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 Throughout history, new tech-

nologies have demanded step 

shifts in the skills that compa-

nies need. Like the First Industrial 

Revolution’s steam-powered factories, 

the Second Industrial Revolution’s 

mass-production tools and techniques, 

and the Third Industrial Revolution’s 

internet-based technologies, the Fourth 

Industrial Revolution — currently 

being driven by the convergence of  

new digital, biological, and physical 

technologies — is changing the nature 

of work as we know it. Now the chal-

lenge is to hire and develop the next 

generation of workers who will use ar-

tificial intelligence, robotics, quantum 

computing, genetic engineering, 3D printing, virtual reality, and the like in their jobs.  

The problem, strangely enough, appears to be two-sided. People at all levels complain 

bitterly about being either underqualified or overqualified for the jobs that companies  

advertise. In addition, local and regional imbalances among the kinds of people companies 

want and the skills available in labor pools are resulting in unfilled vacancies, slowing down 

the adoption of new technologies.  

Before organizations can rethink how to design jobs, organize work, and compete for 

talent in a digital age, they must systematically identify the capabilities they need now, 

and over the next decade, to innovate and survive. For more than 10 years, we’ve been 

studying the impact of digital design and product development tools on organizations, 

their people, and their projects.1 We’ve found that the competencies companies need 

most are business-oriented rather than technical. That’s true even for brick-and-mortar 

companies that are trying to become more digital. 

And most companies are beginning to realize that they can’t just hire all-new work-

forces; there aren’t enough qualified recruits, and the expense would be enormous. Instead, 

they need to retrain and redeploy existing employees and other members of their commu-

nities, in addition to hiring and contracting new ones to fill their needs. However, rapid 

technological change has rendered skill cycles shorter than ever; key competencies of even  

a decade ago are passé today, and most of tomorrow’s jobs remain unknown.  

Waiting for the fog to clear isn’t an option. Companies must identify and develop the core 

skills their employees will need going forward. Our interviews, surveys, and case studies have 

Four Skills Tomorrow’s Innovation 
Workforce Will Need
The young digerati will lead innovation, but they’ll also need to develop business  
awareness, an entrepreneurial attitude, bottom-line focus, and ethical intelligence.
BY TUCKER J. MARION, SEBASTIAN K. FIXSON, AND GREG BROWN

revealed that most companies focus on re-

fining the skills their people already possess, 

which doesn’t prepare existing employees or 

new hires for the business challenges they’ll 

face when using emerging technologies in 

their jobs. We’ve also found that young  

digerati, many of whom come into the 

workforce from narrow academic streams, 

are typically more captivated by digital tech-

nologies than they are by business problems. 

And yet, given the sweeping changes that the 

new technologies are likely to bring about, 

companies would do well to cultivate four 

broad business-oriented competencies in 

tomorrow’s innovators.  

1. Omniscience   
To know it all may be a godlike, even insuf-

ferable, goal. But tomorrow’s talent must 

aspire to understand everything — or at 

least much more than they currently do — 

about their businesses.  Employees must 

grasp key connections: links between phys-

ical machines and digital systems, between 

each step of the value chain, between the 

company’s current and future business 

models.2 And they must know their cus-

tomers’ businesses — how and when their 

customers’ products and services are used, 

how their customers’ organizational pro-

cesses work, and the related challenges and 

opportunities. That’s the only way compa-

nies will be able to evolve from selling 

products and services to delivering out-

comes — a process that will likely change 

the very businesses they’re in. 

For instance, a major medical device 

manufacturer we studied has moved from 

F R O N T I E R S :  B U I L D I N G  T H E  F U T U R E  W O R K F O R C E
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developing R&D-driven solutions to  

delivering patient outcomes, which has 

become possible because of new technol-

ogies and big data. The company needed 

to quickly employ more people with a  

systemic understanding of everything it 

does, including patient care and rehabili-

tation and treatment efficacy. To move the 

needle on patient outcomes, it’s critical to 

understand all those aspects of the system 

and the associated variables. Thus, the 

business will demand that existing and 

new employees have a broader under-

standing about the underlying science,  

the delivery technologies, and the industry 

than almost all of them, other than top 

management, currently possess. Breadth 

of knowledge cannot substitute for depth, 

either; employees must also be able to 

make deep dives into the vertical aspects 

of the business when necessary.  

Let’s consider another example: The 

Canadian company Dental Wings is  

using recent advancements in digital  

design, digital imaging, and additive 

manufacturing, as well as a collaboration 

platform, to rethink its dental implant 

business. From the dentist’s initial assess-

ment to patient recovery, the company 

has started adopting new technologies to 

improve its processes and provide better 

care. For instance, all-new imaging capa-

bilities provide more accurate pictures  

of the dental site that can be used not 

only to create digital models for implants, 

but also to develop tools to help surgeons 

define the optimal surgical paths. That 

reduces exploration of the implant site, 

which helps reduce recovery time and 

lowers the risk of infection. To innovate 

at each step, Dental Wings’ employees 

need to understand how the new pro-

cesses and systems connect and work 

together.  

The need to know more holds true for 

people in every function, but especially so 

in R&D and product design. In the not-

too-distant future, product designers who 

are designing new earth-moving equip-

ment will have to use AI and internet of 

things (IoT) sensor data to model, analyze, 

develop, and modify features in near real 

time. Once in the field, each prototype and 

its digital twin will operate simultaneously 

so that the designers will have access to 

data 24-7. They must be trained to use it  

to develop improvements for the current 

model on the fly as well as to better design 

the next generation of equipment.  

In almost every brick-and-mortar 

company, dozens of digital platforms will 

have to be coordinated, the data mined, 

and the insights used in a harmonized  

effort between the human team and AI 

systems. Orchestrating all that data, 

whether from design outcomes or field 

performance, will require people who un-

derstand the value of each data point and 

how all the pieces fit together. It will also 

require knowledge across myriad disci-

plines, such as mechanical and electrical 

engineering, computer sciences, and prod-

uct development, because the variables in 

a complex system interact in many ways. 

For instance, the location of a sensor on a 

suspension lever (a mechanical issue) will 

affect the data that the sensor electrically 

measures, which will in turn affect the 

mathematical algorithms that determine 

the lever’s accuracy. Companies whose 

employees can manage and navigate  

complex data-based systems will be best 

equipped to improve the performance of 

their products, reduce maintenance costs, 

and attract and retain customers.  

2. Entrepreneurial Mindset
Although it may sound obvious, innova-

tion teams will need to become more 

enterprising to succeed. They must be-

come boundary pushers in terms of not 

just the products they wish to develop,  

but also the processes they use. The two 

are closely linked.  

