears tr a in in g a nd b uild in g th e c ap acit y to
 a chie ve th at k in d o f s p eed . S o, b e p re p are d to w ork o n s p eed a t s e vera l d if fe re nt le vels .
 Sta rt W it h t h e L ow -H an gin g F ru it
 To r e ach th e s e co nd le vel o f fa st th at w e h ave b een ta lk in g a b out in th is c hap te r, w hic h B ack to th e R oots d oes th ro ugh it s tr u st in th e in te rn et a nd H ap py S ta te B ank d oes th ro ugh it s tr u st in it s c o m munit y , it ty p ic ally h elp s to h ave
 a chie ved th e fir s t le vel o f fa st to b egin w it h . F ast o rg aniz a tio ns a re d is c ip lin ed a b out a chie vin g e ffic ie ncy a nd p ro ductiv it y th at k eep s th em a t th e to p o f th eir fie ld . T his is a g o od fir s t s te p b ecause it s ta rts w it h u nd ers ta nd in g y o ur
 b usin ess in sid e a nd o ut. Y ou h ave to k no w h o w th in gs w ork to b e a b le to m axim iz e e ffic ie ncy a nd p ro ductiv it y . T his is a ctu ally in lin e w it h M ille nnia l s e nsib ilit ie s. M ille nnia ls g re w u p w it h u np ara lle le d a b und ance, a nd a s a r e su lt c o m e
 to th e w ork pla ce w it h h ig h s ta nd ard s. T hey e xp ect s im ple p ro ble m s to a lr e ad y h ave b een s o lv ed , a nd th at in clu d es b asic e ffic ie ncy a nd p ro ductiv it y . T hey g re w u p in a v ery fa st w orld a nd a s a g enera tio n s e em to b e fr u str a te d w it h th e
 slo w s p eed s o f o rg aniz a tio ns. A ri L ig htm an, a p ro fe sso r a t C arn egie M ello n, s h are d w it h u s th at h is g ra d uate s tu d ents a re u se d to c o lla b ora tin g o n m ult ip le p ro je cts , u sin g th eir n etw ork s, b ut th en s u d denly th ey a re th ru st in to th e w orld
 o f p ro fe ssio nal w ork w here e very th in g m oves a t a s n ail’ s p ace. S m art o rg aniz a tio ns w ill in vest in u nd ers ta nd in g th eir o w n b usin esse s d eep ly in o rd er to m axim iz e th eir b asic le vels o f s p eed to h elp k eep M ille nnia ls e ngaged .
 Fig u re O ut D ig it a l, C le a r, a n d F lu id
 Revie w in g th e p re vio us th re e c hap te rs in th is b ook c an h elp a s w ell. T he o th er th re e c ap acit ie s th at w e h ave id entif ie d — Dig it a l, C le ar, a nd F lu id — all c o ntr ib ute to in cre ase d s p eed .
 In vest in t e ch nolo gy a n d b uild a d ig it a l m in dse t
 One o f th e p oin ts o f u sin g d ig it a l te chno lo gy h as a lw ays b een to h elp g et th e jo b d one fa ste r. M any o rg aniz a tio ns w ould d o w ell ju st to r e vie w e xactly h o w th ey u se th eir e xis tin g te chno lo gy a nd u p date th eir p ra ctic es to r e fle ct th e
 c urre nt r e alit y o f th e m ark etp la ce. I n o th er w ord s, le t’s s to p u sin g e m ail a s a n in sta nt m essa gin g to ol, a nd ju st b ecause th e s e nio r m anagers lik e S hare P oin t d oesn ’t m ean it h as to b e th e a nsw er fo r e very p ro je ct m anagem ent p ro ble m .
 T ak e a lo ok a t h o w y o u c an e m bra ce th e d ig it a l m in d se t ( d is c ip lin ed fo cus o n th e u se r o r c usto m er), b ecause th at to o c an g enera te s p eed — ju st lo ok a t H ap py S ta te B ank .
 Get in fo rm atio n w here it n eed s t o g o Cla rit y a ls o e nab le s s p eed , a s e vid enced b y G enera l M cC hry sta l’ s re su lt s in Ira q . A s h e s ta te d , in fo rm atio n is o nly v alu ab le w hen it is in th e h and s o f p eo ple w ho c an u se th at in fo rm atio n to m ak e th in gs b ette r. W hen y o u u se
 tr a nsp are ncy to g et m ore in fo rm atio n in th e h and s o f m ore p eo ple , y o u in evit a b ly in cre ase y o ur s p eed . A s w e s u ggest in C hap te r 4 , ta k e a h ard lo ok a t y o ur d ecis io n-m ak in g p ro cesse s to s e e w here tr a nsp are ncy c an b e in se rte d ,
 b ecause th at w ill h elp th o se p ro cesse s m ove m ore s w if tly . W e a ls o s u ggest ta k in g a lo ok in te rn ally a t w ho h as a ccess to w ho m . H ap py S ta te B ank h as d em onstr a te d th e im porta nce o f th at k in d o f b ro ad a ccess in e nab lin g it s s p eed .
 Giv e p ow er t o t h ose o n t h e g ro und
 Fla tte nin g th e h ie ra rc hy h as lo ng b een h eld u p a s a w ay to b attle th e le th arg ic n atu re o f b ure aucra cy. If th e fir s t s te p to b eco m in g fa ste r in a n o rg aniz a tio n is u nd ers ta nd in g y o ur b usin ess in sid e a nd o ut to m axim iz e e ffic ie ncy in
 p ro ductiv it y , th en th e n ext s te p is to a p ply th at k no w le d ge, a s w e s u ggeste d in C hap te r 5 , to u nd ers ta nd in g w hat tr u ly d riv es s u ccess, b ecause th at is a t th e h eart o f a ctiv atin g a fla tte r a nd m ore flu id h ie ra rc hy. T hen y o u c an m ove o nto
 in vestin g in s o ft s k ills lik e c o nflic t r e so lu tio n, b ecause w hen p eo ple c an w ork th ro ugh c o nflic t e asily , e very th in g c an g et d one fa ste r.
 This is w hy fa st is th e la st o f th e fo ur c ap acit ie s w e e xp lo re in th is b ook. W hile th e o th er th re e a re n o t p re re q uis it e s fo r b eco m in g a fa st o rg aniz a tio n, th e w ork y o u g o th ro ugh to a chie ve th o se o th er th re e c ap acit ie s w ill s e t y o u u p
 n ic ely fo r s u cceed in g in b ein g fa st a s w ell.
 Fin d t h e K ey t o U nlo ck in g S peed
 Once y o u h ave s e t th e s ta ge fo r s p eed b y m aste rin g e ffic ie ncy a nd p ro ductiv it y , th e n ext s te p is to id entif y a nd d evelo p th e u niq ue k eysto ne th at h o ld s to geth er th e tr u st s y ste m th at w ill u nlo ck th at n ext le vel o f s p eed fo r y o ur
 o rg aniz a tio n. T his w ill n o t b e e asy w ork . R em em ber, th e p urp ose o f c re atin g a s y ste m o f tr u st is to e nab le y o u to g iv e u p s o m e c o ntr o l. I t is o nly w hen y o u c an le t g o o f c o ntr o l th at y o u c an tr u ly a chie ve le ap -fo rw ard s p eed .
