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PREFACE
Digital People Organization – “Disrupting HR” – This is a book of and on Digital Disruptions. Of

Leadership, Culture, Organization, Digital, Design, Structures, Social, Collaborations, Roles, People,
Process, Practices, Teams, Actions, Value, HR and many more. This is not about business and economic
disruptions, product or customer disruption or business model challenges or client disruptions. These
disruptions deal with the impact of such business disruptions in the underbelly of organizations – the heart
and soul. Those that impact people. Our investigation and analysis of organizations reveals the reality of
how nearly every aspect of organizations, processes, practices, styles, behaviors, skills or competencies are
being disrupted. These disruptions are not necessarily caused through external influences and tech pressures.
There is an implosion. It is also from within. But connecting these dots with one common thread –
Intellect – Knowledge – Learning. The book is essentially an outcome of some of our industrial and
consulting work in integrating intelligence with disruptions in HR and knowledge management while
understanding, appreciating and critiquing human resource management trends and practices. In the book,
“HR” is used to connote functions such as recruiting, training, learning, payroll, benefits, compensation
(Classical Human Resources Role) and “People Organization” is used to explain organization theory,
strategies, planning, value chain, intellectual capital, business organizational models, structure, design,
behavior, culture, change, roles, goals, etc.

Chapters include, Trending to the Organization of Tomorrow (Chapter 1) – The 21st century, however,
presupposes an organizational systemic preparedness for gaining and retaining competitiveness in a global
and native business scenario. Digital HR organizations bring in challenges significantly different from what
has been so far experienced. The early 20th century predominantly focused on the manufacturing or the
production priorities of the firm. The firm was treated as a mechanical outfit created to maximize products
with labor as an important factor in the process. Thereafter, the sciences espoused manufacturing
excellence with speed, automation of the human systems, socio-technical variables for efficiencies,
scientific management, mass production, assembly line advantages, single product dominance and worker
productivity. The knowledge organizational business is likely to cope with a dramatic managerial change
given the advent of information technology and knowledge emphasis in the basics of management actions.
The service trade-on meant more value at lower cost and the organizational product offering reflected
choice, value, service and shopping advantage to the average consumer.

Chapter 2 – Demystifying Digital HR – In this chapter, we cover aspects pertaining to digital aspects
of HR functioning; the need to revitalize recruiting, learning, self-service, performance management or
reward mechanisms, for example, given the state of disruption being experienced in several of these
standard HR functions. Enabling tomorrow’s HR organization would mean reinventing and reshaping HR
for the future (Strategy, Technology, Culture, Competencies and Leadership) that will require change on
many fronts. But a key factor across the board will be technology, which is both disrupting the status quo
and opening up new possibilities for HR and the business. HR will need to provide the business with
insights, that are data-driven and actionable (as necessary) an ability to conduct the business of people
management, coaching, mentoring, without an external interface, and enable decisions that drive business
results—and that makes technology critical.

Chapter 3 – Disruptions in HR Leadership - This chapter deals with what is today perceived to be the
bane of the HR function; a perception that there is an absence of HR professionals, who have chosen HR as
a career, as against those who got dropped into the function owing to convenient placements, diversity
strategies or easy-to-do job for laid back arm chair critics. We deal with this perception and ask is there a
case to this view that HR is no longer the preferred career destination for the intellectually stimulated.
Answer to this allegation does not lie to making a sweeping assertion that all in HR are bad; but certainly, it
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bodes well to identify and isolate those CHROs who have negatively contributed through poor values,
attitudes, competencies and politics to the detriment of the function.

Chapter 4 – Disrupting People Programs – While the last chapter focused on identifying knowledge
and digitization relevance in an HR context, we will see the impact of knowledge – issues around digital
HR, at the internal and external environment of an organization for which a review of key disruptions.
These disruptions in turn will shape the organization of the 21st century as critical, not fatalistic, for current
review and analysis. For example, one common internal disruption is identity threat, how do multimarket
competitors respond to talent management needs when the collusive equilibrium (cooperation –
competition – comparison – creation – conflict – confrontation) is destroyed, and how do their responses
influence the likelihood and timing of the restoration of cooperation or deal with violations

Chapter 5 – Deriving Digital Value in Human Resources – In this chapter, we review the forces that
influence human asset valuation, including providing and introduction to several methods by which the HR
function can be valued in a knowledge digital HR organization. A detailed analysis of such methods and its
relevance to digital firms and intellect is in the next chapter. The all-pervasive change is an opportunity for
HR professionals as it deals with only people and the knowledge capital as the primary source of
competitive advantage and HR has their life experience of managing this resource. HR managers are facing
some critical discontinuities in the business environment that they need to be familiar and experts in
managing.

Chapter 6 – Intellect Determines Market – This chapter introduces linkages between intelligence –
intellect and institutional challenges in managing intellectual property and methods to value human capital.
Intelligence is ‘the faculty of adapting oneself to circumstances’ said Francis Binet and Henri Simon, the
authors of the first IQ test (Wolf, 1973). Intelligence is the operation of gathering information, an ability to
comprehend; to understand and profit from experience or new information about specific and timely events;
“they awaited news of the outcome”.

Chapter 7 – Digital Culture Disrupts - In the earlier chapters, organizational emphasis from a strategy
digital HR, leadership disruptions, functional disintermediation and intellectual perspectives were discussed.
In the last few chapters, certain concrete methods were discussed to measure intellect, human capital and
Human Resources as a function. Now, let us look at the HR cultural learning processes and focus in a
Digital HR organization in this chapter. Every organization has the potential to create unique value. An
organization’s vision reflects this desire and its strategy articulates its chosen method of creating value. The
chosen area of operation and the strategy drive the business processes, which generate the value intended.
Making these business processes work needs the creation of enabling strategy, structures, technology but
most of all the knowledge to do and the ability to learn.

Chapter 8 – Disrupting Strategic Structures – Following from the last chapter where the relevance and
appropriateness of culture was discussed for creating and nurturing an intellectual organization, this chapter
focuses on the strategic imperatives in institutionalizing such an organization. Strategy works best when the
culture is conducive for implementing change. As we see the emergence of a new economy, driven by
technology, intellectual capital, and resource maximization and performance orientation, there appears to be
a clear drive in favor of focusing organizations towards strategic prioritization and process optimization.
Having constructed the vision, set in motion an environment friendly disposition organizations commence
their path towards the long haul of defining strategic objectives, establishing critical success factors,
identifying key drivers that determine their objective planning and action orientation.

Chapter 9 – Designs Disintermediated – The chapter has been designed to provide a conceptual model
relevant for use at the strategic level while enabling appropriate organizational designs. Understanding the
environment at the micro and macro level or defining the context for redesigning structured in a people
sensitive area needs adequate thought and application. The X4X – Exercising for Excellence, Smart
Simplicity – framework includes the five dimensions of Smart Simplicity as well as two overarching
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workflows. Companies can apply the approach across each of the five dimensions or customize it to
address challenges in a particular dimension. Of relevance to us in design would be; “Structures”. The X4X
approach helps companies look for opportunities to remove unnecessary organizational layers, pool
resources in shared service centers, and outsource or offshore commoditized tasks, among other measures.
By improving portfolio management within its human-resources function, the company reduced head count
by 25 per cent. Initiatives included implementing a global IT system, aligning meeting schedules, and
developing standardized templates. Functional Efficiency and Costs – by applying X4X to this dimension,
companies can, for example, optimize service levels, eliminate duplicative services among functions, and
cut unnecessary spending. In the finance function, improvements to the forecasting process reduced the
workload by 5 to 10 per cent. Centralized forecasting and the elimination of duplicative bottom-up data
gathering helped to implement the improvements.

Chapter 10 – Collaborations Disrupted – The closing set of chapters on team, skills, human capital
challenges, value chain and structures deal with a contemporary issue of creating and managing
collaborations. Hierarchies practice demand and control to utilize resources, apply management skills,
optimize technology and justify effectiveness. This has necessitated bringing congruous, versatile together
yet concurrently forcing human expertise desirable for business performance and consequent results
compromised. Involvement is used as a source of control; organizational issues are made out to be focused,
by linking structure to problems, hierarchical structures substitute process interventions, with a benign hope
that problems go away when accountability is centered on an individual. The promise of a quick fix is
indulging and tempts organizations in need of solutions. We aspire to seek remedies that fix symptoms and
banish sustaining problems.

Chapter 11 – Digital Value Chain – This chapter focuses on the view, that sometimes through new,
not experimented before or significantly enhanced value propositions for customers, staff, vendors
sometimes through reimagined business models, tech systems, social strategies and sometimes through
hyper-scale platforms at the center of entirely new value chains and ecosystems disruptions are identified,
understood and managed. It also reiterates the fact that when attempting to develop an accurate assessment
of firm value, capital or intellectual respect, must incorporate a comprehensive view of the firm’s value
chain. Post understanding and through active interpretation, delivering these new value propositions in turn
requires renewal, revitalization, rethinking, or reimagining, the business processes, mechanisms, activities
and systems underlying them. Incumbent players, current or new, that have long focused on perfecting their
industry value chains are often stunned beyond their own realm of reality, to find new entrants introducing,
products, processes, systems, models, completely different ways to make money.

Chapter 12 – HR Disruptions – Thinking Ahead – This chapter deals with the role of the Boards –
Leaders and Governance including HR trends, practices and mechanisms to cope with disruptions. “The
view from where I sit is very different”, said a CEO. A year later, she was dethroned! Here was a CEO
saying that “she knows it all”. Perhaps, an example of failure in Governance. There cannot be a greater fall
in the eyes of peers, to be at the receiving end of perception on poor ethics and moral turpitude than a fall
taken by Board Members who do not do the job that they were appointed to do. A Board, appointed to
manage governance, is “a body of experts, attracted and trained specifically for institutional roles” and/or
an administrative policy execution making group, with the primary objective to protect the interests of the
shareholder while ensuring adherence to laws of the land.

In conclusion, we would like to take this opportunity to thank our clients, customers and vendors, who
through many unique and creative ways enabled the outcome of this book by responding to questions,
providing ideas and more importantly the inspiration, by practicing what they believed in despite facing
internal organizational disruptions in a difficult economic condition. Of special mention would be the
ability to reference material from amazing works of world-class teaching faculty, researchers, professors,
authors, thinkers, consultants and thought leaders from MIT – Sloan School of Management, Harvard,
Stanford, Wharton, University of Michigan, McKinsey, MIT SMR, BCG, Accenture, IBM, KPMG, XLRI,
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IIMs in India, Deloitte LLP, Journal of Management, Emerald Publishing, Sage Publishing, McGraw Hill,
Arthur Andersen Consulting, EY, PwC and Universities in the UK. All contributions and references have
been appropriately credited in the text.

In addition, I owe my gratitude to K.N. Pandey of the legendary “Himalaya Publishing House Pvt.
Ltd.”, and his team of many editors, including Lalita, who very patiently and diligently ensured that the
script was value adding, clear and easy to deal with apart from being reader-friendly.

My family consisting of my spouse Kavita Shermon – www.riverforestconnections.com and son
Anavir Shermon, Kenan-Flagler Business School, University of North Carolina, Chapel Hill, NC –
www.AnavirShermon.com continue to be my inspiration to write books. Their willingness to find me
disappear to a basement man-cave for months together and still deal with me with all civility is one visible
behavioral indicator of their support and sponsorship. Great joy to dedicate this book to both my parents
and my parents-in-law. While an 88-year-old mother stands tall to support today, others have moved on.
Each of them survived to see some of my publications while the mother continues happily to see this book
published. A thank you, to you, my reader, is perhaps the only true inspiration for my continuing to write
books when every digital messaging is against print media. But authors, readers and romantics know that
there is nothing like holding on to a book to read. Life goes on!

Best regards and thank you.

Dr. Ganesh Shermon
Managing Partner - RiverForest Investments

Partner – KPMG LLP
GRShermon@ICloud.com
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It is 2020 and you arrive at your office for what you think is yet another ordinary day. As you commence your day,
the day’s appointments are displayed in front of you and your digital assistant begins to speak, giving you a quick
rundown of the many new posts on your personalized social collaboration portal. Your touchscreen helps you delegate
tasks, cascade priorities and provide approvals to your team in the next ten minutes. You, thereafter, deploy a quick
pulse survey to get a feel for (your staff) the mood for the day!