In large businesses, R&D and product 

development teams are organized like most 

other functions. They must follow the com-

pany’s guidelines about sourcing hardware, 

materials, and technologies to do their 

work and can use only IT-approved tools. 

R&D must adhere to time-tested proce-

dures and rules for sharing information 

about or testing prototypes and product 

designs. And traditional R&D teams 

A PERFECT STORM OF MEGATRENDS 
Businesses tend to overlook the fact that the Fourth Industrial Revolution is gaining 
ground just as two other major shifts are exacerbating the skills shortage. 

First, there’s a demographic shift. With the baby boomer generation retiring and  
the working-age population declining in many countries, automation will likely replace 
many of the people who are leaving the workforce. Succeeding generations, such as the 
millennials and the centennials, seem to have different career aspirations than previous 
generations, as several surveys show.i Many would prefer to work for startups rather than 
incumbents. However, most large companies are old. Just 26 of the Fortune 500 compa-
nies were created in this century — like the centennials, who will soon constitute half the 
U.S. workforce. These young workers have high expectations of employers,  
making it tough for traditional corporations to attract the young talent they need.  

Second, as technologies change the way we work, they’re creating a dynamic that  
differs from that of previous industrial revolutions. In the past, technology boosted the 
precision and productivity of workers with manual skills, enabling them to do tasks previ-
ously performed only by highly skilled and well-compensated artisans and craftspeople. 
Artificial intelligence and robots will have the opposite effect: They will increase highly 
skilled workers’ precision and productivity but end up replacing many low-skilled workers, 
such as those on assembly lines, service desks, or maintenance teams. Even though 
some of those professions will survive, the necessary skills are changing fast: Miners will 
have to operate machines remotely, truck drivers will have to monitor self-driving rigs, and 
so on. Workers at all levels must learn to collaborate and coexist with learning machines. 
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usually work in a centralized way, rela-

tively insulated from the outside.  

All that works well when business is as 

usual, but these are extraordinary times. 

R&D is meant to push technical boundar-

ies, so R&D teams must learn to redraw 

organizational boundaries to keep pace 

with technological change. Essentially, 

they must become digital intrapreneurs, 

using the latest tools or, if necessary, creat-

ing them. That involves experimenting 

with new software and systems outside 

those recommended by IT, and even  

developing some solutions in-house.  

For incumbents, that can be a shock  

to the system — most people are used to 

working on proprietary systems and tools, 

getting things “right” before launch, and 

offering better products over time. Moving 

toward open systems, beta versions, and 

constant iteration can feel like a clash of 

civilizations in established companies, but 

they need to do so to innovate for today, 

as well as tomorrow. Collaboration is central 

to this effort. One study of 152 managers 

found that companies that used digital tools 

for collaboration improved performance — 

as measured by the number of concepts and 

prototypes developed — during the early 

stages of innovation. And another study 

of 400 companies showed that more- 

innovative organizations, measured by 

similar yardsticks, used such tools more 

frequently than less-innovative ones. 

Since better collaboration leads to more 

innovation, the collaborative tools and 

processes that organizations use are  

critical. Figuring those out requires an  

entrepreneurial mindset as well.

For example, at a large company out-

side Boston, a new digital group is working 

on completely changing the way the orga-

nization designs products. This small team 

has asked for, and been given, the freedom 

to use any tools it wants, wherever they 

may originate. So the team has created a 

new system from scratch that allows it to 

test design structures in real time. The 

group also uses several digital platforms, 

most developed by unknown startups, to 

communicate and collaborate both inter-

nally and externally. It’s unlikely that IT 

approves or is even aware of what’s hap-

pening, but top management realizes that 

the company’s digital transformation will 

never occur if teams like this one are con-

fined by rigid boundaries.  

There’s a reason entrepreneurs in high-

tech startups are risk-tolerant, and it’s 

time that intrapreneurs, or innovators in 

established companies, followed in their 

footsteps. Look at Proto Labs, which man-

ufactures injection molds and machined 

parts and offers additive manufacturing 

services. To accelerate the time it takes to 

develop the first tooling cuts for its clients, 

the R&D group quickly developed some 

software on its own. The program could 

identify possible manufacturing problems 

in the digital-parts files sent by clients.  

Through its automated platform, Proto 

Labs R&D communicates any possible 

glitches it detects directly to clients so that 

they can rectify those well before produc-

tion starts. If such revisions were made after 

test production had begun (as they were  

in the old days, before the homegrown soft-

ware existed), the process would have been 

deemed client-unfriendly and would have 

cost both the client and the company time 

and money. Proto Labs has also added 

downloadable tools and other materials  

to help clients design better parts, ensuring 

that everyone in the ecosystem benefits 

from the process improvements. These  

offers are the outcome of entrepreneurial 

actions of Proto Labs employees.

3. Bottom-Line Focus  
In a data-driven world, employees need to 

be just as skilled at thinking about busi-

ness models as they are at designing and 

implementing systems. Thanks to IoT  

and other technologies, companies’ value-

capture strategies can be shaped not just 

by the marketing, sales, and business  

development functions, but also by R&D 

and product development. IDEO’s Tom 

Kelley describes people who look for busi-

ness opportunities, beyond the current 

challenges, as cross-pollinators. Fostering 

that capability will be key.  

Product engineers, for instance, must 

consider what kinds of sensors should be 

used, their placement, and the data types 

captured in light of possible revenue 

streams and cost savings. After all, big data 

poses as many challenges as opportunities. 

All hands must be on deck. The number  

of IoT-connected devices, estimated at 

around 2 billion in 2006, soared to 11 bil-

lion by 2019, and, according to Statista, is 

projected to touch 75 billion by 2025. 

Companies are capturing an enormous 

amount of data: IoT-generated data, esti-

mated in 2016 at around 22 zettabytes  

(1 zettabyte equals 1 trillion gigabytes), 

reached 52 zettabytes by 2019 and is pro-

jected to hit 85 zettabytes by 2021.  

While a company’s digital people may 

appear to be on the front lines of the data 

explosion, they also need to be able to figure 

out what all that data means for the busi-

ness and how it can be monetized. They 

must go beyond checking where the data 

originated, how dependable it is, where it  

is stored, and whether it has a coherent  

sequence. All that is useful but has become 

mere hygiene.  

In focusing on business relevance,  

data technicians should be trained to ask 

some key questions: Can the data be used 

to monitor our products’ performance and 

be offered as a service? Can that be done in 

real time? How else can the data be ana-

lyzed to generate insights about customers 

and their needs? For instance, can it be 

used to change the way customers schedule 

preventive maintenance for our products?  