 Defin e w hat d riv es t h e s u ccess o f t h e e n te rp ris e
 Of c o urs e , it ’s n o t a b out ju st le ttin g g o o f c o ntr o l in g enera l. Y ou w ant th e s p eed th at g ets r e su lt s , th at s e ts y o u a p art, th at a m aze s y o ur c usto m ers , a nd le aves b ehin d y o ur c o m petit io n. T hat m eans th e a re as o f c o ntr o l y o u r e lin q uis h
 m ust b e d ir e ctly tie d to u nlo ck in g g re ate r p ote ntia l in th e s y ste m . I n o th er w ord s, id entif y in g th e k eysto ne in y o ur tr u st s y ste m s ta rts w it h a d eep c la rit y o f w hat d riv es th e s u ccess o f y o ur o rg aniz a tio n to b egin w it h .
 As w e d is c usse d a t th e e nd o f th e p re vio us c hap te r, d ete rm in in g w hat d riv es y o ur o rg aniz a tio n’s s u ccess re q uir e s g o in g o ne le vel b eyo nd w hat is s tr a te gic ally o bvio us. F or Q LI, th at m eans g o in g b eyo nd p ro vid in g e xcelle nt
 h ealt h care to in ju re d p atie nts a nd fo cusin g m ore c are fu lly o n w hat it m eans to a ctu ally r e b uild s h atte re d liv es. 
 You w ill n eed t o f ig ure o ut w hat t h at s tr a te gic c la rit y is f o r y our o rg aniz a tio n a nd t h en b uild in t o y our p ro ce sse s,
 s y ste m s, a nd s tr u ctu re s t h e n ece ssa ry e le m ents t o d eliv er o n t h at p ro m is e .
 All th e o rg aniz a tio ns w e’v e p ro file d in th is b ook h ave d one th at w ell.
 Use b lu e o cea n t h in kin g t o id en tif y t h e k ey sto ne
 Str a te gic c la rit y b y it s e lf d oes n o t g iv e y o u th e k eysto ne fo r y o ur tr u st s y ste m , h o w ever. A s y o u w ork to fig ure o ut w here y o u c an le t g o o f c o ntr o l in o rd er to g et th e le ap -fo rw ard k in d o f s p eed th at w e’re ta lk in g a b out, w e
 e nco ura ge y o u to d o s o m e “ b lu e o cean” th in k in g.
 That te rm c o m es fr o m W . C han K im a nd R enée M aub org ne’s c la ssic s tr a te gy te xt fr o m 2 005 tit le d 
 Blu e O cea n S tr a te g y
 .
 57
 Their re se arc h e xp lo re d c o m panie s th at h ad m anaged to re d efin e th e c o re e le m ents o f th eir b usin ess
 m odel in w ays th at le ft th em in a m ark et s p ace v ir tu ally fr e e o f c o m petit io n ( a b lu e o cean, a s o ppose d to th e “ b lo ody r e d o cean” o f c o m petit io n). S outh w est A ir lin es w as a p rim e e xam ple . I n ste ad o f c o m petin g a gain st th e o th er a ir lin es
 a lo ng a ll o f th e s a m e d im ensio ns o f a tr a d it io nal a ir lin e b usin ess m odel, S outh w est c o m ple te ly e lim in ate d s o m e tr a d it io nal a sp ects o f a ir tr a vel ( fir s t c la ss c ab in s a nd a ir p ort lo unges), s h if te d e m phasis to o th ers ( q uic k tu rn aro und tim es),
 a nd th en a d ded s o m e n ew e le m ents ( s ta ff th at c o uld b e th em se lv es a nd h ave fu n o n th e jo b). I n th e e nd , S outh w est d id n’t a tte m pt to b eat th e o th er a ir lin es a t th eir o w n g am e. I t r e d efin ed th e g am e in ste ad , to it s o w n a d vanta ge o f
 c o urs e . T hat is th e e sse nce o f b lu e o cean th in k in g a p plie d in th e c o nte xt o f s tr a te gy: y o u ra is e , c re ate , re d uce, o r e lim in ate k ey a sp ects o f th e s tr a te gy fo rm ula o n w hic h th e c o m petit o rs in y o ur in d ustr y re ly , a nd th at g iv es y o u th e
 e xclu siv e a ccess to th e e xp ansiv e th e b lu e o ceans.
 This a p pro ach c an b e m odif ie d to h elp y o u fin d th e k eysto ne fo r y o ur tr u st s y ste m . I n th is c ase , in ste ad o f fo cusin g o n s tr a te gic e le m ents a nd h o w y o u c o m pete e xte rn ally , y o u fin d y o ur k eysto ne b y a naly zin g th e in te rn al le ad ers h ip
 p ra ctic es th at d efin e y o ur c ult u re . L ook a t th e s e nio r m anagem ent le vel, fo r e xam ple . M ayb e y o ur s e nio r m anagem ent h as a b ad h ab it o f d em and in g a n o nero us a m ount o f d eta ile d r e p ortin g fr o m lo w er le vels , w hic h s lo w s d ow n th e
 o rg aniz a tio n b y p re ventin g p eo ple fr o m ta k in g a ctio n o n p re ssin g is su es w hen th ey n eed to . O r m ayb e y o ur s e nio r m anagem ent te nd s to p ass th e b uck w hen th ey g et n egativ e fe ed back fr o m c usto m ers o r m em bers , w hic h r e su lt s in
 lo w er le vels o f tr u st fr o m th e c usto m ers o r m em bers , w ho fe el lik e th eir c o ncern s a re b ein g ig no re d . O n th e p osit iv e s id e, le t’s s a y y o ur s e nio r m anagem ent e xcels a t e sta b lis h in g a nd c o m munic atin g a c le ar v is io n, w hic h h elp s p eo ple a t
 o th er le vels r o w in th e s a m e d ir e ctio n, s o to s p eak .
 To u se b lu e o cean th in k in g, y o u w ould m ak e a c o m ple te lis t o f a ll th e c rit ic al h ab it s a nd a p pro aches o f y o ur s e nio r m anagem ent, a nd th en a p ply th e fo ur le nse s o f r a is e , r e d uce, c re ate , a nd e lim in ate to s e t y o ur o rg aniz a tio n a p art.
 M ayb e y o u w ould s tr iv e to e lim in ate tim e s e nio r m anagem ent s p ent r e vie w in g d eta ile d r e p orts , o r p erh ap s y o u c o uld fin d w ays to e xp and th eir e ffo rts in c o m munic atin g a c le ar v is io n. B y e lim in atin g, in cre asin g, c re atin g, a nd r e d ucin g,
 y o u w ould b e d oin g w hat K im a nd M aub org ne c all r e p ain tin g y o ur “ le ad ers h ip c anvas,” a nd th e c hanges y o u m ak e g iv e y o u a ccess to b lu e o cean le ad ers h ip .