This was your morning as you started from your home! You look at your smart watch, your 20-20 smart Google
glasses, and as you walk, crossing downtown shopping towards your office, you observe your favorite Salvatore Ferragamo
tie at a window display and your smart glass displays prices, choices, styles and locations to shop. It shows how would it
look on you, if you were to wear it with your favorite blue pinstriped suit. It also suggests a matching tie pin and cufflinks.
You know you can place an order as you walk and it will be delivered to you at your office before EOD.

Having reached the subway metro station, you digitally pay your fares, as the biometric screen recognizes you, charges
your credit card on your smartphone, thanks you and opens the revolving gate, of course you could have tapped and walked
in too. You actually have multiple ways to pay, many ways to enter your train station for that matter. Your EA, who had in
parallel monitored your morning on her mirror screen has already sent in your appointments to your digital memory on your
eye glasses, which in turn had booked your cab for a customer meeting, and a message has also gone to the restaurant for
a table booking. Reports and notes for your meeting have been uploaded on to your DiGiPAD.

Cut to Now! At lunch, coffee and your Fettuccine Alfredo has been prepared by your friendly restaurateur,
(happens to be a robot) based on a digital request, your digital assistant had made, to perfection. And your customer
grins at how thoughtful you are as she sips a, “tall skinny latte with a double shot, Decaf, Columbian, black, no sugar,
a slice of lime”.

“Just whisper the word “disruption” if you want to scare the life out of many business leaders. But contrary to
some claims, disruption can be averted, and many businesses find ways of managing through it”. In MIT SMR 2016,
“Keep Calm and Manage Disruption

–– Joshua S. Gans

TRENDING TO THE ORGANIZATION
OF TOMORROW
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So? So what is this all about? “Currently, only top managers have human executive assistants, but in the near
future, everyone who has a smartphone can have a digital executive assistant. This will be made possible by the
“mobile cloud” technology that integrates the convenience of the mobile phone with the power of cloud computing.
The mobile-phone interface will shift toward interactive voice communication — just like communicating with
a human assistant — but your digital agent will be able to access and search vast amounts of information in the cloud
almost instantaneously, enabling quicker and better decisions. Setting up meetings, making appointments, organizing
trips, co-authoring documents, and accessing databases and dashboards will all become much simpler, more intuitive,
and more convenient. Today, the low-cost communications and computing power available to even small enterprises is
dramatically more powerful than what even the largest multinational corporations could afford 20 years ago. This has
led to the growth of “micro-multinationals” — small start-up firms that are born global. Real-time machine translation
will make global operations even easier. One person can speak English while the other hears a real-time translation into
Chinese. This is now possible in the lab but will be available to everyone within the next few years. Management
inherently involves organizing groups of people to get things done, and communication is a key piece of organization.
In the future, there will not only be more person-to-person and person-to-agent communication, but more
agent-to-agent communication. How will this work? Suppose that you want to meet with a colleague. You will ask your
digital agent to negotiate with his or her digital agent to schedule a meeting. When the meeting happens — either in
person or online — both of your agents will listen in on the meeting and transcribe the results into text that can
subsequently be searched and accessed as needed. The meeting notes can be algorithmically edited and summarized”,
in “Executive Assistants for Everyone” by Hal R. Varian (Chief Economist – Google) in MIT SMR 2016. He continues,
“Your digital agent will send a note to your friends — really your friends’ agents — suggesting a get-together after
work. The agents will pull together a list of suggestions about where to meet, and your friends can indicate their
preferences, allowing the agents to find a consensus location. The agents can remind their masters when to leave so as
to arrive on time, and if someone is late, his or her agent can notify the others”.

So, today! The world has changed for people; organizations are hyperactive to bring this new world to their staff
to engage them and beat the war for talent. As it changes, expectations of your staff changes and these are not
conscious but those that are sublimely making its impact on people and their personalities, their likes, dislikes and the
way they begin to engage socially with other colleagues, customers and vendors. “And an average day of a CHRO has
changed forever. HR management systems (HRMSs), applicant tracking systems (ATSs), learning management
systems (LMSs), and most payroll and benefits applications were created to streamline the work of HR administration,
improve record keeping, and help redesign HR processes. Although employees were considered the “end-users” of
these systems, they typically used them as little as possible, and mainly as replacements for the paper forms developed
by HR”, says Bersin by Deloitte. “Workers on the factory floor have suddenly gathered at a point along the production
line. Some are scratching their heads. Others are gesticulating wildly. Most stand with their hands in their pockets.
Something is wrong, and no one has thought to call management. In the near future, scenes like this one will be
obsolete. Thanks to advances in artificial intelligence (AI), managers will be alerted to workplace anomalies as soon as
they occur. Unusual behaviors will be identified in real time by cameras and image-processing software that
continuously analyze and comprehend scenes across the enterprise. The hunch-based bets of the past already are giving
way to far more reliable data-informed decisions. But AI will take this further. By analyzing new types of data,
including real-time video and a range of other inputs, AI systems will be able to provide managers with insights about
what is happening in their businesses at any moment in time and, even more significantly, detect early warnings of
bigger problems that have yet to materialize. As a researcher, I learned to appreciate the value of early warnings some
years ago, while developing algorithms for analyzing data from hospital emergency rooms and drugstores. We
discovered that we could alert public health officials to potential epidemics and even the possibility of biological
warfare attacks, giving them time to take countermeasures to slow the spread of disease”, in “Predicting a Future
Where the Future is Routinely Predicted”, Andrew W. Moore, MIT SMR 2016. He continues, “Executives wouldn’t
need to wait weeks or even days for a survey to be completed; these systems could tell you the emotional state of your
customers right now”.

A 1900s Retrospective – Compare this with a retrospective from a legendary thought leader Alfred D. Chandler
in “Organizational Capabilities and the Economic History of the Industrial Enterprise” published in Journal of



Trending to the Organization of Tomorrow 3

Economic Perspectives, Summer, 92. “A new type of industrial enterprise appeared suddenly in the last two decades of
the 19th century. Throughout the 20th century, these firms were created and continued to grow in much the same
manner, and they continued to cluster in industries with the same characteristics. These industrial firms first appeared
as modern transportation and communication networks were completed—networks that themselves were built, operated,
enlarged and coordinated by large hierarchical firms. By the 1880s, the new railroad, telegraph, steamship and cable
systems made possible the steady and regularly scheduled flow of goods and information, at unprecedented high
volume, through the national and international economies. Never before could manufacturers order large amounts of
supplies and expect their delivery within, say, a week; nor could they promise their customers comparable large-scale
deliveries on some specific date. The potential for greatly increased speed and volume of production of goods
generated a wave of technological innovations that swept through western Europe and the United States during the last
decades of the 19th century, creating what historians have properly called the Second Industrial Revolution (to
differentiate it from the “first” that occurred in Britain at the end of the 18th century, through the application of coal
produced steam-powered machinery to mining and the production of textiles, metals and metal products). Old
industries were transformed, including the making of steel, copper and aluminum; the refining of oil and sugar; the
processing of grain and other agricultural products; and the canning and bottling of the products thus processed. New
industries were created. In chemicals, new processes produced man-made dyes, medicines, fibers and fertilizers. New
mass-produced office, agricultural and sewing machines quickly came on the market, as did heavy machinery for
a wide variety of industrial uses. The most revolutionary of the new technologies were those that generated and
transmitted electricity for lighting, urban traction and industrial power. These new industries drove economic growth
and played a critical role in the rapid reshaping of commercial, agrarian, and rural economies into modern, urban
industrial ones. The newly formed enterprises that created and expanded these industries almost immediately began to
compete in international markets. Firms in these transformed or new industries differed from older ones like textiles,
apparel, furniture, lumber, leather, publishing and printing, shipbuilding and mining. The new firms were far more
capital-intensive, and able to exploit the potential of economies of scale and scope made possible by the new
technologies of production far more effectively. These potential cost advantages could not be fully realized unless
a constant flow of materials through the plant or factory was maintained to assure effective capacity utilization. If the
realized volume of flow fell below capacity, then actual costs per unit rose rapidly. They did so because fixed costs
remained much higher and “sunk costs” (the original capital investment) were also much higher than in the more
labor-intensive industries. Thus, the two decisive figures in determining costs and profits were (and still are) rated
capacity and throughput, or the amount actually processed within a specified time period. (The economies of scale
theoretically incorporate the economies of speed, as I use that term in The Visible Hand, because the economies of scale
depend on both size—rated capacity—and speed—the intensity of which the capacity is utilized.) In the
capital-intensive industries, the throughput needed to maintain minimum efficient scale required careful coordination
not only of the flow through the processes of production but also the flow of inputs from suppliers and the flow of
outputs through intermediaries to final users. In the new and transformed capital-intensive, oligopolistic industries, the
first movers and challengers competed vigorously for market share in national and international markets. Although
product pricing remained a significant competitive weapon, these firms competed even more forcefully through
functional and strategic efficiency: that is, by carrying out processes of production and distribution more capably; by
improving both product and process through systematic research and development; by locating more suitable sources of
supply; by providing more effective marketing services; by product differentiation (in branded packaged products
primarily through advertising); and by moving more quickly into expanding markets and out of declining ones. In this
climate of oligopolistic competition, market share and profits changed constantly.”

The Millennial Emergence

The 21st century, however, presupposes an organizational systemic preparedness for gaining and retaining
competitiveness in a global and native business scenario. Digital HR organizations bring in challenges significantly
different from what has been so far experienced. The early 20th century predominantly focused on the manufacturing or
the production priorities of the firm. The firm was treated as a mechanical outfit created to maximize products with
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labor as an important factor in the process. Thereafter, the sciences espoused manufacturing excellence with speed,
automation of the human systems, socio-technical variables for efficiencies, scientific management, mass production,
assembly line advantages, single product dominance and worker productivity.

What followed was the consumer era with the corporations prioritizing its energies towards creating and
sustaining brands, products and lifestyle interventions for the consumer. Sales and distribution networks were expanded
to ensure reach, effective market penetration, identifying the consumer in the common person and ensuring product
availability at his/her point of purchase. Supply chain efficiencies were dealt with as a single largest independent
variable for ensuring customer satisfaction. The last two decades and the last quarter of the century realized the
potential of the computer systems, electronic data processing, information management tools and techniques to help
organizational data analysis, synthesis, decision support, and primarily consolidation and retrieval. The systems were
available through a process of aggregating the experience of users and technicians for corporate use and effectiveness.
But an override was talent in a learning organizational context.

Table 1: Millennials Arrive

Multi-generation Workplace Behaviors

Work Aspect
Generation-Y
(16-30 years)

Generation-X
(31-46 years)

Boomers
(47-65 years)

Traditionalists
(66-86 years)

Networks
Communication

 They are quicker to
respond to texts or
“ping” their social
media network.

 They have
disproportionate
preference for
communication over
e-mails.

 Boomers typically
rely on face-to face
meeting or phone
calls.

 Traditionalists do not see
the utility of social media
as a workplace tool. They
have preference for
face-to-face meetings.

 They do not need
face-to-face encounters
to build on
relationships.

 They are slightly
reluctant to
communicate
face-to-face or over
phone.

 They value
face-to-face
encounters as a
medium of building
rapport and
relationships.

 They tend to view
knowledge as power and
they sometimes hoard it
to stay in control.

 Generation Y is not
very comfortable using
e-mail as a dominant
mode of
communication.

 Prefer systemic
solution to problem
solving.

 Believe that native
values would make
things happen in
connecting with
people.

 Lack of transparency
around compensation,
rewards and career
decisions.

 They are constantly
balancing the costs of
working somewhere
against the personal
benefits they derive,
being entrepreneurial
including a match in
values.

 Have the ability to
strategically
leveraging peoples’
differences to
achieve competitive
advantage/better
business results.

 Worked on the
notion of learning
based contribution,
occurrence-based
delivery and
task-based
performance.

 Do not actively engage.
Believe in formal
structural processes,
hierarchical styles, distant
from rank and file.

Managing and
Feedback

 Millennials/Generation
Y prefers regular
communication and
feedback regardless of
how it is delivered.

 Generation X
understand the
importance of
feedback and often
integrate both
qualitative and
quantitative aspects.

 They prefer to
provide feedback
on a need-to-know
basis.

 Traditionalists often tend
to rationalize the need for
feedback.