The need to be business-focused 

throughout the organization can lead to 

dramatically different customer-facing 

roles. One fast-growing company we stud-

ied develops sensor-based modules for the 

Four Skills Tomorrow’s Innovation Workforce Will Need (Continued from page 9)
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aerospace, automotive, and medical in-

dustries. It recently combined the roles of 

the product development manager and 

the product manager in all its lines of 

business — a radical step that immedi-

ately helped speed up cycle times.  

To have a product position that is both 

inward- and customer-facing is unusual 

even today.  Traditionally, the product  

manager would assess market trends and 

customer needs while developing working 

relationships with the company’s clients.  

He or she would then feed the R&D team —  

led by a product development manager — 

the information to develop new products, 

systems, and solutions, or improve old 

ones. Once the company combined the two 

roles, the speed with which new technical 

solutions were matched with prospects, and 

vice versa, rose dramatically.  

Combing the two roles also created av-

enues for the cocreation of nontraditional 

solutions. For instance, by drawing on 

data from IoT sensors, the company was 

able to develop several new applications 

that reduced operating costs in areas that 

could not be assessed earlier, because the 

product development/product manager 

could now understand clients’ pain points 

as well as all the solutions the company’s 

technologies could provide.  

4. Ethical Intelligence
Machines, overseen by smart humans, will 

make many design decisions. Though they 

are innately logical, they lack empathy. That 

will have consequences for companies, con-

sumers, and society. Doing the right thing 

will become only more challenging as digi-

tal systems become increasingly complex.  

People must examine machines’ 

choices through an ethical lens — and 

weigh in. Companies will have to figure 

out how design decisions and digital sys-

tems affect each stakeholder and factor in 

the likely unintended consequences. In in-

dustries such as aerospace, automotive, and 

medical device development, traditional 
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engineering processes like risk analysis and 

failure mode and effects analysis (FMEA) 

should also be deployed during the devel-

opment of digital platforms and products. 

For instance, when Twitter’s founders cre-

ated the platform, they didn’t imagine it 

could be used to influence elections with 

the use of fake accounts and bots. However, 

a coder putting the platform through a  

design FMEA would have identified the 

possibility well before people caught a 

glimpse of the platform’s dark side.  

Given AI’s potential, every company 

needs to consciously decide what good 

judgment looks like. Take the case of 

Boeing’s 737 Max 8, where, according to  

recent reports, pilots complained about  

an issue with the aircraft software while 

testing it years before 346 people died in 

two crashes.3 However, those concerns 

never made it to the Federal Aviation 

Administration — a tragic failure of ethics 

at all levels of the company. The counter-

measures lie beyond the scope of this 

article but must include new codes of con-

duct, fresh corporate responsibility norms, 

KPIs that reinforce personal accountabil-

ity, and specialized training.  

To embed a watchdog mentality in the 

culture, companies should provide ethics 

training — and clearly define what ethical 

means in their specific context. Moreover, 

agility may be the norm, but companies 

still need to be disciplined in terms of pro-

cess. That means a heightened emphasis on 

developing tools that improve quality and 

stop bad design from hurting people. 

Making processes more digital must not 

take away from the inherent value of tech-

niques such as control plans and  

independent testing, whose importance 

should be engrained in tomorrow’s talent.  

As ecosystems develop, companies must 

use ethical intelligence to consider implica-

tions for all their stakeholders. At one open 

innovation platform, we found ethical 

breeches by the participants as well as the 

platform’s management. The lapses 

affected the quality of ideas and input from 

the community as well as the trust among 

stakeholders. Companies must build 

guardrails into their platforms if they want 

to keep the faith of society, which already 

views corporations and intelligent ma-

chines with distrust. That could include 

more visibility into management processes 

and decisions, a clearer articulation of  

privacy policies, and better identification 

and reporting of anomalies in the system. 

Think of the impact on Facebook’s image 

if it had reported the issues it experienced 

with foreign bots in 2016 in real time.  

Why Structure Matters  
Traditional companies will have to experi-

ment with new organizational structures to 

get the best out of their people. Otherwise, 

tensions between well-entrenched managers 

and digital talent may thwart transforma-

tion, and the digital folks may walk out  

the door.  

In their restructuring, it’s important for 

companies to signal that digital transfor-

mation is critical for their futures. One 

radical approach is to replace the central 

R&D unit with a digital product design 

group. A well-known shoe company re-

cently did this. The new group oversees the 

development of a new approach to prod-

uct design, testing, and analysis, which  

will include customized generative design 

and analysis tools. Top management views 

this group as spearheading the company’s 

future product development process.  

Another option is to form a digital 

group that floats from project to project 

across the organization, as one leading 

consumer electronics company has done. 

There, digital experts hover over projects 

in various businesses and countries, pro-

viding input whenever asked or needed. 

The flexibility reduces the number of dig-

ital experts the company needs, even as it 

helps retain them, because they enjoy the 

variety of opportunities and challenges 

the arrangement provides.  

Some companies, like Apple, have inter-

nal venture teams to develop new products. 

Others are now doing so with a generational 

twist by creating new venture teams made 

up entirely of millennials and centennials to 

come up with new products and processes. 

A large pharmaceutical manufacturer we 

studied invited its youngest employees to 

conceptualize and implement a new way to 

connect patients, doctors, and the company 

during clinical trials for its products. Those 

employees used their native expertise in 

mobile technologies and social media to 

keep all stakeholders informed and involved. 

Top management let them run the show, 

without allowing the rest of the organiza-

tion to interfere. Funded by an internal 

venture capital panel, the project was tested, 

and eventually the company rolled it out to 

a wider audience. All too often, such projects 

are killed after their conceptualization, but 

companies that institutionalize entrepre-

neurial ecosystems can substantially 

improve their ability to innovative.  

To be sure, the goal isn’t to have a bifur-

cated talent pool in a company but rather an 

organization in which all the talent works 

together in a continuum, from hardware- 

focused experts to digital natives, from baby 

boomers to centennials. That’s how many 

design and innovation companies now 

function, with older designers using 

sketches and hand-formed foam prototypes 

while recent graduates go right to CAD soft-

ware. Interestingly, the approaches can be 

effective if used together. At one design 

company we studied, the older designers, 

who preferred traditional methods, learned 

over time how the younger designers 

worked, and the younger ones gained a 

deeper sense of what they were doing from 

their older colleagues. It wasn’t long before 

all the designers, regardless of age, were 

using digital tools for project management, 

communication, and collaboration.  