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 To b rin g y o ur k eysto ne in to th e p ic tu re , y o u s im ply 
 fo cu s o n e le m ents o f y our le aders h ip c a nvas t h at r e la te t o in cre asin g t r u st a nd le ttin g g o o f c o ntr o l, s in ce t h at is w hat e nable s s p eed
 . G ettin g r id o f th o se r e p orts ,
 b ein g c le are r o n th e v is io n, a nd r e sp ond in g d ir e ctly to c usto m ers w ould b e p rio rit ie s fo r y o u, b ecause n o t o nly a re th ey g o od id eas fo r le ad ers h ip b ut th ey a ll fo cus o n in cre asin g tr u st, r e d ucin g c o ntr o l, a nd in cre asin g s p eed . O f c o urs e ,
 th o se a re ju st e le m ents y o u id entif ie d b y e xam in in g y o ur s e nio r m anagem ent le vel. A fu ll a naly sis w ould in clu d e m id dle m anagers a nd lin e s u p erv is o rs , a s w ell. W hen y o u c an id entif y th e k ey e le m ents fr o m a ll o f th ese le vels , y o u w ill
 lik ely b e a b le to d is c o ver th at u niq ue k eysto ne th at w ill u nlo ck th at le ap -to -th e-n ext- le vel k in d o f s p eed . F or H ap py S ta te B ank , it s d eta ile d a naly sis o f th e le ad ers h ip n eed s a t e very le vel o f m anagem ent e nd ed u p p oin tin g to th e
 k eysto ne o f s tr o ng r e la tio nsh ip s. F or B ack to th e R oots , it w as tr u stin g in th e in te rn et, c uttin g-e d ge s o ftw are , a nd a s ta ff th at is n ’t a fr a id to u se th o se to ols . O nce y o u fin d y o urs , y o u’ll b e a b le to m ak e th e n ecessa ry c hanges to y o ur
 c ult u re a nd s ta rt a ccessin g th e s p eed .
 Fro m F ast t o D ig it a l
 We e nco ura ged y o u a b ove to g o b ack to th e o th er th re e c hap te rs : D ig it a l, C le ar, a nd F lu id . W hy? B ecause if w e a re r e ally to e m bra ce th ese p rin cip le s, w hic h a re fu nd am enta lly a b out tu rn in g o ur r ig id , m echanic al s y ste m s in to
 h um an-p ow ere d , e vo lu tio nary e co sy ste m s, th en th at m eans th e w ork is n ever d one. W e n eed to k eep it e ra tin g (a nd le ap in g). W e n eed to k eep e xam in in g o ur m in d se ts a nd c heck in g th at o ur s tr u ctu re s h aven’t a lr e ad y b eco m e a s
 o utd ate d a s o ur c lu nk y d ata b ase s o ftw are . W e n eed to k eep d efin in g th e v alu es th at d riv e o ur s u ccess, b ecause th o se a re n’t s ta tic e it h er. T hat id ea m ay e xhaust y o u, o r, if y o u’re lik e m any M ille nnia ls , it m ay e xhila ra te y o u. E it h er
 w ay, c hange is h ap penin g a nd it ’ s n o t s lo w in g d ow n. I n ste ad o f fe arin g it , e m bra ce o ptim is m a ro und th e p ossib ilit ie s th at c hange u nlo ck s fo r y o ur o rg aniz a tio n.
 If y ou f e el in c o ntr o l, t h en y ou’r e n ot g oin g f a st e nough. F eel t h e w in d in y our h air a nd le t g o ju st e nough t o le t t h e e xhila ra tio n f lo w . W e a re t a lk in g a bout a r e volu tio n in m anagem ent, a fte r a ll.
 Now is n ot t h e t im e t o h esit a te . ; )
 7. P ro ceed U ntil A ppre h en d ed
 The r e vo lu tio n is c o m in g.
 It h as b efo re , o f c o urs e , a nd it w ill a gain . T he p artic ula r re vo lu tio n w e h ave w rit te n a b out in th is b ook in vo lv es le ad ers h ip , m anagem ent, a nd
 b usin ess, b ut, a s w e p oin te d o ut in C hap te r 2 , th is fo ur- se aso n c ycle h as b een h ap penin g a t a g enera tio nal le vel fo r c entu rie s. W e p ulle d th ro ugh th e
 G re at D ep re ssio n a nd W orld W ar I I. W e s u rv iv ed th e C iv il W ar. W e e m erg ed v ic to rio us a fte r o ur s tr u ggle fo r in d ep end ence in th e R evo lu tio nary
 W ar. E very fo ur g enera tio ns w e h ave fa ced a d ark a nd c o ld w in te r, a nd e ach tim e, s p rin g e ventu ally a rriv ed . T he s a m e is tr u e to day. S prin g is
 c o m in g.
 And e ach tim e, th ere w as a g enera tio n e nte rin g a d ult h o od th at le d th e c harg e. T hey d id n o t d o it a lo ne, b ut th ey w ere in a lif e s ta ge th at p ut th em
 in th e p osit io n o f le ad in g, a nd th ey s te p ped u p to th e c halle nge. T oday th ey a re th e M ille nnia ls . F or th o se o f u s w ho h ave b een a ro und th e b lo ck
 (i. e ., G enera tio n X ers a nd B ab y B oom ers ), a ll th is a tte ntio n o n th e M ille nnia ls m ig ht b e o ff- p uttin g, b ut r e m em ber th at e very o ne p la ys a r o le o n a
 h ero ic jo urn ey. F or e very L uk e S kyw alk er ( M ille nnia l) , th ere is a lw ays a n eed fo r a n O bi- W an K eno bi ( B ab y B oom er), a nd e ven a n o ccasio nal
 c ynic al a nd in d ep end ent H an S olo ( G enera tio n X er). W e k no w it is c lic hé, b ut w e’re a ll in th is to geth er.
 Togeth ern ess tu rn s o ut to b e a k ey c o ncep t w hen it c o m es to th ese m ajo r g enera tio nal sh if ts . F or e ach o f th e p re vio us “fo urth tu rn in gs,”
 to geth ern ess a nd u nit y w ere c entr a l to o ur s u ccess in m ak in g th e tr a nsit io n. T hin k o f th e “ jo in o r d ie ” fla gs fr o m th e A meric an R evo lu tio n o r s im ply
 p re se rv in g th e U nio n in th e C iv il W ar. E ven th e e nd o f th e D ep re ssio n a nd W orld W ar I I w ere a b out c o m in g to geth er in c o m munit y to b oth r e b uild
 th e e co no m y a nd p re vent th e s p re ad o f d ic ta to rs h ip in th e w orld . 
 To g et t h ro ugh t h e h ard t im es, w e c o m e t o geth er. L ik e o ptim is m , t h is is a
 k ey c o m ponent o f s u cce ssfu l r e volu tio n
 . A s w e w ork th ro ugh th o se h ard tim es, w e m ust r e le arn h o w to b e in c o m munit y w it h e ach o th er. A ll
 o f th is c o m in g to geth er is n o t a b out m ere c o lla b ora tio n— it is a b out in te ntio nally b uild in g a nd n urtu rin g c o m munit y .
 Com munit y
 You m ig ht b e th in k in g, w hat d oes “ c o m munit y ” h ave to d o w it h th e fu tu re o f b usin ess?