 They rely on constant
feedback, review
processes, style
monitoring
mechanisms and
coaching. They prefer
real-time feedback.

 They seek feedback
on an intermittent
basis and as a source
of intrinsic
motivation.

 Feedback provided
is related to end
term performance
results.

 They view coaching and
mentoring as a
need-based intervention.
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 Focus of feedback
is more on present
performance rather
than improvement
focus.



Getting Work
Done

 They rely on
technology, internet
and social platforms
to get their work
done.

 Gen Xers are
independent, enjoy
informality, are
entrepreneurial,
and seek emotional
maturity.

 Boomers are
procedure and
rules oriented
while getting the
work done.

 They strictly rely on
work ethics to get things
done.

 Millennials want
more control of the
work they do,
including determining
the way things should
get done.

 Enjoy work but are
more concerned
about navigating
the work-life
balance.

 They possess a
strong commitment
to teamwork and
collaboration to get
work done.

 This generation is highly
dedicated but at the
same time risk averse.

 Millennials may tend
to see work-life
flexibility as a
necessity rather than
a perk.

 Constant
familiarity in the
networked world
has had a profound
impact on their
approach to
problem-solving
and collaboration.

 Prefer working on
knowledge-based
activities that
requires depth,
quality and
consistency.

 High degree of
self-motivation in this
band of employees who
have seen many
economic downturns,
have a built-in resilience
to bounce back and
manage their careers.

 Career paths would
not be linear, would
be flexible, lateral,
make horizontal
growth that are
knowledge-intensive,
real visibly
supervising an
intellectual mind.

 Competition for
skills and talent is
increasing. More
importantly, this
competition for
skills is expected to
intensify and
become even more
competitive when
the Baby Boomers
begin to retire.

 “Intellect
hierarchies”,
positions of leaders
and managers held
by those with a
know-how,
know-what and the
know-why.



Getting Ahead  They have a strong
learning orientation.

 Gen Xers are
willing to develop
their skill sets, take
on challenges and
are perceived as
very adaptive to job
instability in the
post-downsizing
environment.

 They have a higher
priority for work
over personal life.

 Traditionalists view
better position as a
career advancement
opportunity.

 Flexible workdays,
part-time decisions
would become
common with
employees
determining work
goals, work content
and work
methodologies
depending upon the
technological
infrastructure
available for effective
performance.

 They want to build
a repertoire of
skills and
experiences they
can take with them
if they need to, and
they want their
career path laid out
in front of them.

 They tend to work
hard to reach to the
next level of career
progression.

 Leadership positions are
likely to lead mature
organizations in business
or functional roles with
very little difficulty.
They possess an intrinsic
capability to handle
complex brick-and-
mortar economy
companies with ease.
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 They seek
opportunities to grow
and develop through
knowledge
enhancement and
development.

 CEOs from this
generation have
acquired capability
to manage a
combination of
enterprises that
straddle both
old/new economy.

 They put in
stretched hours at
work to achieve
their career
aspirations.

  Baby boomers put
a heavy focus on
work as an anchor
in their lives.

Cut to 2017 – Why Would Intellect Dominate?

We are now at the threshold of the knowledge era – 2017, not way back in 1800, “there are so many aspects of
transformation that we have seen”. Notes by Alfred Chandler that resonate even today); where intellect would dominate
organizational processes; make information, data and learning only as a fundamental and necessary condition for
knowledge creation and management. The analysis, synthesis, and enveloping variables would be people, process,
technology and environment for making things happen. The knowledge organization environment, at least, in the first
few decades appears to be quite predictable for organizational scientists. The emergence and happening of the tech
knowledge era is for sure. Machine learning, for example, cloud as a hosting solution or analytics as a driver for
challenging thinking, or the power of social strata (read media) of the society making a corporate influence through
Glassdoor, Tumblr and Facebook in the knowledge economy corporate performance is measured by the return on the
knowledge invested. In fact, knowledge is a personal wealth when it is achieved and is a corporate asset when it is
shared and institutionalized.

More than a quarter of the petrol we but owe its existence to an idea and late night scribbles in the notebooks of
two Mobil scientists. They discovered that a synthetic catalyst could make crude oil yield far more petrol than ever.
Their breakthrough led to a process that is now being used in nearly every major refinery in the world.

Resource Dependence Will Come Down

Capital resources and asset management turn into “not-so-critical management parameters” for creation of
shareholder wealth. While investing resources continues to be an essential ingredient for corporate competitiveness and
retaining innovative advantages, money by itself would mean precious little to make or break a deal. Knowledge
brought in and grown by the corporate determines organizational competitiveness and successes seen as fundamental
for business survival. The premium for managerial actions is on the ability to attract, hold, and maximize the
intellectual equity available within the corporate. Interestingly, the cycle of maximization, optimization and
minimization is inevitable in human capital management too. People bring into their organizational settings a core set
of knowledge, experience, competencies, skills, learning, training, demonstrated performance and potential. The
summation of this set of parameters is the organizational intellectual equity. The environment necessitates global
networks, connected business portfolios, functional linkages across geographies, resources grouping and sharing in a
seamless, boundaryless organizational space. It is an opportunity to invent anywhere and share in all necessary places
as may be deemed appropriate.

Concurrently, corporate environment and people-manifested boundaries are seemingly disappearing. Corporate
creation and management is no longer asset-dependent and myopic in term. There is a distinctive alignment of
objectives on what constitutes corporate wealth and should be nurtured and grown in value.
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Discerning Client Needs

At the external influence scenario, there is a critical focus on value imperative and making marginal improvement
appear inconsequential. The customer does not pay for corporate inefficiencies and poor management. The opportunity
to transfer in the short- and medium-term organizational handicaps to the customer or in some situations where
environmental protection was available, the inefficiencies continued and was shared with the customer indefinitely.
Nevertheless, value and service imperative become fundamental, unarguably. The customer truly has limitless options
to determine alternatives, evaluate concurrent advantages, make choices on a time frame that is open, transparent and
easy to administer. In other words, the customer is under no compulsion to buy what is available at the first distribution
location or be governed by ad factors that profile the products more attractively than what it delivers. Options have not
emerged because corporate turned efficient in the consumer environment, but the environment in which the consumer
shopped turned turtle. Products that were far and wide in reachability and purchase ability were now available at the
current consumer environment for added value at an affordable price.

21st Century Implies Digital Tech

The knowledge organizational business is likely to cope with a dramatic managerial change given the advent of
information technology and knowledge emphasis in the basics of management actions. The service trade-on meant
more value at lower cost and the organizational product offering reflected choice, value, service and shopping
advantage to the average consumer. The new order business necessitates aggressive IT investment, basically to remain
competitive and cope with the changing environment. Service to the consumer necessitates core and purposeful IT
investments meant to dramatically make the winning product difference.

Fig. 1: Digital Tech Evolution

Why? Because Technology will Substitute Infrastructure

Technology should substitute infrastructure in any form. In the organization, form of the firm structures turn wide
and spread out across product, geography and functional boundaries. Forms could mean multiple business units
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connected by the value-adding staff and a core corporate group. Functions and businesses need to integrate for effecting
customer service. Yet functional and specialist compromises for depth of the intellect is counterproductive. Pyramids
no longer should be repeated for each of the product segment with the SBU as a method for design effectiveness. The
alternate forms of MBU (Multiple Business Units) with brand – market and product – manufacturing focus would turn
more effective for the digital driven organization. All other services are available electronically. IT effectively connects
people than otherwise through a traditional channel of HR.

“The HR technology market, which is now more than $15 billion in software alone, is exploding with growth and
innovation,” said Josh Bersin, Principal, Bersin by Deloitte, Deloitte Consulting LLP. “One of the most disruptive
changes is the trend toward automating HR practices and integrating systems, making them so easy to use that people
think of them as part of their daily life. By embedding and automating HR practices into applications employees use
every day, HR ‘systems of record’ are becoming ‘systems of engagement.’ At the same time, these systems give leaders
the real-time information they need to adapt to changing business and labor conditions.”

Why? Because Technology will Co-opt Competition

The knowledge organization business presupposes cooperation and collaboration for effective competition.
Market strategies to demonstrate dominance without value but by consumer influencers would turn counterproductive
for corporate. Competition would but find inevitable to collaborate and cooperate to make the product offering
aggressive to draw the customer towards it. The current trend in mergers of mega corporate that are successful with
larger corporate is an indicator of the inevitable trend of large corporate cooperation. Yet the corporate need to bring in
boutique products to suit the frills and thrills of a discerning consumer, make the manufacturing process mass
customized, and demonstrate manufacturing flexibility all make a satisfied customer. Wealth from manufacturing is
being created by ideas, brainpower – design, logistics, marketing, sales and information systems.

Why? Because Technology Will Build the Human Society

Human society is infinitely complex and difficult to interpret and manage. Rarely do rational choices become the
fundamental orientation for managing the human issues. Technology has only added to its complication. For companies
to maintain and enhance its competitiveness, a broad spectrum of understanding is essential to differentiate between
compelling and not-so-compelling parameters in human management and technology interface. Large corporations
derive a world view as they see the coexistence of human factors and technology imperatives that make organizations
viable and growing. Now, thanks to cloud-based technology and a more commodity-like nature to many of the features,
talent management providers can choose to build talent features and buyers are often willing to give up leading unique
functionality for the promise of a single vendor talent management solution. It is not possible for integrated talent
management vendors to include every innovation in the filed into their product road map, but can very well provide
sufficient integrators and accelerators to bring them altogether. While many of the standalone talent management
companies will continue to specialize and excel, Talent Management Solution, for example, is growing aggressively
year on year, on the same premise of excellence at employee experience level, when compared to launches by smaller
institutions who may find it tougher to compete with large software solution providers such as Fusion, Infor, NetSuite,
Cornerstone on Demand, Workday or Success Factors.

Why? Because Performance Orientation Will No Longer be about the Rate (Ratings) Race

Organizations are created with some expectations. The stakeholder that includes the shareholders, customers and
regulators have a variety of expectations from the organizations. The sum total of these expectations from the
organization becomes the benchmark against which the organization is measured. Memorandum of Understanding,
Expectation Agreements, 360 degree feedback, year long feedback process, performance coaching processes, online,
real-time improvement conversation, are some examples of such expectations.
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What are these Disruptive Influences? – First Determinant – Business Model

“News-making digital attackers now successfully disrupt existing business models—often far beyond the
attackers’ national boundaries:

 Simple (later bought by BBVA) took on big-cap banks without opening a single branch.

 A DIY investment tool from Acorns shook up the financial-advisory business.

 Snapchat got a jump on mainstream media by distributing content on a platform-as-a-service infrastructure.

 Web and mobile-based map applications broke GPS companies’ hold on the personal navigation market.

No wonder, many business leaders live in a heightened state of alert. Thanks to outsourced cloud infrastructure,
mix-and-match technology components, and a steady flood of venture money, start-ups and established attackers can
bite before their victims even see the fin. At the same time, the opportunities presented by digital disruption excite and
allure. Forward-leaning companies are immersing themselves deeply in the world of the attackers, seeking to harness
new technologies, and rethinking their business models—the better to catch and ride a disruptive wave of their own.
But they are increasingly concerned that dealing with the shark they can see is not enough—others may lurk below the
surface. Today’s consumers are widely celebrated for their newly empowered behaviors owing to unmet demand and
escalating expectations. By embracing technology and connectivity, they use apps and information to find exactly what
they want, as well as where and when they want it—often for the lowest price available. As they do, they start to fulfill
their own previously unmet needs and wants. Music lovers might always have preferred to buy individual songs, but
until the digital age, they had to buy whole albums because that was the most valuable and cost-effective way for
providers to distribute music. Now, of course, listeners pay Spotify, a single subscription fee to listen to individual
tracks to their hearts’ content. Similarly, with photos and images, consumers no longer have to get them developed and
can instead process, print, and share their images instantly. They can book trips instantaneously online, thereby
avoiding travel agents, and binge-watch television shows on Netflix or Amazon rather than wait a week for the next
installment. In category after category, consumers are using digital technology to have their own way. In each of these
examples, that technology alters not only the products and services themselves but also the way customers prefer to use
them. A “purification” of demand occurs as customers address their previously unmet needs and desires—and
companies uncover underserved consumers. Customers do not have to buy the whole thing for the one bit they want or
to cross-subsidize other customers who are less profitable to companies. Skyrocketing customer expectations amplify
the effect. Consumers have grown to expect best-in-class user experiences from all their online and mobile interactions, as
well as many offline ones. Consumer experiences with any product or service—anywhere—now shape demand in the
digital world. Customers no longer compare your offerings only with those of your direct rivals; their experiences with
Apple or Amazon or ESPN are the new standard. These escalating expectations, which spill over from one product or
service category to another, get paired with a related mind-set: amidst a growing abundance of free offerings, customers are
increasingly unwilling to pay, particularly for information-intensive propositions. (This dynamic is as visible in
business-to-business markets as it is in consumer ones.) In short, people are growing accustomed to having their needs
fulfilled at places of their own choosing, on their own schedules, and often gratis. Can’t match that? There is a good chance
another company will figure out how. What, then, are the indicators of potential disruption in this upper-left zone, as
demand becomes less distorted? Your business model may be vulnerable if any of these things are true:

 Your customers have to cross-subsidize other customers.