IT ISN’T EASY for companies to change, 

especially from within. Kodak’s middle 

Four Skills Tomorrow’s Innovation Workforce Will Need (Continued from page 11)
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management was skeptical of digital tech-

nology, for instance, and internal inertia 

was one of the key reasons it failed to make 

the transition from physical film.4 However, 

identifying and bringing in the skills 

needed to move forward with innovation 

can help kick-start the transformation 

process. Indeed, doing so may make all  

the difference between success and failure.  
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Education, Disrupted
Confronting sizable skills gaps, companies have stopped 
waiting for higher education to meet their rapidly shifting 
competitive needs.
BY MICHAEL B. HORN

 Employers are confronting sizable skills gaps in all parts of their operations, at all  

levels, and they can’t seem to fill them by simply hiring new people. In today’s tight 

labor market, there are about 7 million open jobs for which companies are strug-

gling to find qualified candidates because applicants routinely lack the digital and soft skills 

required to succeed. In the face of rapid technological changes like automation and artifi-

cial intelligence, helping employees keep pace is challenging. And companies are wrestling 

with how to retain top talent — a critical differentiator in a hypercompetitive environ-

ment. No wonder a staggering 77% of chief executives report that a scarcity of people with 

key skills is the biggest threat to their businesses, according to PwC’s 2017 CEO survey. 

As a result, companies can no longer afford to wait for the traditional “system” to supply 

the workers they hope will help shape their future — the need is too acute and too urgent, 

particularly given that many higher-education institutions remain in denial. We must 

RICHARD MIA/THEISPOT.COM
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change how we educate both traditional 

college-age students and adult learners.

Last year, when 4,500 people gathered  

at the ASU GSV Summit in San Diego to 

discuss innovation both in education and 

in talent development writ large, it was 

clear that the companies in attendance 

were eager to find alternative paths. At this 

conference, political leaders and policy-

makers join CEOs and VCs to discuss the 

imperative of investing in human capital. 

Entrepreneurs in attendance work fer-

vently to sell their wares or make deals, the 

likes of which have fueled a sharp increase 

in global mergers and acquisitions of edu-

cation and talent development companies, 

up in total value from $4 billion in 2008  

to $40 billion in 2018.1 Executives from 

leading companies like Apple, Google, 

Facebook, Workday, and Salesforce.com  

attend to share ideas and learn about new 

ways forward.

The annual event provides a regular 

check-in on the state of corporate learn-

ing. In part, it’s meant to coax companies 

to focus their efforts, because there’s still a 

fundamental mismatch between how 

much they say they want to strategically 

invest in their current and future employ-

ees and what they actually do. 

On a keynote panel last year, Leighanne 

Levensaler, the executive vice president of 

corporate strategy at Workday, bemoaned a 

great lack of investment in human capital 

despite all the buzz around the topic. 

Michelle Weise, the senior vice president of 

workforce strategies at Strada Education 

Network and the chief innovation officer 

for the Strada Institute for the Future of 

Work, has written that although 93% of 

CEOs surveyed by PwC recognized “the 

need to change their strategy for attracting 

and retaining talent,” a stunning 61% re-

vealed that they hadn’t yet taken any steps 

to do so.2 Employees seem to agree. 

According to a recent survey by Harvard 

Business Publishing Corporate Learning 

and Degreed, nearly half of employees are  

disappointed in their employer’s learning 

and development programs.3

But there are some notable exceptions 

to this prevailing trend. For instance, in 

July 2019, Amazon announced that it 

would “spend $700 million over six years 

on postsecondary job training for 100,000 

of its soon-to-be 300,000 workers.” For 

now, Amazon says it intends to outsource 

that training to traditional colleges and 

universities. (For more detail, see “Betting 

Big on Employee Development,” in this 

issue.) But once Amazon has begun to pro-

vide the bridge for that training, it’s not 

hard to imagine that it will be well posi-

tioned to create that training itself —  

without the “middle man” of colleges and 

universities — in the future.4 Although 

Amazon’s competitors will undoubtedly 

keep a close eye on its training moves, per-

haps the education industry ought to keep 

an even closer eye, given that those moves 

may herald a total transformation in the 

landscape of learning, from college 

through retirement.

To put this development into perspec-

tive, it’s worth stepping back to consider 

how learning has already evolved in recent 

years before situating Amazon’s announce-

ment within the broader opportunities and 

challenges facing employers.

What’s Next for  
Adult Learning? 
Education is in the midst of digital 

transformation.

That this is true is no longer hotly de-

bated. Online learning emerged over two 

decades ago as a technology category that 

enables a range of potentially disruptive 

business models. No longer do students 

need to convene at a central location to 

enjoy a real-time, interactive experience 

with a teacher and peers. They can instead 

participate from anywhere in the world, in 

a more affordable and convenient fashion.

This trend is growing rapidly in post-

secondary education. Today, roughly a 

third of students in the United States take 

at least one online course as part of their 

accredited higher-ed experience, and over 

15% study exclusively online.5 Many of 

these students are adults who are em-

ployed while they learn. Countless more 

workers take supplemental courses on 

platforms like Coursera, Udemy, and edX.

Indeed, online learning has led to the  

creation of numerous organizations and  

offerings that support companies’ talent 

development efforts. For example, 

Pluralsight, LinkedIn Learning (built on 

the acquisition of Lynda.com), Learn@

Forbes, and Udacity help employers re-skill 

the workforce in myriad areas, often in 

specialized or cutting-edge fields. Startups 

like Guild Education and InStride allow 

companies to work with colleges and  

universities to offer learning as a benefit. 

Degreed has emerged to measure and help 

assess the learning and skills inside an  

organization. Coding and engineering 

boot camps like General Assembly and 

Galvanize, and other so-called last-mile  

education providers (many of which offer 

blended or fully online programs), are  

increasingly working directly with enter-

prises. And universities like Arizona State, 

Bellevue, Southern New Hampshire, and 

Ashford, as well as schools like Ultimate 

Medical Academy, are partnering directly 

with companies such as Starbucks and 

Walmart to offer education to employees.

The pace of innovation in corporate 

learning is frenetic — and highly uneven. 

As providers compete to serve enterprises, 

there is not one monolithic answer for 

what corporate learning will look like in 

the future. Just as companies have always 

patched together a variety of learning  

solutions to support their needs, they  

will most likely continue to do so.

But what this abundance of new ap-

proaches and players has led to is the  

same thing that disruptive innovation  

has wrought in countless other fields: far 

more affordable and convenient options. 

Education, Disrupted (Continued from page 13)
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In the case of learning and talent develop-

ment, such offerings have the potential to 

allow companies to make more significant 

investments in their greatest asset: their 

employees. Which companies will lever-

age this opportunity to improve both 

their bottom lines and the welfare of their 

people? The answer to that is not yet clear, 

although it will be interesting to see 

whether a critical mass of organizations 

will follow Amazon’s lead.