 Let’s ta k e a c lo se r lo ok a t th e fo ur o rg aniz a tio ns w e p ro file d in th e p re vio us fo ur c hap te rs a nd s e e h o w th e id eas o f c o m munit y a nd to geth ern ess
 a re w oven in to th e c ap acit ie s o f D ig it a l, C le ar, F lu id , a nd F ast.
 The A meric an S ocie ty fo r S urg ery o f th e H and s h o w ed u s h o w to b e d ig it a l. A SSH h as n o t h esit a te d to in vest in d ig it a l te chno lo gy, a nd , m ore
 im porta ntly , it fu lly e m bra ces th e d ig it a l m in d se t, d esig nin g it s o ffe rin gs w it h th e c usto m er in m in d a nd d esig nin g th e o rg aniz a tio n a ro und th e
 e xp erie nce o f th e e m plo yees. A s a re su lt , p ro ductiv it y h as in cre ase d . W hen th e c ult u re is d esig ned a ro und th e n eed s o f th e e m plo yees, th ey g et
 m ore d one. I t a ls o in cre ase s e ngagem ent. “ T his p la ce c are s m ore a b out u s, s o w e s h o uld c are m ore a b out th is p la ce,” a s o ne e m plo yee p ut it . T hey
 a re a gile a nd a d ap ta b le — th e e m plo yee-c ente re d w ork pla ce m ak es it e asie r fo r d if fe re nt p eo ple to ju m p in a nd h elp w it h d if fe re nt ta sk s th ro ugho ut
 th e y ear. T hey a re p ro activ e. T hey in no vate . A nd th ey d o it a ll to geth er— lit e ra lly , a s a ll th eir d esk s a re to geth er in o ne ro om . S ta ff m eetin gs a re
 sta ff- le d r a th er th an le ad er- le d e very o th er w eek . T hey v alu e th e p ow er o f th eir c o m munit y .
 Menlo I n no vatio ns is a ctu ally in th e d ig it a l in d ustr y , b ut it s h o w ed u s h o w to b e c le ar. I ts p ro gra m mers w ork in p air s s o c o de is a ctu ally m ad e
 v is ib le a s it is b ein g w rit te n, a nd it s p ro je ct m anagem ent s y ste m is lit e ra lly ta p ed to th e w all fo r e very o ne to s e e. T he M enlo s ta ff e ven s h o w a ll o f
 th is to th eir c usto m ers , w ho c o m e to th e o ffic e to h elp w it h th e p la nnin g. A ll o f th is tr a nsp are ncy e nab le s e very o ne in th e s y ste m to m ak e s m arte r
 d ecis io ns. T he c o de is h ig her q ualit y , th e u se rs ’ n eed s a re b ette r re fle cte d in th e fin al p ro duct, a nd in te rn al p ro ble m s a nd c halle nges a re s o lv ed
 d ir e ctly , w it h o ut n eed in g m anagers . A nd M enlo , to o, c are s a b out c o m munit y . L ik e A SSH , th e s ta ff a ll w ork to geth er in o ne b ig ro om , a nd th ey
 sta rt e very d ay w it h a q uic k , 1 5-m in ute , s ta nd -u p a ll- sta ff m eetin g w here e ach p air ta lk s a b out w hat th ey a re w ork in g o n. T hey e ven e nd th e
 m eetin g w it h a re fe re nce to th e H ill S tr e et B lu es te le vis io n s h o w , te llin g e very o ne to “ b e c are fu l o ut th ere .” T hey w on’t h esit a te to s u p port n ew
 p are nts b rin gin g in b ab ie s to w ork (ra th er th an h avin g th e p are nts w ork fr o m h o m e), b ecause th ey v alu e w ork in g to geth er a s a g ro up . Y es, th e
 C EO h as b een o n th e p ho ne w it h a n im porta nt c lie nt w hile h o ld in g a n o is y b ab y, b ecause th at’s h o w y o u s u p port e ach o th er in a c o m munit y .
 C om munit y m atte rs .
 QLI is a h ealt h care c o m pany th at s h o w ed u s w hat it m eans to b e flu id . I t h as a h ie ra rc hy, b ut it is fle xib le , a nd d ecis io ns g et m ad e b ase d o n w ho
 h as th e r e le vant k no w le d ge a b out th e p atie nt— no t ju st m ed ic ally b ut a ls o in th e c o nte xt o f th e p atie nt’s h o pes a nd d re am s. T his a llo w s Q LI s ta ff to
 a cco m plis h a m azin g th in gs a nd s o lv e th e s tic k ie st p ro ble m s ( th ey a re r e b uild in g s h atte re d liv es, a fte r a ll) w hile s p ark in g tr u e o w ners h ip b ehavio r a t
 e very le vel. A nd th ey re co gniz e th at th ey c an o nly m ain ta in th ese re su lt s w it h a s tr o ng in te rn al c o m munit y . T hey in vest in s o ft s k ills lik e c o nflic t
 re so lu tio n to h elp p eo ple s tr e ngth en re la tio nsh ip s. T hey e ven h ave a s e t o f in te rn al ro le s (c alle d m ento rs a nd p ro fe ssio nals ) th at is o uts id e o f th e
 tr a d it io nal h ie ra rc hy a nd d esig ned s p ecif ic ally to s u p port a nd n urtu re th eir c ult u re to m ak e s u re th eir c o m munit y s ta ys s tr o ng.
 And , fin ally , H ap py S ta te B ank , e ven th o ugh it is in a s tr o ngly re gula te d in d ustr y , s h o w ed u s h o w to b e fa st. L evera gin g th e p ow er o f b oth
 in te rn al a nd e xte rn al re la tio nsh ip s, it h as b uilt a sy ste m o f tr u st th at a llo w s it s sta ff to le t g o o f ju st e no ugh c o ntr o l so th ey c an le ap a head o f
 c o m petit o rs . D eep er r e la tio nsh ip s r e veal p ro ble m s s o oner a nd s p eed u p th e s o lu tio ns, a s w ell, r e su lt in g in r a p id g ro w th th at n ever r e q uir e s th em to
 g iv e u p th eir c ult u re o f c arin g. F am ily a nd c o m munit y h ave r e m ain ed a t th e h eart o f th e b ank ’s c ult u re a nd it s s u ccess. When w e p ulle d th ese fo ur c ap acit ie s o ut o f o ur r e se arc h, w e w ere fo cuse d o n th e im porta nt w ays th at th ey a d dre ss th e c o ncre te a nd p erv asiv e
 b usin ess p ro ble m s o rg aniz a tio ns fa ce in to day’s e co no m y, a nd th e c ase s tu d y o rg aniz a tio ns d em onstr a te d th is p ow er c le arly . B y c ho osin g to b e
 d ig it a l, c le ar, flu id , a nd fa st, th ey a chie ve g re ate r p ro ductiv it y a nd m ore fr e q uent in no vatio n. T hey a re a b le to s o lv e p ro ble m s m ore q uic k ly a nd
 th o ro ughly , a nd th ey a re m ore a d ep t a t c re atin g s o lu tio ns th at w ork fo r th eir c usto m ers . T hey a re n o t o nly b eatin g th eir c o m petit io n s o und ly ; th ey
 d o it w hile s o lv in g tw o o f th e m ost v exin g m anagem ent p ro ble m s th at th e tr a d it io nal m achin e a p pro ach h as g iv en u s: d ir e e m plo yee e ngagem ent a nd
 la ck o f o rg aniz a tio nal a gilit y .