 Your customers have to buy the whole thing for the one bit they want.

 Your customers cannot get what they want, where and when they want it.

 Your customers get a user experience that does not match global best practice.

When these indicators are present, so are opportunities for digital transformation and disruption. The mechanisms
include improved search and filter tools, streamlined and user-friendly order processes, smart recommendation engines,
the custom bundling of products, digitally enhanced product offerings, and new business models that transfer economic
value to consumers in exchange for a bigger piece of the remaining pie. (An example of the latter is TransferWise,
a London-based unicorn using peer-to-peer technology to undercut the fees banks charge to exchange money from none
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currency into another”, conclude Angus Dawson, Martin Hirt and Jay Scanlon, McKinsey Consultants in McKinsey
Quarterly.

What are These Disruptive Influences? – Second Determinant – Strategic Structures

The organization’s strategy is its chosen way of meeting these expectations. While the effectiveness of the strategy
radically affects the probability of meeting expectations, organizations with similar strategies differ in their results.
These differences can be attributed to the organization’s ability to execute a given strategy. Many international
companies have entered into a variety of strategic partnerships, ranging from mergers and acquisitions, through joint
ventures, to a range of other more limited projects such as co-production and outsourcing. They seem to have heeded
the words of Ken Ohmae (1989) that, ‘in a complex, uncertain world filled with dangerous opponents, it is best not to
go it alone’. However, through it may be true that ‘Globalization mandates alliances, makes them absolutely essential
to strategy’ (Ohmae, 1989), there may be a variety of problems that need to be addressed, ranging from a clash of both
national and corporate cultures to the fear that such partnerships may in fact be ‘Trojan horses’, allowing potential
competitors easy access to home markets, core competencies and advanced technologies. Many Western companies
have been accused of entering into such alliances with Japanese and Korean companies for short-term financial and
marketing benefits, given rising costs, difficulties in accessing international markets and the risks of ‘going it alone’ in
developing new products and processes. However, the Far Eastern companies have often approached such alliances
with a different orientation (Hamel, 1991). They have often been more oriented to learning over a long time scale,
acquiring otherwise unobtainable skills, products and technologies (e.g., Philips and Matsushita over compact discs).
Unless both partners weigh up the risks and opportunities and both approach it with ‘learning’ in mind, the core
competencies of one partner may be inadvertently opened up, leaving it hollowed-out and de-skilled, dependent on
external partners for supplies, components, technologies, and new designs (Dennis R. Briscoe & Randall S. Schuler).
Working closely with skilled engineers, scientists and managers leave many opportunities for learning about
converging technologies and future strategies.

Fig. 2: Articulating Strategy

This ability is a function of the design of the organization and its operation. The design of the structure, processes
and technology has to be geared towards performance. Moreover, the structure, processes and technology have to
collectively make sense. People who are working within the organization cannot rectify inconsistencies in the design of
the organization. The structure includes the division of roles and accountabilities across the value chain, levels and
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geography. The management processes are meant to interconnect roles for meeting the expectations of the stakeholders.
Such processes would include Manpower Planning, Resourcing and Performance Management, obtaining feedback and
starting planning again. The performance management process would include breaking corporate goals down to
individual levels, micro goal setting, establishing connections between financial goals, customer measures, internal
process measures and people development measures, measurement of results against objectives and appropriate
feedback and corrective mechanisms. The technology and infrastructure provides the platform that enables the people
to perform their roles. Clearly, alliance and partnerships involve more than sharing money, technology and products;
they also involve sharing people and HRD practices. Collaboration is often limited to specific activities, since in other
areas, the partners remain competitors. Such competitive collaboration raises new HRD issues, even in more limited
ventures such as international research consortia (e.g., ESPRIT), R&D partnerships, marketing and distribution
agreements, and licensing arrangements. Some types of alliance demand more interaction, such as joint ventures. These
often demand a collision or blending of national and corporate cultures and styles (e.g., Olivetti and ATT). In addition
to team building and two-way communication, such projects may require ‘dating’ and trust-building on smaller-scale
projects like licensing agreements first. For example, Daimler-Benz found difficulty in adjusting its orderly style to
Mitsubishi’s leaderless group approach. There will be a need to pay attention to issues of job design – redesign, new
job identities, changing recruitment methods, selection isses and HR planning, e.g., numbers, skills mix, digital age
new jobs, changing responsibility mix. Who do staff work for – the original partner or the joint ventures? Who hires
them? How are disagreements handled? If the venture fails, who do its employees work for? writes, Dennis R. Briscoe
& Randall S. Schuler in “International Human Resource Management”, 1995, Routledge.

Fig. 3: Disruptive Digital Designs

What are These Disruptive Influences? – Third Determinant – Culture and People

The people and the talent management processes are the software of the organization. These perform within the
context of the above structure, process and technology. Even the best of the performance management processes cannot
guarantee performance if this system of structure, process, technology and people collectively do not make sense. This
determines established enablement that works on talent priorities, drivers and enrichment. The workforce of all
organizations is growing ever more culturally diverse (see also Wilson, this volume). In many countries, extensive
migration has meant that the workforce often consists of people from a variety of ethnic, racial and cultural
backgrounds. Internationalization has stimulated the exchange and transfer of human resources across borders and
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continents. Managing this multicultural workforce poses a number of new challenges of HRD. Many organizations,
such as British Airways (BA), have sought to incorporate cultural diversity into their products and services in order to
meet diverse customer needs and to recruit, retain and motivate a culturally diverse workforce (Dennis R. Briscoe &
Randall S. Schuler).

Fig. 4: Disruptive Digital Cultures

What are These Disruptive Influences? – Fourth Determinant – Leadership

“First, it was clear to me that the manager’s role as a coordinator of work would come under increasing pressure.
Constant improvements in robotics and machine learning, in conjunction with the automation of routine tasks, make
management a more unclear practice. What is a manager, and what is it that managers do? Are we witnessing the end of
management? Next, I could see an inevitable shift in which a parent-to-child way of looking at the relationship between
the manager and his or her team would be questioned and ultimately superseded by an adult-to-adult form. The nexus
of this more adult relationship concerns how commitments are made and how information is shared. When technology
enables many people to have more information about themselves and others, it is easier to take a clear and more mature
view of the workplace. Self-assessment tools, particularly those that enable people to diagnose what they do and how
they do it, can help employees pinpoint their own productivity issues. They have less need for the watchful eyes of
a manager. Third, it seemed to me obvious that technology would tip the axis of power from the vertical to the
horizontal. Why learn from a manager when peer-to-peer feedback and learning can create stronger lateral forms of
coaching? Moreover, technology-enabled social networking is capable of creating robust and realistic maps of
influence and power — so no more hiding behind fancy job titles, in “Rethinking the Manager’s Role”, Lynda Gratton,
MIT SMR 2016. She continues, “Finally, the rise of platform-based businesses such as Uber Technologies Inc. has
excited everyone about platforms and how they can create a fertile arena for new businesses to be built while also
acting as a conduit for flexible ways of working”.
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Fig. 5: Disruptive Digital Leadership

What are These Disruptive Influences? – Fifth Determinant – Organizational Outcomes

Organizational Performance is the outcome of the interactions between these organizational variables discussed
above as performance determinants that deals with intellectual talent. Each of these variables is an independent and
dependent variable at the same time. Each variable influences the other all the time. Structures influence behavior and
behavior makes structures succeed or fail. As a consequence, the interactions between these variables are not linear.
These interactions are, therefore, cyclical, reciprocal, analytic and systemic. These systemic relationships make the task
of the organization designer and the chief executive complex and difficult. Unraveling mysteries of organizational
performance is, therefore, a complex task that requires clarifying the systemic relationships between these variables.
Most analyses that seek a linear explanation hence fail to yield results. For this to be effective, we need to find effective
ways to approach the systemic problem.

Lambda Solutions, Sean Hougan says, “2015 is the year to invest in talent analytics and workforce management
systems because we now have enough information to know that they are extremely effective. Talent analytics drive
hiring, retention and identification of high-performing candidates. Bersin by DELOITTE, notes that one client found
that traditional rubrics of hiring candidates such as the university they attended, their GPA, academic activities and
GPA were not indicative of high performance. With the right data and a talent analytics program, the organization was
able to identify factors that were actually indicative of a candidate’s performance. Thus, an additional reason to get
started building out talent analytics programs is because there is a significant time investment. Josh Bersin estimates
that it takes between 2-3 years to “build a holistic talent analytics team”.

What are These Disruptive Influences? – Sixth Determinant – Systemic Problem

1. Comprehensive Understanding of Business Realities: In order to make a substantial difference to a systemic
issue such as organizational performance, a thorough understanding of the client’s business and organizational
realities is essential. Such a study should include the organization’s environment (current and expected)
including competition, regulatory environment, relative strengths and weaknesses, business processes,
geographical presence, employee profile and technological infrastructure.

Transition to the culture-
driven organization can be
done in four ways:

1. Based on the Operator
Culture

2. Focus on the Engineering
Culture

3. Driven by Executive Culture
4. Unproven fundamentals in

a Digital Culture

Transition

Institution
Builder

Competing
Organization

Visionary

Learning
Organization

Teacher

Human
Organization

People
Strategist

High
emphasis

Operator

Culture

Low
emphasis

Engineering

Culture

Executive

Culture

High
Emphasis

Digital

Culture

Low
emphasis



Digital People Organization – “Disrupting HR”14

2. Causal Loops and Archetypes: In an interdependent system such as the one that operates in a company, the real
interlinkages are not apparent. There is, therefore, a tendency to look for the root cause of the problem outside
the system, whereas the problem lies within the system. Problems continue through causal loops that interact in
the form of typical “archetypes”. Piecemeal solutions quite often exacerbate the problem, since they reinforce
some of the causal loops. The solution lies in collectively discovering the archetypes, breaking the destructive
loops and creating winning loops. Systems Thinking offers a technique of analyzing complex circular
relationships of this nature. Causal loop diagrams help unravel the cause-and-effect relationships between the
variables and determine the areas for impact.

3. Interactive and Partnering: Such interventions are best achieved by a group of people who work on
understanding the causality amongst the various factors and opportunities for interventions. The company should
work closely with the facilitators. The facilitating team should bring in complementary skills necessary for an
assignment of this nature and learn from each other during the process.

4. Phased Approach: A phased approach ensures that the management and the facilitators can review the
engagement at key points and decide appropriate course for the way forward. A phased approach offers
opportunities for reviewing scope at the end of every stage, making midcourse corrections, changing pace of the
project, and adding resources if required.

5. System Diagnostic: The focus is on establishing the interlinkages within the system through problem definition
and analysis. This can be achieved through interviews with senior management, branch managers, customers,
employees and unions.

All the disciplines are to be practiced alongside each other and they have an impact on one another as well.
As Hodgkinson (1998) describes, the intellectual learning organization is a process rather than a state, something that
all members of an organization have to work on all the time, yet can never be fully realized. Pedler and Aspinwall
(1996:182), too, stress that the learning company must remain a particular vision, to be realized in the context of
a unique organization. Even though this may be the case, they consider it possible to generalize about organizational
learning. People in companies learn from the problems, dilemmas and difficulties they encounter, together with their
attempts to overcome them. Companies have much to learn from each other, too, but this can only be achieved if the
contrasts are raised and the differences between them made explicit. In other words, there is no such thing as the
learning organization, but a variety of learning organizations that embarks upon the knowledge transformation
journey that can benefit from each other’s experiences.
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Digital Characteristics

Digital Characteristic 1: Economic future based on knowledge thrives on weightlessness in size, scope and
horizon in the context of service industry.