An Interdependent Solution 
to Training
In many ways, Amazon’s announcement 

shouldn’t have been a surprise. The need 

for better-trained talent is clear in com-

panies across the globe, and Amazon is 

taking a somewhat predictable path. 

Amazon’s efforts resemble what we’ve 

seen happening in other technology  

arenas for decades, bearing out Clayton 

Christensen’s Theory of Interdependence 

and Modularity. The theory tells us that 

in the early years of a new paradigm, in 

order to succeed, product and service 

providers must integrate across all the 

unpredictable and performance-defining 

elements of the value chain. Think of 

how, in the early days of mainframe  

computers, IBM integrated hardware 

manufacturing with the design of inter-

dependent operating systems, core 

memory systems, application software, 

and so on. IBM recognized that to thrive, 

it had to do much more than make  

machines that would play nicely with 

modular components created by others.  

It had to own the whole value chain. 

We are now entering a similar moment 

in workforce education. The status quo 

that existed in the industrial economy and 

the early years of the knowledge economy — 

 in which the links between companies and 

the educational institutions that fed them 

were predictable and good enough — is no 

longer adequate.

In the case of Amazon, the step in the 

value chain that’s not good enough is the 

education that colleges and universities 

provide. Because the subject matter 

Amazon’s employees need to know is 

changing rapidly and building the curri-

cula through traditional higher-ed faculty 

and processes would be too cumbersome, 

Amazon has concluded that it will in es-

sence take a much more active role in the 

education and training of 100,000 of its 

employees. What may be equally interest-

ing to monitor is where Amazon goes 

with this development. The company was 

its own first customer for Amazon Web 

Services before opening up that offering 

to others. It’s not hard to imagine Amazon 

doing something similar for corporate 

learning. Will Amazon shape the future of 

the global workforce through its own edu-

cation programs? The company’s timing, 

it would seem, couldn’t be better.

A Focus on ROI 
For corporations to invest in learning  

solutions in a sustainable way, there  

will most likely need to be a clear and 

compelling return on investment. As 

Allison Salisbury, a partner and head  

of innovation at education venture studio 

Entangled Group, has observed, compa-

nies can take at least five different angles 

when investing in human capital: provid-

ing on-ramp programs, upskilling, 

re-skilling, outskilling, and education as a 

benefit.6 Some of these approaches may 

be more sustainable than others, but each 

one has a distinct ROI. For instance, on-

ramp programs bolster the quality and 

diversity of candidates for hard-to-fill 

roles by offering short-term training that 

creates a direct pipeline for employers. 

Outskilling programs, which are growing, 

help employees who don’t have a future 

at a company build a skill set to change 

careers. Companies offering such services 

become more desirable places to work 

and enhance their reputations in the 

labor market.

In today’s economy, where there are 

more job openings than there are unem-

ployed Americans, the imperative to 

invest in many, if not all, of these catego-

ries is evident for employers. Companies 

are competing for a scarce resource: peo-

ple qualified to execute mission-critical 

tasks. Hence the Amazons and AT&Ts of 

the world are announcing major half- 

billion-dollar-plus bets on training.7

But are these just fair-weather invest-

ments? When the economy inevitably 

turns south, which of these categories  

will companies abandon? If the past is 

any guide, the most vulnerable categories 

will be those where the returns are the 

least direct — areas such as outskilling, 

perhaps, where the immediate benefits to 

the company are more reputational than 

financial. Even upskilling will probably  

be at risk — despite its obvious economic 

upside, given the widely acknowledged 

skills gaps that businesses urgently need 

to fill — unless employers can show a 

clear ROI that is better than other poten-

tial investments in automation and the 

like, as Mike Echols, formerly the director 

of Bellevue University’s Human Capital 

Lab, has written.8

No longer do students need to convene  
at a central location to enjoy a real-time,  
interactive experience with a teacher and 
peers. They can participate from anywhere 
in the world.
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The Measurement Challenge 
The biggest challenge for companies that 

want to invest sustainably and heavily in 

human capital may lie in figuring out what 

kinds of people they need. For all their ap-

parent sophistication in data analytics, few 

employers have a clear sense of the under-

lying skills, competencies, and habits of 

their most successful employees — never 

mind their future workforces. As a result, 

they don’t know what to look for when 

they post jobs, interview candidates, and 

hire new employees.

A key sign of the imprecision of the 

hiring process is that nearly 50% of newly 

hired employees fail within 18 months.9 

And that failure has significant costs — 

$15,000 on average, according to a 

CareerBuilder Survey.10 

Why do employers struggle to under-

stand what is important to succeed in 

certain positions? Partly, it’s because  

experts are notoriously bad at knowing 

what they know. According to the book 

How Learning Works,11 as individuals 

gain expertise in a particular role or field, 

they go through stages, from novices 

who don’t know what they don’t know to 

novices who do know what they don’t 

know to experts who know what they 

know to experts who don’t know what 

they know. The reason is that automating 

knowledge — essentially moving it into 

an individual’s subconscious as back-

ground information — is critical to 

freeing up space for the complex and cre-

ative tasks that an expert performs. As a 

result, though, asking top performers in 

a company to write a job description, for 

example, or to say precisely what skills 

are at the heart of correctly doing a job, 

is not as simple as it sounds, because the 

experts literally don’t recall. They are 

good at their jobs because much of their 

knowledge has been automated, so they 

aren’t able to easily articulate what skills 

are essential. What’s the solution to this 

problem?

For years, one of the most trusted ways 

to identify key competencies was cogni-

tive task analysis, a process of observing 

and documenting the underlying activi-

ties involved in performing a job. But 

cognitive task analysis is relatively costly 

and time-consuming, so most employers 

don’t do it.

Herein lies an opportunity — and  

so a wave of providers is sweeping in to 

offer new ways to measure the skills of 

employees. Degreed, for example, has 

built a platform that records all the  

learning employees do, in an effort to  

understand their various learning path-

ways. It also offers a range of skill 

assessments to certify experts in various 

domains. LinkedIn Learning offers simi-

lar assessments, along with learning 

software to help people upskill, and 

tracks people’s self-reported skills and 

their connections to various jobs.

If players like these are successful in 

capturing the real skills at the heart of 

work and measuring their attainment, 

that could translate into more precise 

measurement of the return on investment 

in human capital. And that could, in turn, 

lead employers to take far better advan-

tage of the emerging slate of disruptive 

tools dedicated to helping people learn in 

a sustainable and strategic way rather 

than an episodic and ad hoc way. 