 We w ro te th is b ook a s a p ra ctic al g uid e, s h o w in g le ad ers ta ngib le p ra ctic es th at c o uld im pro ve re su lt s a nd e nab le a g re ate r im pact. D ig it a l,
 C le ar, F lu id , a nd F ast w ill d o th at fo r y o u. B ut a lo ng th e w ay, w e n o tic ed a no th er la yer to th e in sig hts fr o m th e r e se arc h. I n no vatio n, p ro ductiv it y ,
 a gilit y , a nd p ro ble m s o lv in g s e em ed to b e a cco m panie d b y a d if fe re nt s e t o f o rg aniz a tio nal r e su lt s th at r e fle cte d th e “ so fte r s id e” o f b usin ess: th in gs
 lik e engagem ent, re la tio nsh ip s, carin g, cult u re , fa m ily , tr u st, jo y, and , of co urs e , co m munit y . Y ou can se e th is in each of th e case stu d y
 o rg a niz a tio ns. 
 Dig it a l, C le ar, F lu id , and F ast, w hile obje ctiv ely pow erfu l by th em se lv es, w ill be m ore su cce ssfu l w hen th ey are
 c o nnecte d t o t h e c a pacit ie s n eeded f o r s tr o ng c o m munit y .
 Rem em ber w hat w e sa id in C hap te r 2 : T he m ost e ffe ctiv e so lu tio ns in th e fu tu re o f b usin ess w ill b e c o nnecte d to to day’s u niq ue h is to ric al
 c o nte xt, a nd to day’s c o nte xt is a fo urth tu rn in g, a tr a nsit io n fr o m w in te r to s p rin g, w here c o m in g to geth er in c o m munit y m atte rs . S om e o f th e id eas
 th at w e p re se nt in th is b ook a re n o t p artic ula rly n ew , b ut, w hen th ey w ere in tr o duced a s a lt e rn ativ es to tr a d it io nal m anagem ent in th e p ast, th ey
 w ere n ever fu lly a d opte d b ecause th e h is to ric al c o nte xt w as n o t r ig ht fo r it .
 In th e 1 920s, fo r e xam ple , H arv ard B usin ess S cho ol p ro fe sso r E lt o n M ayo c o nd ucte d a s e rie s o f e xp erim ents a t th e H aw th o rn e p la nt o f th e
 W este rn E le ctr ic C om pany o uts id e o f C hic ago th at fo cuse d s p ecif ic ally o n th e h um an a sp ect o f d oin g w ork . T he re se arc hers o rig in ally s e t o ut to
 d ete rm in e th e o ptim al lig ht le vel fo r d oin g w ork a t th e p la nt, b ut th ey a ccid enta lly d is c o vere d a n e ven m ore im porta nt p rin cip le : W hen y o u s h o w th at
 y o u a ctu ally c are a b out th e w ork ers b y a sk in g th em w hic h lig htin g le vel th ey p re fe r, y o u in cre ase th eir p erfo rm ance— re gard le ss o f w hic h lig htin g
 sc hem e y o u c ho ose . (T his p rin cip le b ecam e k no w n a s th e “ H aw th o rn e e ffe ct.” )
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 Now , n early 1 00 y ears la te r, w e a re h ig hlig htin g th e w ork o f
 H ap py S ta te B ank a nd h o w d eep ly it s le ad ers c are a b out b oth th eir c usto m ers a nd th eir e m plo yees, a nd th e r e aso n w hy th is id ea w ill s tic k to day,
 w hen it fa ile d to d urin g th e la st c entu ry , is th at 
 our tr a nsit io n to day n eeds h um an c o m munit y to w ork , w hen th e tr a nsit io n la st c e ntu ry
 n eeded m ach in es.
 If y o u w ant to le ap a head o f y o ur c o m petit io n, a nd if y o u w ant to s u ccessfu lly r id e th e w aves o f th is p erfe ct s to rm th at w ill c o m e to a h ead in th e
 n ext s e vera l y ears , th en y o u n eed to in te gra te th e fo ur c ap acit ie s w e h ave d is c usse d w it h th e h um an a nd c o m munit y -fo cuse d a sp ects o f b usin ess a t
 th e s a m e tim e. Y ou m ay b y n o w h ave re co gniz e d th at th is is w hat m ost o f th e d arlin gs o f th e b usin ess p re ss h ave b een d oin g fo r th e la st s e vera l
 y ears ( e .g ., Z ap pos, W ho le F oods, G oogle , M orn in g S ta r, N etflix , a nd o th ers ). W e r e ad s o m any g lo w in g s to rie s a b out th ese c o m panie s a ll o ver
 th e in te rn et th ese d ays, n o t ju st b ecause th ese c o m panie s a re d oin g th in gs d if fe re ntly b ut b ecause th ey a re s u p re m ely s u ccessfu l in m ak in g a p ro fit a t
 th e s a m e tim e.
 If y o u b uild u p y o ur c ap acit y fo r D ig it a l, C le ar, F lu id , a nd F ast a nd m ak e s u re th ey a re in te gra te d w it h tr u st, c arin g, r e la tio nsh ip s, a nd a s tr o ng
 c o m munit y , y o u c an d o th is to o. T he r e aso n M ille nnia ls a re c ham pio ns fo r th ese id eas— no t ju st in g enera l, b ut s p ecif ic ally to h elp y o u, in sid e y o ur
 c o m pany— is th at th ese p rin cip le s c o m e n atu ra lly to th em fo r r e aso ns w e’v e e xp la in ed . W e a ll n eed to w ork to geth er to b atte n d ow n o ur h atc hes;
 th e p erfe ct s to rm h asn ’t h it in fu ll fo rc e y et. T he c ap acit ie s o f D ig it a l, C le ar, F lu id , a nd F ast a re n o t a s p re vale nt a s th ey n eed to b e. W e n eed to
 sta rt n o w .
 We g ave y o u c o ncre te ta k eaw ays in e ach o f th e p re vio us fo ur c hap te rs , p la ces y o u c an s ta rt m ak in g p re p ara tio ns a nd c hanges, b y:
 • I n no vatin g y o ur H R p ra ctic e
 • R evie w in g y o ur d ecis io n-m ak in g p ro cesse s
 • D esig nin g a tr a nsp are ncy a rc hit e ctu re
 • I n vestin g in s o ft s k ills
 • F in d in g th e k eysto ne o f y o ur tr u st s y ste m .
 We g ave y o u a lo t o f a ctio nab le id eas in th is b ook, b ut a s y o u lo ok a t th e lis t o f th in gs to w ork o n, y o u w ill n o tic e th at m ost o f th em a re
 e m bed ded in a n a re a th at w e h ave ta lk ed a b out fr e q uently in th is b ook b ut h aven’t fo cuse d o n fu lly : c ult u re .