 The top 20% of the world’s labor force constituting the knowledge worker and today this knowledge worker will
earn more than the other 80% combined. Knowledge Workers (Peter Drucker) (design engineers, research
scientists, software analysts, lawyers, creative professionals, brand managers, financial specialists, HR specialists,
tax consultants, etc.) dominate both the job market and the consequent compensation. Drucker defines
knowledge worker as an executive who knows how to allocate knowledge to productive use, just as the capitalist
knew how to allocate capital resources to the organization.

 This knowledge-based work will represent the bulk of wealth creation in modern economies 94% of the GDP by
the year 2030.

 Enterprise growth will be determined by innovation that in turn depends on knowledge and the intellect.
Japanese and now the IT firms have demonstrated an unrelenting search for new ways of doing business.

 Today, over 35% of factory line workers have some college education, and over 30% of precision production or
craft workers are college graduates.

 The value chain restructuring will ensure 70% to 90% value additions in service “intangibles.” To list a few,
these intangibles are customized service, online ordering, mail-order delivery, and electronic commerce services.
The value element of manufacturing and raw material content in the provision of any product will constitute only
the balance 10% to 30%.

 The brain and not the brawn would turn into the critical success factor for economic growth. Intellectual
infrastructure, that is inherently more difficult to organize and manage will gain predominance over physical
infrastructure that can be globally resourced. Third world countries in turn have utilized this opportunity to open
doors for low-cost manufacturing, e.g., China, India, Pakistan, Bangladesh, Africa, South America, etc.

 The Internet and the World Wide Web are revolutionizing the way we work, the way we do things to make
things happen and the way we would find corporate most effective in the toughest of business environments – all
because of knowledge and information at the call of a business enterprise. Intel ranks #1 in the world for overall
e-commerce revenue. Intel is averaging $1 billion worth of online orders every month from customers in 46
countries. They are checking product specs, pricing, availability, order status and delivery dates in real time. All
information is personalized for every company and for every type of user and close to half of Intel’s direct
customer business is happening online, on a set of Internet applications built in just a few months. That is how
fast the Internet is changing the way we all do business.

 A new electronic marketplace is in the making. Consumers are now in a position to do things stationary, from
where they are – Internet of Things.

 Venture capital investments will compound in the electronic knowledge industry with more dormant investors
willing to play soft for an aggressive enhancement of shareholders’ wealth. Amazon.com has posted its profits
while growing and doubling their revenue goals, way beyond analyst’s expectation. Many Internet companies,
AOL.com, Yahoo.com, for example, are growing their community share while losing heavily on their short-term
profitability. Many companies are even unwilling to predict when they would start making money.

 The blue-collar workforce numbers will decline and wage disparity between the knowledge worker and the
manual worker will rise. This will cause unseen volatility between hitherto peaceful collaborations coexisting in
a mutually dependent work environment.

 Knowledge-based competencies and core functional skills will determine employability. People will no longer be
in a position to obtain and retain jobs on their inherited knowledge. Their competitive positioning will sustain
only with updated state-of-the-art knowledge, contemporary enough to hold on to their jobs. Even the
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traditionally physical work such as factory employment will call for a knowledge worker multi-skilled in
manufacturing technology and information systems.

 The rise of single state entrepreneurs will raise several folds. People with a machine and mind will begin to make
things happen. Their competitive advantage will be their ability to think technologically and scientifically
keeping behavioral compulsions of the workplace to a bare minimum.

 One quarter of the previous year’s training and development programs, skill courses and knowledge-updating
efforts are either outdated or useless for today’s scenario.

Digital Characteristic 2: The global marketplace and customers determine the growing competition.

 Computing facilities and technological capabilities facilitate global networking and management functioning
simple and easy to administer.

 Shift in markets to erstwhile third world economies and shift to the second world post end of the cold war makes
available cheaper and substitutable opportunities.

 Product development and innovation competencies become possible, easier to replicate, in these new worlds,
given availability of human resource from the third world at affordable prices.

 Greater market research capabilities and transmission of market knowledge on an online basis make product
offering in a well-planned informed manner. The data transmission capabilities make decision-making and
backward production planning efficient and eliminate loss of wasted production and carrying of unnecessary
inventory.

 Global low-cost supply chains facilitated by electronic networks, polygenic access to consumer data, needs and
wants make linkages to the supply chain effective. Supply chains will have seemingly virtual connectivity and
dynamic configurations.

 Knowledge has made the inevitable happen intellectually. The gap between the third world and thee first world is
radically thinning given equivalent access and database. Mastering Process will inevitably be the concern to the
third world.

 Mergers and acquisitions – Cross-border and Geographical Distribution

Digital Characteristic 3: Growth based on knowledge necessitates unbridled pace of change radical enough
to seek time and planning efficiencies.

 Traditional methods of project planning requiring infrastructure, large management intensive actions and
physical and financial resources will increasingly become less relevant. There would be players willing to offer
similar activities at a competitive cost scenario and at a global class and standard. The knowledge infrastructure
will determine the sustenance of any service effort.

 Knowledge assets will compound the returns on physical infrastructure and make large and expansive capital
investments easy to manage and deliver.

 Virtual working time would make presence at the workplace not necessary for productive output. Flexibility in
working and meeting customer satisfaction requirements out of workplace would turn inevitable.

 Physical assets for creating a work environment are reducing and would no longer be a determining basic
motivational factor. Thus, corporate investment can focus away from the static unproductive office space
creation to a productive investment in knowledge.

 Developing economies are getting a large chunk of capital investments directed at creating manufacturing
capabilities. Migration of capital is unbounded and no longer are these developing economies dependent on
internal generation of capital. More than 50% of revenue of knowledge industries comes from products, devices,
and services introduced in the current year. Product life cycles have undergone a new meaning in an era where
the only recipe for success is innovation and this innovation implies obsolescence of the earlier product.
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 Learning and growth curves for most economies have shrunk to less than 10% of the past experiences. In most
manufacturing sectors, Asian countries have replicated capacities in 5 years what the Americas and Europe took
5 decades to master.

 Industrial life cycles are shortening too less than a decade. Entire industries are spawning and dying within a
decade’s life span.

 Automation has seen growth rates multiplying while employment rates are fractionalized.

Digital Characteristic 4: National, territorial, geographic alignment and tariff barriers have any
organization or a country coming to an end.

 Geographical decentralization leading to removal of a national identity is inevitable. Sony Corporation, after
several decades of inventing and marketing in other continents, has now created a strategic plan for Asia, its
so-called parent continent.

 Tariff and extraneous influences to restrain free and fair trade and competition is at its end. With or without trade
agreements, companies are finding ways of manufacturing and operating in the lowest tariff trade blocs.
Economies who seek capital and investment as also a market for their products have to perforce make such
investments attractive by lowering tariffs.

 Cross holding shares from one to another even into competitor territory is real and will happen. Or buying out
your competitor customers will become an additional step in a volatile competitive scenario?

 Employment has become a transnational phenomenon. A chunk of employment of the American software
industry resides and works in India. It is estimated that over 4 million virtual aliens are already employed directly
in US workforce, existing outside the national borders.

 Tax structure and high labor cost have necessitated relocation of most corporate activities interconnected only
through communication networks.

 Scale of economies is eroding “Government” power. The value of a Facebook, Twitter, Uber, Tesla, or a
Microsoft Corporation would be larger than the GNP of several nations.

Disintermediate the Digital Organization

What constitutes the knowledge asset? Unlike information, knowledge is less tangible and depends on human
cognition and awareness. Measuring the knowledge assets, and as a consequence, managing those means putting a
value on people, both as individuals and more importantly on their collective capability, and other factors such as the
embedded intelligence in an organization’s computer systems (Skyrme, D.J., 1994, The Knowledge Asset, David
Skyrme Associates, www.skyrme.com). In, MIT SMR 1998 feature, Successful Knowledge Management Projects,
Thomas H. Davenport, David W. De Long and Michael C. Beers writes, “Manage Knowledge as an Asset – A fourth
type of project focuses on managing knowledge as an asset. One way an organization does this is by treating
knowledge like any other asset on its balance sheet. Skandia, the large Swedish financial services company, internally
audits its intellectual capital every year for inclusion in its annual report to stockholders. One goal is to persuade
investors of the value of Skandia’s knowledge capital. Another is to focus the organization on how to increase or
decrease its effective use of knowledge assets over time. Some companies focus on managing specific
knowledge-intensive assets more effectively to improve their return. By carefully reviewing and managing its patents,
Dow Chemical, for example, saved $4 million during the first year of its new program and expects to generate more
than $100 million in licensing revenues that it might otherwise have forgone. Of these two approaches to knowledge
assets, we are more positive about managing assets than measuring them. Efforts to measure knowledge assets, while
laudable, will eventually require major changes in worldwide accounting systems if they are to become institutionalized;
we view such changes as unlikely. Efforts like Dow’s yield immediate monetary benefits and can improve investor
perceptions, if adequately publicized”.
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Digital Knowledge Management (KM) is a conscious strategy of getting the right knowledge to the right people
at the right time and helping people share and put information into action in ways that strive to improve organizational
performance. It is a framework, a management mindset that includes building upon past experiences and creating new
vehicles for exchanging knowledge (Knowledge enabled Intranet sites, communities of practice, networks, etc.). KM
will be a foundation like TQM or ZBB that lays the basics for integrated quality management or looking at financial
accounting from ground up.

Digital is an Asset

Digital Knowledge is an asset that is unique and unlike any other comparable asset definition. Knowledge
emerges as it is used and absorbed by more and more people. As an idea is absorbed and discussed, experimented,
improved upon knowledge upgradation is consequential. Knowledge grows in value as it is absorbed, understood,
standardized and documented for the use of others. As we grow knowledge, it disperses across user groups depending
upon individual or collective understanding of that particular knowledge. This in turn makes knowledge break itself
into parts not visualized by the creator. Each holder of this part knowledge, if you will, now has the obligation to
complete the whole and submit it for further people processing. One idea has now, because of its usage by different
people, become multiple ideas. An initial state of fragmentation concludes into a larger whole.

Fig. 7: Leading to Digital Asset Outcomes

Digital Asset Defined: Today, a CHRO is dependent on a next generation of employee engagement. Not driven
by power or control, but those that help your staff to connect with one another. A solution that is “Digital” – built
around mobility (anytime anywhere, anyway), Social Collaboration, Cloud-enabled, SaaS, Embedded Analytics,
Artificial Intelligence – Smart Thinking Machines, that are going to be focused on how easy it is for employees to
engage with one another as leaders, contributors, teams or friend and foes.

Digital Asset is Not System of Record: Sure enough the days of record managed HR function is passé. There
was a time, not too long ago, when it was still a time-keeping and personnel function, when a CHRO was dependent on
a non-digital talent – HRIS management solution (Clipper/Excel/Dbase) those that first came to market 30 years ago,
where the solution was built around being a system of record, document management, automating, storing, retrieving,
and managing HR processes and information administrated by HR staff. These forms of HR Management Systems

Renewal

Create an Economic
Model of integration

Redesign Business
Process

Adapt to Digital

Optimize Resources

Consolidation
Align People

Adapt and envision
new work ways

Build HR policies
Make organization

work

Configuration

Achieve mobilization
Build vision

Restructure/evaluate
options

Create a Measurement
System

Revitalization
invent new business

models
Achieve market focus

Create new ways
to work

Achieve competitive
advantage

Disrupting People
Organization

Disruptions

Innovations

Technology

Products

Externally Driven vs. Internally Driven

Driving
Forces of
Change

Restraining
Forces

of Change

Q1

Q3 Q4

Q2



Trending to the Organization of Tomorrow 19

(HRMS) are now largely focused on self-maintaining and used as a self-service tool for employees. CHROs were
happy with a control centric system, a tool that provided employee information, complex programming to generate long
reports, disjointed processes delivered payroll, with many errors, rarely right the first time. But now, these HR
processes are fast changing; It is a system of networks, connections and internet of things.