Michael B. Horn (@michaelbhorn),  
coauthor of Choosing College (with Bob 
Moesta), is the chief strategy officer at the 
Entangled Group, an education venture  
studio, and cofounder of the Clayton  
Christensen Institute, a nonprofit think tank.  
He has worked closely with some of the 
companies mentioned in this article,  
including several that have been clients of 
Entangled. Comment on this article at 
http://sloanreview.mit.edu/x/61306.
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Companies are competing for a scarce  
resource: people qualified to execute  
mission-critical tasks. 
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Betting Big on Employee Development
At Amazon, it makes business sense to help people grow — even if they leave as a result.
ARDINE WILLIAMS, INTERVIEWED BY MIT SMR

 Talk about how tech-
nology will affect  
the workforce of the 

future, and Amazon is likely 
to enter the conversation. 
In June 2019, the giant  
retailer announced that  
it would upskill 100,000 
employees — a third of 
its U.S. workforce —  
over the next six years  
by spending as much as 
$700 million. Leading  
the initiative is Amazon 
HQ2’s vice president for 
workforce development,  
Ardine Williams, who has 
35 years of product devel-
opment, marketing, 
corporate business devel-
opment, M&A, and HR 
experience in the high-
tech industry. In an 
exclusive interview with 
MIT Sloan Management 
Review, Williams, who 
began her career as a U.S. 
Army officer, explains the 
rationale for the upskilling 
initiative and the benefits 
to the business, local com-
munities, and individual 
workers.  

MIT SLOAN MANAGEMENT REVIEW : Why is Amazon doubling down on work-

force development now? What will happen to the initiative if the labor market 

becomes less heated or there is a recession? 

ARDINE WILLIAMS: Amazon believes  

that it has an important role to play in  

the creation of good jobs. Good jobs have 

three elements: (1) a good wage — that’s 

why last November we announced a 

$15-per-hour minimum wage across the 

U.S.; (2) robust benefits from the day you

join — Amazon’s fulfillment center associ-

ates have the same benefits today that our

executives do; and (3) the opportunity for

people to create a career by gaining experi-

ence and building skills that give them

more options to progress over time.

We believe that technological advances will continue to change job content, so upskill-

ing will always remain an important component of Amazon’s workforce development.  

To what extent is this initiative all about brand-building and demonstrating social 

responsibility?  

WILLIAMS: Branding is important to all employers, make no mistake. That’s how compa-

nies attract and retain smart and passionate people, who must work together to innovate 

for customers. But Amazon’s upskilling initiative is about helping people grow careers 

through work experience and then building on that by adding skills through training.  

A combination of work experience and new skills creates career momentum. That  momen-

tum may be vertical, up a traditional career path in functions such as finance or accounting, 

or it might look more like a lattice that takes you from one function to another, such as from 

recruitment coordinator to project coordinator to project manager. We’d love every em-

ployee to build a career with us, but in many cases, career progression will take people away 

from Amazon. That doesn’t mean we can’t, or shouldn’t, play a role in their development.  

What kinds of skills are most attractive to participants in Career Choice, Amazon’s 

upskilling program? Are they all tech-related? 

WILLIAMS: Career Choice provides training for in-demand jobs that pay more than Amazon 

does in local communities, and it offers employees new career paths. The program trains for 

about 37 distinct job types in five general families. Our three most popular career fields, in 

random order, are medical, IT, and transportation (more specifically, commercial drivers).  

It’s tough to argue that those three fields aren’t technical.  

There are four key steps I see in developing Career Choice programs: identifying roles 

that are in demand locally; finding employers that are seeking skilled talent; understanding 
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WILLIAMS: The Career Choice program  

is actually around 8 years old. We’ve 

learned, and we continue to iterate and  

invent. In the early days, the program  

was more akin to a traditional tuition  

assistance program, and eligible employ-

ees could select any course of study.  

We had a lot of uptake but struggled to  

demonstrate that the program was really 

preparing our employees for new career 

paths.  

At that point, we decided to work back 

from the end goal: We began identifying 

the roles that would provide the greatest 

likelihood that upskilling would lead to 

new careers. While that helped us start 

moving in the right direction, we were 

still too far downstream. Community col-

leges’ success metrics are enrollment and 

completion, and our program goals were 

post-completion employment and in-

comes. We needed to focus on identifying 

in-demand jobs in the local community 

that paid more than we do.  

That’s when we realized that we needed 

to work across the entire ecosystem — edu-

cators, employers, and catalytic agencies —  

to link education to employment. We also 

work with third-party conveners, such as 

industry associations, that have a broad 

view of talent gaps in local industries.  

We use a variety of metrics to track our 

progress but still have some work to do  

on that front.  

How does Amazon’s organizational cul-

ture support workforce development?  

WILLIAMS: We don’t believe an employee 

needs to follow a specific career path in 

the company to be successful. Ours is a 

culture of builders; we look for candidates 

who are curious about cause and effect, 

and who are passionate about rolling up 

their sleeves and working together to in-

novate. Our leadership principles — such 

as Think Big, and Learn and Be Curious — 

can be applied to employees exploring 

training programs, too. From machine 
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specific skills requirements; and working 

with training providers, such as community 

colleges, to tailor programs for full-time 

workers.  

Employers are usually reluctant to  

invest in training that could end up 

benefiting rivals when people leave. 

Amazon doesn’t seem very concerned 

about that. Why?  

WILLIAMS: Whether Amazonians choose 

to build their careers with us or go else-

where, we want to help them succeed. 

That isn’t philanthropy; it makes good 

business sense.  

Even when people leave us for other 

employers, they fill jobs in local busi-

nesses that would otherwise go unfilled. 

Production increases, the pipeline of 

qualified talent helps local businesses suc-

ceed, and it attracts new businesses to the 

area. Discretionary incomes go up. We’re 

a retailer, so we want those people to con-

tinue to shop at Amazon and to think of 

us as a good partner in the community.  

What kinds of partners do you typically 

work with, and why?

WILLIAMS: It all depends on the pro-

gram. We work with community colleges 

and experts, but to be effective, we need to 

meet employees where they are. We want 

to make it easier for them to gain the skills 

that they need to grow their careers. So 

wherever possible, we bring the training 

into the workplace.  

Community colleges have excellent  

programs, but those are usually full-time. 

Adult learners in jobs with good benefits 

usually face the dilemma of whether to quit 

their jobs to take the training to get a better 

job — or to stay put. In many cases, people 

don’t have the luxury to stop working to go 

to school. That’s why we’ve partnered with 

community colleges to make part-time  

programs, bring them on-site into our  

fulfillment centers, and offer them at shift-

friendly times during the working day. As 

our employees complete those programs, 

we schedule job fairs so that they can find 

new jobs. We expect to have 60 Career 

Choice classrooms by the end of 2020.  

The classrooms are important; they make 

upskilling both convenient and visible.  

What do the credentials of the future 

look like?  

WILLIAMS: There’s a lot of innovation 

happening in that space.  