 Cult u re
 We h ave a ll se en o rg aniz a tio nal c ult u re ris in g in im porta nce in th e b usin ess w orld o ver th e la st fe w y ears . “C ult u re ” is , a s a m atte r o f fa ct,
 M erria m -W eb ste r’s W ord o f th e Y ear fo r 2 014.
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 Som e h ave a lr e ad y c la im ed th at id eas lik e c ult u re a nd e m plo yee e ngagem ent h ave a lr e ad y
 b eco m e to o p opula r a nd g ra d uate d to th e le vel o f b uzzw ord s.
 We d on’t th in k s o .
 The r a p id ly r is in g a tte ntio n th ese id eas a re g ettin g is n o t b ecause th ey h ave b eco m e th e fa d o f th e d ay; r a th er, it is b ecause c ult u re is p artic ula rly
 re le vant to m anagem ent’s tr a nsit io n fr o m th e in d ustr ia l w orld to th e d ig it a l age. It is b ecause th e fu tu re o f b usin ess is in extr ic ab ly lin k ed to
 c o m munit y , a nd y o u c an’t b uild c o m munit y w it h o ut a s tr o ng a nd ( m ore im porta ntly ) in te ntio nal c ult u re . 
 That is o ne t h in g t h at e very o ne o f o ur
 c a se s tu dy o rg aniz a tio ns h ad in c o m mon t o b egin w it h : T hey h ave s tr o ng a nd p ow erfu l c u lt u re s t h at a llo w t h em t o a ttr a ct b oth t h e b est
 c u sto m ers a nd t h e b est e m plo yees
 . A nd n o ne o f th ese c ult u re s is a n a ccid ent.
 Yet m ost c ult u re s a re a ccid enta l. W e te nd to p ut n early a ll o f o ur a tte ntio n o n ru nnin g th e b usin ess a nd o nly th in k a b out c ult u re d urin g th e
 o ccasio nal o ffs it e re tr e at w here w e w ord sm it h a lis t o f c o re v alu es. C ult u re n eed s m ore th an a lis t o f v alu es p oste d o n th e w all. (F or th e re co rd ,
 E nro n h ad a n ic e s e t o f v alu es p oste d in it s lo bby, to o.) R em em ber th e d efin it io n o f c ult u re th at w e s h are d in C hap te r 4 : Org aniz a tio nal c u lt u re is t h e c o lle ctio n o f w ord s, a ctio ns, t h oughts , a nd “ stu ff ” t h at c la rif ie s a nd r e in fo rc e s w hat a c o m pany t r u ly
 v alu es.
 The w ord s y o u p ut o n th e w all a re a p art o f it , b ut c ult u re is a ls o d efin ed b y e very o ne’s a ctio ns, th e u nd erly in g th o ught p ro cesse s a nd
 a ssu m ptio ns, a nd th e ta ngib le p arts o f h o w y o ur o rg aniz a tio n w ork s ( o ffic e la yo ut, o ffic e lo catio n, te chno lo gy u se d , e tc .) th at m ak e it c ry sta l c le ar to
 e very o ne e xactly w hat is v alu ed in te rn ally . I t’ s le ss a b out th e lo fty v alu es a nd m ore a b out c la rit y o n w hat is tr u ly v alu ed o n a d ay-to -d ay b asis .
 At M enlo I n no vatio ns, e m plo yees d eep ly v alu e c o lla b ora tio n a nd tr a nsp are ncy, a nd th ey m ak e th at c le ar in a n um ber o f d if fe re nt w ays, p erh ap s
 th e m ost o bvio us b ein g th eir p ro cess o f h avin g tw o p ro gra m mers s h are o ne c o m pute r a s th ey w rit e th eir c o de. ( C olla b ora tio n is n o t o ptio nal w hen
 y o u s h are a m ouse a nd a k eyb oard .) B ut ju st d ic ta tin g c o lla b ora tio n is n ever e no ugh; y o u n eed to m ak e a c le ar c o nnectio n b etw een w hat is v alu ed
 a nd w hy th at d riv es s u ccess in sid e th e o rg aniz a tio n.
 We s a t in o n a p erfo rm ance fe ed back m eetin g a t M enlo th at o ne o f th e d evelo pers th ere ( le t’s c all h im J o hn) h ad o rg aniz e d . T here is n o a nnual
 p ro cess a t M enlo w here th e b oss m ak es y o u fill o ut a fo rm ; w hen y o u w ant fe ed back to h elp y o u g ro w a nd im pro ve, y o u c o nvene a m eetin g o f
 y o ur p eers o ver lu nch a nd y o u d is c uss y o ur p ro gre ss. A k ey p art o f th is p artic ula r c o nvers a tio n d urin g Jo hn’s fe ed back m eetin g w as a b out a
 d ir e ctio n h e to ok o n a p artic ula r p ro je ct w it h o ut m ak in g it v is ib le to th e r e st o f th e te am . H e e xp erim ente d w it h s o m e n ew c o de, b ut o ff to th e s id e,
 k no w in g th ere h ad b een re sis ta nce to th e s u ggestio n b efo re . E ventu ally h e re aliz e d th at d oin g th is w ork “ in s e cre t” w ent a gain st th eir c o m pany
 c ult u re . W heth er o r n o t it w as g o od c o de, it w asn ’t h o w c o de is w rit te n a t M enlo , s o h e d ele te d it . O ne o f h is c o lle agues in th e re vie w m eetin g
 th ank ed h im , a nd th en w ent fu rth er to e xp la in w hy th at w as s o im porta nt. T heir c o de is w rit te n c o lla b ora tiv ely a nd v is ib ly s o th at th e e ntir e te am c an
 “p la y th e c hess m oves o ut s e ven o r e ig ht m oves a head ” a s th e c o de is d evelo pin g. W rit in g s o m eth in g o ff to th e s id e r o bs th e te am o f th at a b ilit y , to
 th e d etr im ent o f th e fin al r e su lt . I n o th er w ord s, tr a nsp are ncy a nd c o lla b ora tio n le ad s to b ette r s o ftw are in th eir p artic ula r c o nte xt. I t d riv es s u ccess.
 T hat is c ult u ra l c la rit y . A nd th at w as n o t a ccid enta l. C EO R ic h S herid an a nd h is b usin ess p artn er J a m es G oeb el c re ate d M enlo I n no vatio ns w it h th is
 c ult u re s p ecif ic ally in m in d ( a nd th ey c re ate d it in 2 001, a t th e d ep th s o f th e s o ftw are w orld ’s d ep re ssio n, b ut s u cceed ed fr o m th e g et- g o ).
 Whic h b rin gs u s b ack to y o u. Y ou a re n o t R ic h S herid an. Y ou m ay n o t e ven b e th e C EO , a nd e ven if y o u a re , y o u a re p ro bab ly n o t in th e
 p osit io n to s ta rt a n o rg aniz a tio n fr o m s c ra tc h lik e R ic h d id . Y ou a lr e ad y w ork fo r a n o rg aniz a tio n, a nd th at o rg aniz a tio n a lr e ad y h as a c ult u re . I f y o u
 a re lu ck y, th e c ult u re is a n in te ntio nal o ne, b ut it is m ore lik ely th at th e c ult u re is a t le ast p artly a ccid enta l. I t e vo lv ed a nd m orp hed o ver th e y ears ,
 p rim arily in r e sp onse to w hat th e p eo ple in th e o rg aniz a tio n th o ught th e C EO w ante d .