Digital Asset is Control in Our Hands: This new generation staff are called the MTV – New Founders
generation, wanting to take control of their lives......assimilate, internalize, institutionalize, commercialize and
effortlessly will it fit into their daily workflows. CHROs have now to cope with employees for whom work and social
life has inextricably mingled and become interrelated. And today’s HR actions are used by managers, employees,
candidates, vendors, trainers, consultants, family, trusted assistant, recruiters, social media, temps and part-time or
full-time contractors, so everyone “uses” them. CHRO is no longer just a CHRO for full-time employees alone, but for
all employment types and contracts, including flexible, contracting, seasonal, part time, home working, success pay
based, commission crowd etc). As the needs of talent changes, so do processes that help manage talent and disruptive
ideas and best practices come to market to bring a solution to managing talent. It is an exciting space, and every year, it
surprises us with new directions.

Digital Asset Talent Technology Landscape, which is now more than a $15 billion market, is exploding with
growth and innovation and a CHRO needs to know what is out there in the market (on-boarding solutions, succession
simulated organisation design tools, competency linkages to all HRM processes, real-time scorecards, video on-demand
learning, content consolidation, multi-device adaptability, continuous learning, digital assessments, APPs, etc.), that
become useful for his/her to make his/her talent engagement effective. Fueled by this new cycle of innovation, private
equity and venture capital firms are investing heavily in the space, so why not CHROs through their time, learning and
effort?

Digital Asset Talent Issues continue to dominate enterprise leadership. Institutions are working with engagement
levels as low as 15%, a poor motivation index, short-term mindset, quick fixes, self-aggrandizement, fulfillment
mindset (I want that), attrition levels at all-time high and a continuing war for talent from baby boomers to Gen X to
Gen Y or Millennials. But a caveat! Just because organizations have a digital talent management solution does not
surely mean that CHROs manage their talent effectively. But it is a starting point.

Digital Asset Acting on Speeches: What of course is a consistent pattern in several poorly managed organizations
is the near pathetic – deplorable quality of their business managers and leaders mandated to lead people. These cultures
pontificate, in engineering and business schools’ recruitment drives, the need for world-class employees in their
institutions telling their customers of the several thousands of talent staff that they have at their disposal to offer for
deployment on to customer site, yet their leadership and talent management processes would barely reflect good
practices in managing such talent. Effective leaders recognize that what they know is very little in comparison to what
they still need to learn. To be more proficient in pursuing and achieving objectives, one should be open to new ideas,
insights, and revelations that can lead to better ways to accomplishing goals. This continuous learning process can be
exercised, in particular, through engaging yourself in a constant dialogue with your peers, advisers, consultants, team
members, suppliers, customers, and competitors. Leading others is not simply a matter of style, or following some
how-to guides or recipes. Ineffectiveness of leaders seldom results from a lack of know-how or how-to, nor it is
typically due to inadequate managerial skills. Leadership is even not about creating a great vision. It is about creating
conditions under which all your followers can perform independently and effectively toward a common objective. For
the CEO at KPMG, for example, 50% of his time is spent in coaching his high potential talent to learn leading people!
If that is the way his time is spent, a CHRO perhaps need to be spending 90% of their time on inspiring talent.

Digital Asset is Customer Connect: “What makes global companies great? Great customer solutions! And who
makes great solutions? Great people!” But great people struggle, when by contrast, we have learned that they fail to
identify exactly who in the business of people management effort they intended to serve – meaning if you do not know
your customer you are unlikely to have them actively engaged. You need to know your talent to engage them! If they
have no plan, or “blueprint”, for how their people and the communities of practice to which they belong, should work
to share, develop and apply know-how to achieve their goals, they are back to understanding basics.
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Fig. 8: Technology and Economic Impact (McKinsey Global Institute)
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“I don’t think Peter Drucker ever actually said, Culture eats strategy for breakfast.”, says Kinni in SMR (Using
Predictive Analytics to Enhance Your Company Culture – Theodore Kinni, MIT SMR 2016). But he certainly
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knows how to measure culture’s effects, let alone what levers to pull and how hard to pull them to get a great one. But
todays APPs are finding ways to study employee pulse through real-time surveys. So, it is not as complicated as a
CHRO may think. They do not need to deploy once a year engagement surveys which are passé – instead, one can now
obtain that same analytics through the deployment of a CULURE AMP or TINY Pulse APP.
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consisted of complex, long winded policies, programs. Surplus HR staff were deployed as Business HR Partners or
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to lead staff, have been a way of their life. But today, simplification is a starting point in employee experience.
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a study we did at KPMG (Mark Spears – Global Lead – People and Change), we found only 40% of employees were
satisfied with the Bell Curve System and thought it fair. Another 98% of HR managers thought that the yearly
evaluation process was not useful and were considering simplification and new ways of doing the evaluations.
Companies are experimenting with different ways of doing things. For instance, they are saying, “Let’s have a guided
distribution instead of a forced distribution of reward”. And let us do an integrated talent system that embodies goals,
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Digital Asset Scalability is a Reality: CHROs need to appreciate the fact that HR Technology is scaling rapidly
and digitization is disrupting many talent management technologies and processes. For example, PeopleSoft, once a
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Digital Asset Embedded and Internalized Analytics: By embedding built-in modules, automating HR processes,
policies, practices into people management applications employees use every day, HR ‘actions for record’ are
becoming ‘actions for engagement. That makes it digital as it integrates with social collaboration, employee
engagement, people use methods, culture and predictive analytics and SaaS enablement. At the same time, these
cloud-based talent platforms give CHROs the real-time information, embedded analytics (not a binary – X and Y axis
graphics but scenario predicting outcomes). They need to adapt to changing business and labor conditions.

Digital Asset Digitalizing Succession and Careers: Careers are not built by bosses, but by a staff engaging with
a mentor and designing a career path for herself with digitized information, wisdom and online interactivity. “HR
technology is in a state of disruptive innovation. Multiple and significant market forces (talent expectation, social
revolutions, war for talent, learning style changes, top talent retention pressures, lack of specialist skills, aqui hiring,
etc.) are keeping HR functions on their toes; and at the same time, these market shifts are providing great opportunities
for HR departments to deliver more value. (See Disruptive Innovation in HR – Adapting to Survive and Thrive – PwC
2013 Research Study.)

Digital Asset Machine Learning: Neural Networks is a reality – It may come as a surprise to many that it is
possible to run advanced simulations, learning programs and skill development through effective use of Machine
Learning as a reality of today’s marketplace. Significant investments of over $1 billion of private equity of 2015-2016
(YTD) has been made only in making learning systems more adaptive to the change learner profiles, learner behaviors,
content filters, Electronic experiences (similar to E Commerce, E Learning, E Education), meaning on line web enabled,
device responsive etc., real-time encounter groups, APP based learning, peer learning forums, etc. McKinsey said in
2013 that automation of knowledge work is going to have the one of the largest economic impacts around the world of
any of the most disruptive technologies over the next 10 years, impacting the $9 trillion dollars that makes up 27% of
global employment costs that go to knowledge workers. Interestingly, at least as of 2 years ago, the hype-to-potential
discrepancy that McKinsey saw was intense. McKinsey: “Advances in artificial intelligence, machine learning, and
natural user interfaces (e.g., voice recognition) are making it possible to automate many knowledge worker tasks that
have long been regarded as impossible or impractical for machines to perform. For instance, some computers can
answer ‘unstructured’ questions (i.e., those posed in ordinary language, rather than precisely written as software
queries), so employees or customers without specialized training can get information on their own. This opens up
possibilities for sweeping change in how knowledge work is organized and performed. Sophisticated analytics tools can
be used to augment the talents of highly skilled employees and as more knowledge worker tasks can be done by
machine, it is also possible that some types of jobs could become fully automated.”

Digital Asset is Physical and More: Morgan from Chess Media Says, “With wearables and enterprise-level
social network platforms, HR teams are able to collect an enormous amount of information on employees. These
technologies will provide HR professionals with insights into where skill gaps might exist, when employees are most
productive and much more”. One should ask, can “Fitbit” become an integral part of a talent management solution?

Digital Asset Compress Learning: This particular approach to HRD (working on hard issues, work outside of
classrooms, multicultural, real problems, global issues, cross-functional – global teams, experimental, experiential) was
based on the work of Tichy (1994). He terms it ‘compressed action learning’ as it seeks to use shorter cycle times rather
than traditional training in accordance with the need for reduced cycle times in other areas as a consequence of
globalization. It seeks to blend management and organization development and transfer learning directly to the
workplace. Deutsche Aerospace AE (DASA) has used this model to develop its transnational capabilities, viewing
cross-cultural HRD as a core skill, to be developed through a variety of transnational management, team and
organizational development programs. These include recruiting and developing high potentials, exchange programs,
conferences and meetings, and cultural awareness and intercultural skills programs. Learning is tied to corporate
strategy and integrated into ongoing business activities (Sattelberger, 1994). Following this line of argument, in order to
achieve team and organizational development, not just individual development, and in order to achieve fundamental
change, not just awareness and cognitive understanding, organizations need to move their HRD efforts further along the
path from individual-oriented cognitive methods to corporately-oriented transforming methods using many of the
methods described as ‘experiential’. For example, one management development initiative using a culturally diverse
team assessing community and conservation projects for Operation Raleigh employed a multicultural, multinational
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(though not obviously multilingual) team working on a ‘real’ project with ‘real’ consequences for Operation Raleigh. It
also involved team building and outdoor development activities as preparation, and the team focused on hard issues
(business planning, opportunity assignment, etc.) as well as soft issues (leadership, communication, teamwork,
cross-cultural skills, etc.). It seemed to have been an important developmental experience for many of the participants
personally (Iles, 1995a). However, though the participants were operating in a situation of some risk to themselves, it
would appear to be one of only moderate risk – would their careers ‘back home’ really suffer if they failed? And how
much is the sponsoring organization getting out of this? Ideally, according to Tichy (1994), a team from the same
organization would produce greater transfer of learning to the workplace.

Digital Asset Device Agnosticism: Market is speaking of a unique way by which device uniqueness should be
maintained. “Organizations will be able to anticipate employee needs and more effectively plan how work gets done,”
says Morgan, who authored The Future of Work. “Ultimately, all these things boil down to data that can be collected
and shared” (See http://on.wsj.com/1CeQi07). Also, when employees use these enterprise-level social network
platforms through their devices to share ideas, passions and feedback, using special Apps, they can help shape their
own learning and consequently their career paths. At KPMG, we have often said that today’s corporate world needs
“People Leadership (driven by purpose, leading from the front, experiential, living your life, active engagement,
connect, touch, reality bites, etc.) versus Managing People (passive, controlled and reactive)”. Genuine Leaders lead by
doing it themselves. It is for others to follow. We need to look at failure as learnings and need to encourage people to
innovate and think long term. Fear of failure propels people into inaction.

Digital Asset Digitized Disruptions: By 2025, says, McKinsey, “It is possible that productivity gains of 30% to
40% could be achieved for the 50 million knowledge workers in this category, which would lead to economic impact of
$0.8 trillion to $1.1 trillion per year”.

Digital Asset Learning Middleware (Bridging Content): Degreed (Synergy Platform), Pathgather (Aggregated
Access), Intrepid Learning, Xyleme (Authoring tool for the uninitiated), Fuze (Device unification), Wisetail, and
OpenSesame (LMS Search Engine) are trying to address this need by bringing a wide range of affordable and
easy-to-use learning programs.

Digital Asset – Devices Control Capabilities and Learning Attitudes: “Just-in-time and embedded – with
traditional legacy learning management systems, the learning module usually sits in a silo by itself. HR or the learning
department then drives employees to the platform to complete their training. You may invest a lot of time and effort
into creating a great learning experience, but there will always be some employees who do not tap into your platform
unless they absolutely have to. The modern LMS, however, embeds “just-in-time learning” in the context of your
business process. This way, your organization can share learning in the business process, right where your workforce
needs it. Let us say you have a new manager who needs to conduct performance reviews. You can define some rules to
automatically embed a step-by-step video on how to give effective performance reviews into the page she is viewing,
so she has access to the information she needs without leaving the business process,” write in Oracle, “Future-proof
Your Learning Management System” paper, authors June Farmer and Kautul Mehta. They continue further, “With
simple business rules, you can target and personalize content across your organization using different criteria. And to
ensure the embedded content is relevant, the modern LMS can pull in media from a variety of content providers such as
YouTube, TED Talks, Udemy, Coursera and more”.