Stackable industry credentials are 

gaining in popularity. In some cases,  

requirements are clearly defined. Think 

CompTIA and Cisco networking creden-

tials, for instance, and state licenses for 

medical professionals. In other cases — 

for the data analyst, cybersecurity expert, 

or app developer, for example — a wide 

range of credentials and certifications is 

available. So it’s difficult for students and 

employers to know which courses and 

certificates lead to job-ready skills.  

Preparing graduates of two- and four-

year colleges and universities to be job-ready 

is a shared responsibility. Employers and 

educators must work together to ensure 

that the knowledge, skills, and capabilities 

that work demands are clear. (See also 

“Education, Disrupted,” in this issue.)

The Greater Washington Partnership’s 

Capital Collaborative of Leaders in 

Academia and Business (CoLAB) is a  

great example. CoLAB recently launched  

a data analytics certification program that 

identifies students who have completed  

an industry-approved curriculum in this 

high-demand area. Employers and educa-

tors agreed on the required knowledge, 

skills, and abilities. Then, educators chose 

the best pathways for their institutions; for 

example, they could offer data analytics  

as a minor, an area of concentration, or a 

series of electives. 

Did you conduct some pilots before 

scaling Career Choice? How did you 

measure their success? 



SPECIAL COLLECTION • “DEVELOPING THE FUTURE READY – RESILIENT – WORKFORCE” • MIT SLOAN MANAGEMENT REVIEW   12

SLOANREVIEW.MIT.EDU SPRING 2020   MIT SLOAN MANAGEMENT REVIEW   19

learning to medicine and transportation, 

if someone is interested, there will always 

be an opportunity at Amazon to explore 

it. Amazon doesn’t require employees to 

stay in a role for a minimum period be-

fore transferring to a new position. Nor  

is there a requirement that people must 

remain employed with Amazon after 

completing an upskilling program.  

What do you think Amazon’s work-

force is going to look like in, say, 2030? 

What new skills will employees need?  

WILLIAMS: The line between tech and  

nontech, or between STEM and non-STEM, 

is blurring rapidly. Earlier, technology  

was isolated; now, it’s almost impossible  

to find a job that doesn’t have technology  

infused in it — and that’s the real disrupter. 

Even careers that have been tradition-

ally identified as nontechnical will require 

foundational technical expertise tomor-

row. We will need people who can identify 

the problem to be solved from a sea of 

data, communicate that problem cogently, 

assemble the right team to tackle the 

problem, work collaboratively with a team 

that has a wide range of skills and abilities, 

and bring the right technology to bear in 

order to innovate for customers.  

Does Amazon plan to roll out its work-

force education programs to other 

companies as a business venture?  

WILLIAMS: The purpose of Amazon’s  

upskilling initiative is to ensure that our 

employees can migrate into more-technical 

roles, at Amazon or elsewhere, through 

training and career support. We share  

our Career Choice program for free with 

other companies and learn from them  

so that we can increase the impact of  

our programs.

Comment on this article at http://sloanreview 
.mit.edu/x/61321.
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ACROSS THE WORLD, people today are living longer. Whether it is in the United States, 

China, or Rwanda, average human life expectancy has increased over the past few decades. If life 

expectancy continues to grow at the rate of two to three years every decade, as it has done over the 

last 150 years, then a child born in Japan in 2007 will have a more than 50% chance of living past the 

age of 107. Under the same assumptions, children born in that year in most of the advanced econo-

mies will have similar odds of living past their 100th birthday.1 

There is growing awareness that increasing longevity 

will have major implications for how people manage 

their work lives and careers. Rising life expectancy means 

the level of savings required to provide a reasonable in-

come for retirement at age 65 is becoming increasingly 

infeasible for most people.2 We predict that, given the  

average level of savings in advanced economies, many 

people currently in their mid-40s are likely to need to 

work into their early to mid-70s; many currently in their 

20s (many of whom could live to be over 100) will be 

working into their late 70s, and even into their 80s. 

Across the world, people are becoming more con-

scious of their lengthening working lives — but frustrated 

by their working context. Our research suggests that while 

people know they will have to restructure their lives and 

careers, corporations are unprepared. (See “About the Re-

search,” p. 64.) Indeed, corporations have been somewhat 

inconsistent in their reaction to greater longevity. On the 

one hand, many executives are excited about the possibili-

ties of tapping into the estimated $15 trillion of spending 

power of people over 603; on the other hand, few have 

taken full account of the opportunities and challenges 

longevity brings to their own workforces. 

Most companies, especially those operating in the 

advanced economies, still view life in terms of three 

stages: full-time education, full-time employment, and 

The Corporate Implications 
of Longer Lives

H U M A N  R E S O U R C E S

People are living longer and working longer — but few  
organizations have come to grips with the opportunities  
and challenges that greater longevity brings. 
BY LYNDA GRATTON AND ANDREW SCOTT

THE LEADING 
QUESTION
How will  
increased lon-
gevity impact 
employees and 
employers?

FINDINGS
�As people live lon-
ger, many will need 
to work longer to  
accumulate savings.

�Employees will need 
to develop new 
skills to sustain a 
multistage career. 

�Companies should 
rethink policies for 
recruitment, career 
progression, and 
retirement.
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then a “hard stop” retirement around the age of 65. 

This is the life structure that emerged in advanced 

economies in the 20th century and continues to un-

derpin much thinking about the workforce. Although 

this structure worked when life expectancy was 70, it 

cannot be stretched to support a healthy 100-year life. 

Individual Experimentation
In response to the pressures resulting from longer 

working lives, individuals are starting to experi-

ment with new stages of life and creating different 

career structures. The pressures are having particu-

larly significant effects on three age groups: people 

approaching retirement age, those currently in 

their 40s, and those just entering the workforce. 

People Approaching Retirement One of the first 

age groups to test traditional corporate policies are 

those currently in their 60s. For many of them, the idea 

of a traditional “hard stop” retirement at age 65 is 

under real pressure. As they think about the rest of 

their lives, they are beginning to look for ways to be 

productive for longer. Currently, one in five Americans 

over the age of 65 (and one in 12 over 75) still works, 

and these proportions continue to rise. Some of those 

working longer are continuing in their existing jobs; 

others are taking on roles that involve different skills or 

offer a better work-life balance. An increasingly popu-

lar option is to become an entrepreneur; indeed, in the 

United States, people starting a business today are 

more likely to be over 55 than under 34.4 

People in Their 40s For people in their mid-40s, there 

is a growing realization that retirement isn’t a hard and 

fast turning point. Indeed, some are beginning to recog-

nize that they could have another 30 or more years of 

work ahead of them and are figuring out how to make 

the most of those years. Navigating this extended period 

successfully will require maintaining skills, remaining 

enthusiastic, maintaining physical well-being, and cre-

ating a good work-life balance. Many are considering 

what they need to do to upgrade their skills to continue 

on their current trajectory or wondering whether now is 

the time to switch to a new career and a new stage of life. 