 Fou nder C ult u re
 Your ta sk is to tu rn th at a ro und . O bvio usly w e b elie ve y o u s h o uld m ak e y o ur o rg aniz a tio n m ore d ig it a l, c le ar, flu id , a nd fa st, b ut a s y o u w ork o n
 th at y o u n eed to a ls o e nsu re th at th ese id eas a re w oven in to th e fa b ric o f y o ur c ult u re , r a th er th an b ein g im ple m ente d a s th e c o ol n ew p ro cesse s y o u
 re ad a b out in a b usin ess b ook. Y ou n eed to m ak e th at a d dit io nal s h if t, fr o m a n a ccid enta l c ult u re to a n in te ntio nal o ne.
 If y o u a re th e C EO , th en it q uit e lit e ra lly m eans m ak in g c ult u re y o ur jo b. It is p ro bab ly a lr e ad y s o m ew here in y o ur jo b d esc rip tio n, b ut m ost
 C EO s p ut th at in th e c ate go ry o f “ Y es I ’m in c harg e o f th at, b ecause th e b uck s to ps h ere , b ut it d oesn ’t o ccup y to o m uch o f m y a tte ntio n.” T hat is
 a s u re -fir e p ath to a n a ccid enta l c ult u re . 
 CEO s m ust a ctiv ely c h oose t h eir c u lt u re , o r it w ill b e c h ose n f o r t h em
 . A nd d oin g th at o ne o ffs it e
 m eetin g w here y o u c o m e u p w it h th e g eneric c o re v alu es ( h o nesty , in te grit y , e xcelle nce, e tc .) s o y o u c an c heck th e b ox o n c ult u re is n o t e no ugh.
 E m plo yees c an s m ell a p artia l c o m mit m ent to c ult u re a m ile a w ay, a nd it w on’t s tic k . In ste ad , th ey w ill lo ok p ast th e b la nd v alu es s ta te m ent a nd
 sc ru tin iz e y o ur a ctu al s ta te m ents a nd y o ur a ctu al b ehavio r a nd th en in vent a c ult u re b ase d o n th at. W e a re n o t s u re w hy e m plo yees r o utin ely c ed e
 th at p ow er to s h ap e c ult u re to th e C EO , b ut th ey d o.
 That is w hy y o u m ust m ak e c ult u re y o ur jo b. W e k no w y o u h ave to ns o f o th er th in gs to d o, b ut y o u m ig ht w ant to fin d w ays to d ele gate s o m e o f
 th at ( w hic h m ig ht b e e asie r if y o ur o rg aniz a tio n w ere flu id — hin t, h in t) , b ecause a s tr o ng c ult u re m ust b e liv ed a nd b re ath ed b y th e C EO . I t n eed s to
 b e to p o f m in d a nd p ra ctic ed c o nsis te ntly , a nd it n eed s y o ur n urtu rin g a nd a tte ntio n. E m plo yees n eed to s e e c o nsis te ncy b etw een w hat y o u s a y th e
 c ult u re is a nd h o w y o u p ra ctic e it , o r th ey w ill g o b ack to d ecid in g o n th eir o w n w hat th e c ult u re is . A ll th e C EO s o f th e o rg aniz a tio ns w e p ro file d
 to ok c ult u re th is s e rio usly , a nd y o u’v e s e en th e r e su lt s th ey’v e a chie ved . D o th e w ork o f u nd ers ta nd in g y o ur c urre nt c ult u re ( s e e th e T ak eaw ays in
 C hap te r 4 ), c o nnect th at to w hat d riv es th e s u ccess o f y o ur o rg aniz a tio n ( s e e th e T ak eaw ays in C hap te r 5 ), a nd m ak e it y o ur jo b to c re ate a s tr o ng
 c ult u re th at a ttr a cts .
 Gra ssr o ots C ult u re
 If y o u a re n o t th e C EO , y o u a re s till n o t o ff th e h o ok. J u st b ecause e m plo yees c ed e th e p ow er to d efin e a n o rg aniz a tio n’s c ult u re to th e C EO
 d oes n o t m ean th ey h ave to ; 
 you h ave t h e p ow er t o s h ape t h in gs f r o m y our p osit io n r e gard le ss o f w here y ou s it
 . A s m uch a s th e C EO h as
 th e p ow er to d efin e a n o rg aniz a tio n’s c ult u re , th e fa ct r e m ain s th at th e c ult u re is b ro ught to lif e th ro ugh a ll th e e m plo yees. G ood C EO s g et th is , o f
 c o urs e , a nd th eir a ctio ns a re a ctu ally d esig ned to n urtu re th e c ult u ra l n o rm s a m ong e m plo yees s o th ey b ehave in th o se w ays n atu ra lly . S o, m ak in g
 c ult u re y o ur jo b is p artly a b out s im ply liv in g th e c ult u re in te ntio nally . If th o se v alu e s ta te m ents th at h ang o n th e w all a ctu ally h elp y o u to b e m ore
 su ccessfu l in y o ur w ork , th en p ay a tte ntio n to b oth y o ur b ehavio rs a nd th o se o f o th ers a nd h o ld e very o ne a cco unta b le to th o se v alu es. B e n ic e
 a b out it , b ut h ave th e c o ura ge to c all p eo ple o ut w hen th ey b ehave in w ays th at a re in co nsis te nt w it h th e c ult u re . I f y o u d on’t, th en th e c ult u re s lip s
 b ack in to a ccid enta l m ode. N o o ne s a id h avin g a s tr o ng c ult u re w ould b e e asy .
 It is p ossib le , o f c o urs e , th at y o u w ill fin d y o urs e lf in a n o rg aniz a tio n w here th e h ig her- u p s d on’t s e e th in gs th e w ay y o u d o. T hey m ig ht n o t y et
 v alu e th e p ote ntia l th at c o uld b e r e aliz e d b y b eco m in g d ig it a l, c le ar, flu id , o r fa st. W heth er it is a ccid enta l o r in te ntio nal, th ey m ay h ave c re ate d a n
 o rg aniz a tio n w it h a c ult u re th at y o u fe el is n o t g o in g to b e c o m patib le w it h th e fu tu re o f b usin ess. W hat d o y o u d o th en? Y ou s ta rt w it h a c ho ic e to
 sta y o r g o . T hey s a y th at p eo ple d on’t le ave o rg aniz a tio ns; th ey le ave m anagers . B ut, m ore fr e q uently , it is th e c ult u re th ey a re le avin g, a nd th e
 m anagers a re s im ply r e fle ctin g th at c ult u re . 