Hindsight is 20-20 – What Devices Did We Have 50 Years Back? writes Alfred D. Chandler (1992),
Organizational Capabilities and Economic History – Journal of Economic Perspectives, Summer, 92, “In office
machinery, such first movers as Burroughs Adding Machine, National Cash Register, Remington Typewriter Company,
and the Computing-Tabulating-Recording Company (renamed International Business Machines in the early 1990s)
dominated their industries worldwide. In sewing machines, the Singer Sewing Machine and in agricultural equipment
McCormick Harvesting Machine (it became the core of International Harvester, a 1902 merger) were the world leaders.
Indeed, in 1913, the two largest commercial enterprises in imperial Russia were Singer and International Harvester. By
then, Singer produced 79,000 machines annually in its Moscow factory with a workforce of 2,500 wage-earners and
300 salaried employees; while its salesforce of more than 27,000 covering the vast territory from the Sea of Japan to the
Baltic. At the same time, Harvester distributed through a network of branch offices in 11 cities that encompassed 80%
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of the implement dealers in Russia. For both companies, their Russian operations were smaller than those of their other
European business based on Singer’s factories in Scotland and Germany and Harvester’s major plant in Germany. By
World War I, American firms had achieved comparable global competitive power in the production of elevators (Otis
Elevator), pumps (Worthington Pump), boilers and other steam equipment (Babcock & Wilcox), printing equipment
(Merganthaler Linotype), and heating equipment (American Radiator)”.

Digital Asset Predictability: hiQ Labs can predict attrition based on external data using open jobs, social media
activity, questions pertaining to exit formalities, engagement score, etc. KPMG conceptualized a “Predictive Analytics
Index” for their clients using quantitative analytics.

Digital Asset – Does Cross-cultural Training Work? To operate successfully in a global environment, it is
essential that expatriates are prepared for their assignments. Yet research in the area of work-related cross-cultural
interactions have found that such interactions have not always been successful, particularly for American expatriates.
On an average, between 20% to 40% of all American expatriates have returned home early because of their poor
performance and/or their inability to adjust to the foreign culture. Nearly half of those who did not return early
functioned below their normal level of productivity. The costs of unsuccessful cross-cultural interaction are high. The
direct cost of failed expatriate adjustments to organizations in 1985 was estimated to be as high as $150,000 per
employee. Today, it is in excess of $250,000. These costs can run into millions for a typical multinational organization
that has hundreds of expatriates all over the world (Tung, 1982, 1988). One means of facilitating effective
cross-cultural interactions is cross-cultural training. Various studies have examined if such pre-departure training can
help expatriates deal with people from different cultural backgrounds. One argument used in favor of cross-cultural
training is that such training allows participants to adjust more rapidly to the foreign culture and thus enables these
subjects to be more effective in their new work environment. This process, termed adjustment, enables a person
gradually to develop expected behaviors in the new culture. However, in spite of the strong arguments presented for the
use of cross-cultural training, only about 30% of US managers sent on expatriate assignments actually receive it. This is
because many organizations are still not convinced of the importance of such training. Some believe that a manager
who performs well in one place will be effective anywhere. Others believe that there is no conclusive evidence that
such programs are effective. However, the research evidence shows that cross-cultural training does seem to allow
participants to adjust more rapidly to a new culture.

Digital Asset Challenges CHROs: The question is: Will CHROs position themselves to take advantage?”
Monolithic large companies that believes that size mattered are rethinking their cultural disadvantages, to connecting
with people, given their loss of agility, speed, employee experiences, responsiveness, customer care and appropriate
platform. Succession has never been as Strategic as it is now for CHROs – just as fast do we build capabilities to hire with
equivalent speed and agility is our competition poaching from us too. Again, in an enterprise experience context,
Succession begins where career planning concludes. Ian Welsh, HR Toolbox, says, “A succession planning strategy,
however you define it, is critical to the continuity of an organization and its ability to respond to loss/need of critical skills.
There are many approaches, many conventional programs, but most of them are not effective, particularly today”. There are
many challenges that must be taken into account before implementing an effective succession management plan.

Fig. 9: Strategizing the Digital People Organization – Top Concerns for CHRO
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CHRO Challenge Know Your Own Employee (KYOE): There cannot be a more challenging time than now to
understand your employee’s psyche! Psychometrics must become your talent management functional differentiator.
Deep insights that measure personality fits, conflict patterns, socio pathology interfaces, disruptive behaviors, integrity
challenges, cultural alignment, performance typology, social adaptability, cross-culture adaptation, achievement
orientation, communication effectiveness, and discovery through feedback are surely influencing talent management
solutions to think differently and will no doubt be a minimal business condition for a CHRO to possess and to receive
real-time pulse of his/her organizational realities.

CHRO Challenge – CHROs Need to Speak Employee Experience: Corner offices, disconnected leaders,
cubicle-based, 9-to-5 work culture of the past are fast receding. So, CHROs need to help close that gap between
traditionalists and the needs of the millennial. Employees seek engagement through active participation and control
over their own issues and challenges.

CHRO Challenge Employee Experience is a Talent Agenda. Experience is for all time and CHRO’s ability to
provide their employees with continuing experience will always be a Level-1 priority. Creating and sustaining an
optimized high performing organization is best achieved when business strategy effectively converges with Human
Resources strategy, a talent management goal, to achieve fundamental objectives that pertain to talent management,
performance, and productivity for enhancement of shareholder value.

CHRO Challenge Disruption and Convergence: “From a business perspective, these digitized aspects are
converging to bring together a commitment to offer your staff a comprehensive talent management attitude.
Investments are required in a Digitized Talent Thinking (not software or APPs, but a digitized culture) is strategized to
offer a globally benchmarked Business-HR function supported by a digitized cloud-enabled platform with all of
best-in-class digital capabilities including offering functional best practices, Analytics, Mobility, Social and Cloud,
with the opportunity for the Chief Human Resources Officer to drive business performance by effective utilization of
resources.

CHRO Challenge – Business HR versus Tech HR: For a CHRO, a fundamental shift in their outlook would
pertain to understanding the sharp difference between Business HR versus Tech HR. CHROs would need to seek talent
solutions that seamlessly integrate with the digital world. Analyst reports are indicating that our appreciation of
BUSINESS HR has to be greater than TECH software-driven approach to acquiring a talent solution. The
disappearance of IT identification of a talent solution is fast on the horizon. Unlike traditional enterprise softwares, HR
and talent systems no longer boast of complex IT softwares, but speak more of functions, features and HR value add.
Admin control now rests with the employee and human resources. In Talent Management Solution (TCS), it is Maestro
(workflow process orchestrator) and MIY Cockpit. The sales speak today is about human resources transformation not
technology change, gadgets, devices or jargons from IT wiz kids. Human resources professionals responsible for people
engagement are seeking solutions that can speak their language and the language that their staff can relate, beyond
gadgets and toys, to understand and use seamlessly, by bringing Internet of Things closer to home. A TCS 2015 report
on Internet of Things states, “Gadget trends come and go, with only a few starting real tech revolutions. Thus, it is
natural to be skeptical about the latest gadgets-gone-gaga trend: the Internet of Things (IoT). By this broad phrase,
technology companies mean the digital hardware and software that is being embedded in items ranging from cameras
and coffee makers to mattresses and multimillion-dollar aircraft engines. The technology also includes the
communications networks (the Internet and wireless) that let such digitally endowed ‘things’ report their condition to
businesses and consumers. Technology researcher Gartner projects that there will be 4.9 billion ‘connected things’ (or
‘smart-connected products’, as Harvard Business School Professor Michael Porter refers to them) this year. And we
haven’t seen anything yet, according to Gartner. It predicts the number will grow five times by the end of the decade, to
25 billion connected things, including a quarter billion vehicles”.

CHRO Challenge – Mobile Apps versus Talking Mobility is no longer a differentiator. It is a new normal. One
of the most demanded APP today is the emergence of mobile apps as the primary technology platform we use. Try
using an application on an IPAD. If it does not work, the solution has a problem. Vendors are no longer making mobile
app as a web-enabled application. Anything and everything has to be an APP – All thinking has to articulate itself into
an APP – Coffee on the GO. “It is all about APPification”, says Bersin. Market is speaking of a unique way by which
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DEVICE uniqueness should be maintained. “Organizations will be able to anticipate employee needs and more
effectively plan how work gets done,” says Morgan, who authored The Future of Work. “Ultimately, all these things
boil down to data that can be collected and shared. Also, when employees use these enterprise-level social network
platforms through their devices to share ideas, passions and feedback, using special Apps, they can help shape their
own learning and consequently their career paths. Employees can attain leadership positions the same way so many
people have through public social channels”, says Morgan “If you’re an employee who gets hired in sales but is
passionate about creative design, you can participate in those creative design groups and discussions via your company
internal network”.

CHRO Mobility Challenge Millennials are determining these attitudes. For example, be always available –
Mobile devices are the future. As referenced earlier, by 2019, mobile devices will capture more daily online time than
all other devices combined. This online time is more than just e-mail, messaging, and social networks. More than 50%
of YouTube’s views already come from mobile devices, where the average viewing session is over 40 minutes” write in
Oracle “Future-proof Your Learning Management System” paper, authors June Farmer and Kautul Mehta. They
continue further, “It’s critical that a modern learning management system enables your workforce to access learning
courses and content on mobile devices so that they can learn anytime, anywhere. A modern LMS will also help those
learners on the road or in remote locations who can use a native mobile app—even when they’re disconnected”.

CHRO and Focus on Communication: “Millennials who grew up on Twitter, Facebook, Instagram, Snapchat,
and the like are now the fastest-growing portion of the labor force. They are accustomed to constant connection and
information access and engage in more open sharing than generations past. And they are carrying these expectations
and habits into the workplace. Meanwhile, the last several years have seen an explosion of social media tools designed
for use inside companies — everything from wikis and microblogs, to multichannel platforms such as Yammer, Slack,
and HipChat, to employee feedback tools such as TinyPulse. With workers who increasingly expect to have their voices
heard, and with tools to enable that, it is now possible — perhaps even paramount — to build more conversational
firms. Conversational firms differ from conventional bureaucratic ones by having a far more open communication
environment. Executives use multiple platforms to share information with the entire workforce. In the past, corporate
leaders sat behind closed doors in large private suites. Today, many sit side by side with employees in open workspaces.
In the past, workers toiled alone in cubicles, waiting for formal meetings to speak with their managers and colleagues.
Today, they turn and chat with the managers and colleagues sitting right next to them, while conversing with others on
digital chat systems that connect the entire organization, and with yet others in lounge areas and cafés built to promote
informal connection and dialogue. These changes are surface manifestations of a deeper transformation underway:
Long-held assumptions about corporate communication and hierarchy are breaking down. Social media tools allow
more open communication up, down, and across the corporate hierarchy. They encourage employees to speak up, ask
questions, and share ideas and opinions, writes in “A New Era of Corporate Conversation”, Catherine J. Turco in MIT
SMR 2016. She continues, “They saturate the workplace with digital tools and physical spaces designed to encourage
dialogue. The result is an ongoing conversation that transcends the formal hierarchical structure. Forward-thinking
leaders are already managing their organizations this way”.

CHRO Challenge Self-control: 2013 McKinsey Institute Research reports, “Advances in artificial intelligence,
machine learning, and natural user interfaces (e.g., voice recognition) are making it possible to automate many
knowledge worker tasks that have long been regarded as impossible or impractical for machines to perform. For
instance, some computers can answer “unstructured” questions (i.e., those posed in ordinary language – that a CHRO
can ask and be answered, rather than precisely written as software codes or queries), so employees or customers
without specialized training can get information on their own. This opens up possibilities for sweeping change in how
knowledge work is organized and performed. Sophisticated analytics tools should be used by the CHRO, to augment
the talents of highly skilled employees, and as more knowledge worker tasks can be done by machine, it is also possible
that some types of jobs could become fully automated” (See Marshal K. – http://bit.ly/2f3BxtG).

CHRO’s Challenge Need to Become Tech Savvy: CHROs are required to consequently leverage advances in
technologies, data proliferation, newer delivery models and commercials options to manage their global and diverse
talent base to help mitigate an overriding competitive and business trauma in a global business environment.
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CHRO Challenge Priorities for Health and Wellness: After all which enterprise would not like to invest in a
staff wellness program that focuses on employee health, fitness and care. These allied skills and competencies in turn
influence enterprise-wide employee concern, training focus and self-learning opportunities. In many ways, this
demonstrates the need of employees to be in control of their own learning destined to help them qualify and be
continuously employable as a critical 2020 driver.