 This b ig c h oic e c o m es f ir s t, b eca use lif e is s h ort a nd y ou s h ould lo ve w here y ou w ork
 . S o m any
 p eo ple w aste s o m uch tim e a nd s o m uch p ro ductiv it y b ecause th ey d efe r th at c ho ic e a b out s ta yin g o r le avin g b ase d o n e it h er a fe ar o f th e u nk no w n o r a v ague h o pe th at th eir c urre nt s it u atio n w ill s o m eho w g et b ette r. T his is o ne re aso n w hy o ur e ngagem ent n um bers a re s o lo w . M ak e y o ur
 c ho ic e. B e b old . I f it ’ s n o t g o in g to w ork w here y o u a re , th en fin d ( o r c re ate ) a p la ce w here it w ill.
 Sta rtin g w it h th e c ho ic e a ls o h as a s tr o ng im pact if y o u c ho ose to s ta y in th e o rg aniz a tio n, e ven if th e c ult u re is n o t th e w ay y o u th in k it s h o uld b e.
 B y c h oosin g t o s ta y, y ou p la nt a f la g in t h e g ro und
 . Y ou c ho ose to s ta y a nd c ho ose to m ak e th in gs b ette r.
 So, g et to it . F in d th e s p ecif ic e le m ents in th is b ook th at y o u th in k w ill h ave th e b ig gest im pact o n o rg aniz a tio nal e ffe ctiv eness a nd th en d esig n
 e xp erim ents to im ple m ent th em . S in ce y o u a re g o in g a gain st th e e xis tin g c ult u re , y o u s h o uld e xp ect to e nco unte r r e sis ta nce, b ut in c ase s lik e th ese
 w e a lw ays re fe r p eo ple to th e m antr a o f F lo re nce N ig htin gale a s sh e w ent a b out th e b usin ess o f in ventin g th e m odern h o sp it a l: p ro ceed u ntil
 a p pre hend ed .
 Pro ceed U ntil A ppre h en ded
 Don’t w ait fo r p erm is sio n. R un a s m any e xp erim ents a s y o u c an. A t s o m e p oin t y o u w ill b e “ a p pre hend ed ” b y s o m eo ne w ho s ta te s th at y o ur
 a p pro ach is “ n o t h o w w e d o th in gs h ere ” o r q uestio ns w hy y o u a re n o t u sin g th e s ta nd ard p ro cess. W hen a p pre hend ed , y o u h ave a n o blig atio n to
 re sp ond a nd e xp la in w hy y o u a re e xp erim entin g. I t’s n ever w is e to ju st r u n o ver p eo ple w ho o ppose y o u, b ut n o t h avin g p erm is sio n s h o uld n o t s to p
 y o u.
 If yo u re ally w ant to hand le th ese “a p pre hensio ns” w ell, th en m ak e su re th at yo u can artic ula te th e p osit iv e re su lt s o f all yo ur p re vio us
 e xp erim ents . B osse s lo ve r e su lt s . T oo o fte n, w e tr y to c o nvin ce th em w it h th e a b str a ct r e aso ns a nd th o ught p ro cesse s b ehin d a n ew a p pro ach, b ut
 b ecause b osse s a lr e ad y fe el th ey h ave b een g ettin g a d eq uate r e su lt s fr o m th e c urre nt p ro cesse s, th o se a rg um ents a lw ays s e em p ale . W hen y o u c an
 sh o w th em th e r e su lt s y o u g o t fr o m th e n ew w ay, th o ugh, th ey a re m ore a p t to lis te n.
 Thin k b ack to M orn in g S ta r a nd th at se aso nal e m plo yee w ho b ought a c o m pute r to e nab le d ata a naly sis a t a sp ecif ic p oin t in h is to m ato
 p ro cessin g. In th at c ult u re , h e a lr e ad y h ad p erm is sio n to b uy th at c o m pute r a nd ru n th at e xp erim ent, b ut w hat if h e d id n’t? S om eo ne m ig ht h ave
 b een a ngere d w hen th ey s a w th e $ 1,5 00 c harg e o n th e c o rp ora te c re d it c ard , b ut w hen h e c o uld th en e xp la in h o w a d din g th at c o m pute r s a ved th e
 c o m pany X a m ount o f d olla rs in th e p ro cess, th e tr a nsg re ssio n o f e xis tin g c ult u re a nd p ro cess w ould n o t s e em s o b ad .
 When y ou c a n in tr o duce n ew p ro ce sse s a nd m ak e th e c o nnectio n to re su lt s , th en y ou a re o ne s te p c lo se r to m ak in g a s h if t in
 c u lt u re
 . T here is s till m ore w ork to b e d one to m ak e it a c ult u re s h if t, a nd m uch o f th at m ay b e o ut o f y o ur c o ntr o l o r y o ur d om ain , b ut y o u s till
 n eed to d o y o ur p art. S ta y fo cuse d o n w hat w ork s, m easu re r e su lt s , a nd e ngage w it h th e o pposit io n. T he w ors t th at w ill h ap pen is y o u g et m ore
 e vid ence th at y o ur lo ng-te rm fu tu re m ay n o t b e w it h th is c o m pany.
 The F utu re o f B usin ess
 It is a n a ccid ent o f h is to ry th at y o u a re r e ad in g th is b ook r ig ht n o w , a t a tim e w hen m anagem ent h as c o m ple te d a fo ur- se aso n c ycle a nd is o n th e
 e d ge o f a n ew e ra . W e c o uld tr y to m ak e a b ig d eal o ut o f th at, e ven g lo rif y in g th is m om ent, in a n a tte m pt to in sp ir e y o u to ta k e a ctio n. B ut g lo ry is
 n o t th e p oin t. T he p oin t rig ht n o w is fo cuse d , h ard w ork , a s it is in e very m ajo r tr a nsit io n. W e a ll n eed to p ut g lo ry a nd in d iv id ual a cco la d es a nd
 g ain s o n th e b ack s e at fo r a w hile , a ctu ally , a nd r o ll u p o ur s le eves a nd w ork to geth er to c re ate th e fu tu re o f b usin ess.
 The M ille nnia l g enera tio n (a gain , b y a ccid ent o f h is to ry ) h o ld s a u niq ue p osit io n in th is p ro cess, n o t a s th e o nes w ho w ill d efin e o r c o ntr o l th is
 tr a nsit io n b ut a s th e o nes w ho w ill m ost n atu ra lly u nd ers ta nd w hat n eed s to b e d one. I f y o u a re a M ille nnia l, th en le nd y o ur v o ic e to th at c ause . P ush
 th ro ugh th e n egativ e s te re o ty p es lik e “ e ntit le d ” a nd s ta rt b uild in g c ult u re s th at a re d ig it a l, c le ar, flu id , a nd fa st. I f y o u a re a B oom er o r a n X er, lo ok
 fo r o pportu nit ie s to p artn er w it h M ille nnia ls in d efin in g a n ew c ult u re th at is c o m patib le w it h th e fo rc es th at a re c o m in g to geth er in th e p erfe ct s to rm
 th at is tr a nsfo rm in g m anagem ent. W e a ll n eed to c o m e to geth er a nd c re ate th is n ext e ra , a nd th at r e q uir e s c o ura ge, c o nvic tio n, c la rit y , a nd , a b ove
 a ll, a ctio n. E ach o f u s w ill fo llo w a u niq ue p ath , b ut w e k no w o ne p ie ce o f a d vic e th at a p plie s to e very o ne:
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