CHRO’s Challenge as Innovators: They would need to be aware of the Innovators of the HR marketplace such
as Grovo (Micro Learning), Floqq (free video courses and tutorials), Vodeclic (fast, video-based online learning), as
well as marketplaces including Udemy (Specialist Online Content), Pluralsight (Expert Led), General Assembly and
Big Think (video content expert), are contributing to the disruption of the traditional knowledge-learning content
market and should immediately become the attention of CHROs. It is integrative, delivery friendly, language agnostic,
compatible with learning styles, expansive platforms, futuristic, stylish, sophisticated and knowledge-intensive to
ensure that multiple platforms begin to talk to one another seamlessly.

CHRO Challenge – Social is collaboration and CHROs would need to find out-of-the-box solutions to help staff
manage their need for socialization together with their need for achievement. CHROs may have to find ways to
integrate Facebook, Twitter or Google Plus to everyday lives of an employee. CHROs who are not actively engaged in
Business Oriented Social Collaboration tools be it Twitter, Instagram, Linkedin, MYOpportunity or Online
Connections are not in touch with today’s reality. If as a CHRO you cannot even get your own employees to follow you
to hear what you have two say, how can you expect the market to follow you and be inspired. As a CHRO, you need to
be a face to your potential talent pool. You have to be active talking your CEO’s language.

CHRO Challenge – Developmental Feedback: CHROs need to realize that feedback/feedforward is another fast
changing digital dimension. Testing, assessments and feedback are fast growing employee experience areas.
Innovations in encounter experiential feedback (virtual group), self-discovery platforms (strength finders), self-report
assessments (knowledge – skill gap assessments to enable learning pedagogy), culture assessment tools for
globalization, sensitivity, and diversity management (TINYPulse – real-time surveys), Glint, CultureIQ, (Culture
feedback), Culture Amp (employee engagement), all forms of testing and certification (psychometric, personality,
aptitude, managerial effectiveness, courses, career-vocational inventories, skill gap bridges, conflict management, etc.),
and learning are some critical disruptions in the way we now do recruiting, retaining, skill building, leadership pipeline,
learning, engagement, retention, etc.

CHRO Challenge – Labor: “As former Intel chairman and CEO Andy Grove lamented in 2010, the unintended
consequences of cost management (outsourcing, globalizing, third party manufacturing, contracting, gig economy,
UBER, LYFT, Airbnb), this were to undermine job creation in the United States, even as employment growth among
US trade partners in Asia skyrocketed. The markets vs. hierarchies concept, originally pioneered by the economist
Oliver E. Williamson suggested the conditions under which one could operate purely by contracting on an open market
as opposed to requiring some kind of organization (a hierarchy) to accomplish one’s goals. Hierarchies are favored, in
his formulation, when uncertainty is high, various parties face a risk of opportunism in market exchanges, and
information about what is being exchanged is asymmetrically distributed” in ‘Is Your Company Ready to Operate as a
Market?, Rita Gunther McGrath’, MIT SMR 2016. She continues, “How does management attention need to shift as
the world moves more toward market forms of organizing? Clearly, we are moving from a business world dominated
by hierarchies, in which assets are controlled by a company, to a world of markets, in which assets can be accessed
when needed. The conventional relationship between buyers and suppliers then shifts to more complex configurations
in multisided markets and ecosystems. Networks become a primary vehicle for exchanging information of all kinds.
Increasingly porous organizational boundaries mean that information is less likely to be hoarded. And increasingly,
customers are looking to organizations for complete experiences rather than product and service features. Managing in
such a complex environment requires not only traditional management skills such as planning and controlling, but also
new ones, such as negotiating complex agreements, quickly detecting the unexpected, accelerating organizational
learning, and fostering the creation of trusting relationships among groups and collaborations who may be only
temporarily associated with one another. And this all takes place at an accelerated pace of change for which many will
be unprepared. The lines between a defined managerial role in a traditional company and an entrepreneurial role in
these newly emerging market contexts are definitely blurring. Practically, what does this mean for managers looking
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for a new way of operating? First, the assumption that change is the unusual thing and stability is the normal thing is
worth challenging. Today, leaders need to identify, as early as possible, the patterns that deserve their attention and
make constant course-correcting adjustments. Instead of being precise but slow and reinforcing existing perspectives,
leaders need to be comfortable with making roughly right and fast decisions and with challenging the status quo.
Instead of just using traditional management tools such as net present value, managers need to be more
discovery-driven and options-oriented. And they need to remember that one of the most valuable gifts colleagues can
give one another in a complex environment is candor about what is really going on out there”.

CHRO Challenge – Organizational Scanning: CHROs need to identify SCAN tools that help them keep a
helicopter view of their enterprise folks. CHROs need to use social and informal learning, integrated network recruiting,
candidate relationship management, social recognition, real-time employee feedback, engagement sensing, learning
agility, online testing, culture assessment, fit gap analysis, succession sensitivity, competency cultures and socially
connected person to demonstrate their adaptability with the changes in the digital world”.

If you can meet with triumph and disaster with equal contempt and yet keep your peace, you are perhaps better
placed to lead as a CHRO in a world of digitized disruption.

In the context of talent management, understanding of organisational competencies is achieved by involving both
senior and operational managers and in all cases hiring managers in the planning process. In large organisations this
is done by the inclusion of HR strategic planning after corporate planning and before business unit or operational plans
are developed. For digital organizations dependent of people as a strategic differentiator, scenario planning can go hand
in hand if not, precede corporate planning to produce long term plans. Executive presence of stakeholders in such a
plan would help forecast issues and challenges in advance. Writes Day, J.D. and Wendler, J.C. (1998) in “The New
Economics of Organization” in 1998 McKinsey Quarterly.
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Digital Performance

Some key questions and issues need to be addressed in enabling a performance management system.

 How can performance be driven down to the level of the lower most unit (budgets, targets, profitability)?

 How can we arrive at a linkage of financial performance metrics with customer acquisition, retention, service and
satisfaction linkage of customer metrics to internal process efficiencies?

 How do we establish linkage of process efficiency assumptions to people skills and competencies?

 What are the factors that contribute to and hinder performance (structure, processes, technology, locations,
personnel policies)?

Digital Leadership Influences

Leadership continues to be a critical factor in influencing the knowledge factor in the business organizations.
Some critical issues are:

 Assessment of leadership challenges in a business scenario

 Assessment of challenges that leader faces at various levels

 Effective Management Styles in performing leadership roles

 Factors that help or hinder leadership behaviors

 Impact of leadership on building the organizational culture

 Market and competitive pressures that influence leadership performance

 Impact of globalization and change on leadership

Technology Play with People – The Intellectual Imbroglio

Firms today are beginning to realize that they attract and hire top intellectual talent only for them to manage and
supervise yet another team of deep and specialist knowledge workers through the organizational structure, a complex
and challenging task. This imposes upon senior management time and talent to focus on making such knowledge
workers to work hand in hand, keeps learning as a basic necessary condition, with colleagues to experiment and
innovate, to work in teams that have goals that cut across functions and job competencies. The wide use of integrated
knowledge teams and their consequent effectiveness has proven beyond doubt the success of making people work in
structured as well as unstructured environments with only their goals in perspective. The workforce in turn having
realized this potential are willing to take additional responsibilities, willing to be empowered and consequently operate
with enhanced command over what they know (as knowledge) and its application in untested areas. The primary
challenge of an entrepreneur is to motivate top talent; to seize opportunities by utilizing their human resources
effectively.

Disruptive Growth Options in the Digital Age

ROI in HCM is now being researched more than ever before. From a study at Rutgers University that finds a
correlation between effective people management, annual shareholder value and return on capital to Kaplan and
Norton’s work on building the performance scorecard or Good to Great, Huselid’s HR Scorecard and Jac Fitzenz on
ROI of Human Capital who elaborates on corporate outsourcing, developments in behavioral science, and advances in
trending and forecasting that have dramatically changed the way organizations measure the bottom-line effect of
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employee performance the corporate workplace is excited at all of these new possibilities that HR technologies have
opened up. Organizational scientists at Fortune 500 companies continue to gather a critical mass of applied research,
data that is, here and now, from within their own enterprise, that measured the ROI for strategic HCM processes with
great successes. Such studies show that smart HCM practices, be it, e-recruitment, performance management, 360
degree feedback or online testing, improve “people-based” outcomes like employee engagement, personal career
planning, freedom to control learning outcomes, active roles for organizational commitment, and reduced concrete
outcomes such as turnover and absenteeism. The evidence of driving top line value clearly link organizations with high
performance outcomes driven by a culture to make everyday life of an average employee hassle-free and productive,
and focus on enhancing outcomes (units per employee), cash flow (gross rate of return on assets per employee) and
market value. When organizations invest in HCM technologies, they are also sending home a direct message that the
business case has many different parts, but “at a minimum, it is going to have to have a clear link to corporate strategy,
a market or competitive analysis, a project plan with a firm timeline, and most importantly, it is going to have financials
and lots of people engagement be it through social media, big data analytics or simple employee self-service. And with
fewer people, less money, and the increasingly rapid rate of competition, CEOs cite organizational innovation and the
efficient and effective management of the workforce as key competitive advantages, enhancing the importance of
human capital management. And that is best done when work life is simplified for a productive employee.

The organization architecture and processes of the People Organization need to be in a position to support the 
development of organizational capabilities and be aligned to the vision and strategic growth plans
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5. Intelligent - Developing market intelligence in a formal manner

6. Point of Impact - Growing a front line of management (i.e. Direct reportees to the Board -
Executive Directors) to ensure effective delivery of processes and systems across the 
organization

7. Inspire - Development of leadership and managerial competencies at the appropriate 
levels to percolate strategic thinking

8. Analytics - Development of strong information systems for business intelligence that 
help management take critical decisions based on key parameters

9. Platforms - Development of enhanced knowledge sharing mechanisms that provide 
platforms to share the best practices within the organization
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Fig. 11: Disruptive Growth Options

Clearly, no longer are corporate “people’s human issues” the exclusive prerogative of the people and change
services team—a group that was, and many times still is, unfortunately not being made to be a critical player in the
strategic decision-making processes and whose contribution to the bottom-line often goes unrecognized. Leaders who
heartily embrace HCM understands that maximizing the value of workforce is the job of CEOs and business managers
for whom productive and performing workforce is enhanced shareholder value. Gerald C. Kane, Doug Palmer, Anh
Nguyen Phillips and David Kiron in SMR 2015 call this, “The Threat of Employee Dissatisfaction – While employees
are not necessarily confident in the ability of their leadership to digitally transform the organization, they are more
optimistic about digital technologies themselves. Ninety-one per cent of survey respondents across industry sectors,
company size and region agreed or strongly agreed that digital technologies have the potential to fundamentally
transform the way people in their organization work. Surveyed employees also widely reported the importance of using
digital technologies for their work. Eighty-five per cent of respondents said that the ability to use digital technologies is
important for their job; that number is relatively stable across digital maturity levels, varying only a little more than 10
percentage points between respondents from companies in the maturing and early levels. What’s more, more than half

1. Risk Prone – Ability to incubate new businesses, run them efficiently and scale them
up based on viability

2. Build Redundancies – Developing skills and capabilities in-house that serve as
differentiators in the market

3. Align – Developing an organization that caters to its expectations at all levels

4. Core Drivers – Focusing on core competence (i.e., understating of digital customer
base) of the organization and acquiring competencies from outside wherever possible

5. Intelligent – Developing market intelligence in a formal manner

6. Point of Impact – Growing a front line of management (i.e., direct reportees to the
Board – Executive Directors) to ensure effective delivery of processes and systems
across the organization

7. Inspire – Development of leadership and managerial competencies at the appropriate
levels to percolate strategic thinking

8. Analytics – Development of strong information systems for business intelligence that
help management take critical decisions based on key parameters

9. Platforms – Development of enhanced knowledge sharing mechanisms that provide
platforms to share the best practices within the organization
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The organization architecture and processes of the People Organization need to be in a position to support the development
of organizational capabilities and be aligned to the vision and strategic growth plans
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