People Entering the Workforce The generation 

just entering the workforce has the longest expected 

lifespan in history, perhaps 10 to 15 years beyond 

that of the generation approaching retirement. In 

contrast to older workers, many younger workers 

are aware that their working lives are apt to involve 

many different jobs in a variety of sectors. A long 

and shifting career will force them to create a sense 

of coherence with their values and preferences, and 

to adapt and develop new skills and interests. 

Members of this group are beginning to focus 

on options, which become more valuable as the 

time horizon over which they can be exercised be-

comes longer. As a result, the age range at which a 

number of traditional markers of full adult inde-

pendence and commitment take place — such as 

getting married, having children, and buying a 

home — has been extended. In addition, as can be 

witnessed in the streets of Brooklyn, New York, and 

London’s East End, many in this group are embrac-

ing a new form of entrepreneurship that combines 

work, leisure, and creative space, and that includes 

a focus on experimenting, learning new skills, and 

building a distinctive professional identity. 

The Importance of Intangible Assets
A primary focus during the traditional work-oriented 

stage of life has been financial matters: earnings, re-

tirement savings, and home ownership. However, as 

life extends and careers become longer, different types 

of assets take on new importance. For a 40-year-old 

man or woman, extending the second stage of life by 

working more years will enhance his or her financial 

assets and may secure a reasonable retirement in-

come.5 But what impact does working longer have on 

other types of assets that are needed to support a good 

life? We term the other types of assets “intangibles,” 

and we group them into three categories:

The first category is productive assets: the indi-

vidual’s skills, knowledge, reputation, and professional 

networks. It is these productive assets that will enable 

a 40-year-old to find interesting work during a career 

that spans several more decades. 

The second category consists of what we call  

vitality assets, which include strong mental and 

physical health, a good work-life balance, and pow-

erful regenerative relationships. Having such assets 

will enable people approaching the traditional re-

tirement age to continue working. 

The final category, which we believe will become in-

creasingly important, is what we call transformational 

ABOUT THE 
RESEARCH
The purpose of our research 
was to consider the impact 
of longevity on individual 
and corporate practice.  
We began with a series of 
financial calculations. For 
different age cohorts, we 
calculated the variable  
impact of savings rates,  
retirement age, and retire-
ment income replacement 
rates on the length of a 
working life. This enabled 
us to show how working 
lifespans were likely to  
covary with longevity  
and also demonstrate the 
trade-offs individuals face 
between savings rates and 
retirement age. Next, we 
looked more closely at  
current corporate practice. 

In the Future of Work  
research consortium led  
by one of the authors, we 
focused on the theme of 
longevity. Over a period of 
six months, we engaged in 
conversations and work-
shops with more than 100 
executives from 45 compa-
nies in Europe, the United 
States, Japan, and Australia 
to discuss their attitudes 
and policies about longevity. 
Finally, we created a diag-
nostic tool to measure the 
extent to which individuals 
believe they are building, 
maintaining, or depleting 
their tangible and intangible 
assets. We made this  
available online at 
www.100yearlife.com  
and also used it with  
students and executives  
at London Business School. 
We have data from 10,000 
people aged from 21 to 90. 
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assets, which involve self-knowledge and the types 

of diverse networks that support personal change 

and transitions. 

Intangible assets are critical for enabling a long 

working life. At any point in time, people will need 

to be either actively building or maintaining these 

assets, or they will depreciate. (See “Key Assets for a 

Multistage Life.”)

The challenge for longer working lives is how to 

build and maintain intangible assets over a career of 

50 or 60 years. Already, by the end of a traditional 

three-stage 40-year career, the skills and knowledge 

built at the beginning are substantially eroded. With 

advances in artificial intelligence, it’s hard to imagine 

skills and knowledge lasting multiple decades. 

Similarly, extending one’s working life could result 

in a sharp deterioration of vitality assets such as health 

and happiness. Measures of well-being and life satis-

faction tend to reach their lowest level during the 

second, employment-focused stage of life and then 

increase.6 Therefore, although working longer will 

build the financial assets to support greater longevity, 

it could risk depleting crucial intangible assets. 

What is the alternative? Inevitably, people want to 

balance their investments in tangible and intangible 

assets by committing time to both. This will mean 

committing time to work in order to generate tangi-

ble assets. But it will also mean prioritizing activities 

to stay healthy, maintain friendships, and learn new 

skills. Those starting their careers may later want to 

have time out of the workforce to explore, or to move 

later into a company after a period of self-employment. 

Those in their 40s may need to take time out of the 

workforce to make significant investments in learn-

ing new skills to maintain momentum, and those 

who don’t plan to (or don’t want to) stop working at 

65 will want to develop a portfolio of options. 

These different paths will require individuals to 

make substantial commitments of time to develop in-

tangible assets. One obvious approach is to add new 

life stages that prioritize such investment. It will not be 

the first time that new life stages have been intro-

duced. Increasing longevity in developed countries 

during the 20th century led to the emergence of two 

stages that had not been previously recognized: the 

teenage years7 and retirement.8 It follows that longev-

ity gains may lead to the development of further 

additional stages. Rather than a three-stage life, we 

expect to see a multistage life, along with a larger 

number of transitions. (See “Creating a Multistage 

Life,” p. 66.)

Tension Points 
As traditional life patterns become less relevant to 

many people’s needs, individuals will want to pursue 

working lives that are more flexible and multistaged. 

However, this desire for flexibility will clash with 

current corporate practices and processes. Specifi-

cally, we anticipate three tension points, involving:  

(1) people’s desire for personalization; (2) their  

interest in flexibility; and (3) their desire not to be 

pigeonholed on the basis of age.

People want personalization; corporations want 

conformity. Employees increasingly want to decide for 

themselves which intangible assets they invest in, how 

much they invest, and how to sequence the various life 

stages. So, the first tension point is likely to involve how 

those choices align with their employers’ interests. 

Although it is understandable that employees 

will want to make their own choices, corporate pol-

icy and practice are largely based on assumptions 

that similar age cohorts are engaged in similar types 

of activities and work during the same stages of life. 

Those leaving full-time education are typically in 

their late teens and 20s; those taking time off tend 

to do it as young parents in their 20s and 30s; those 

retiring do so in their mid-60s. From a corporate 

human resources perspective, age has been a reli-

able predictor of likely aspirations and motivations. 

KEY ASSETS FOR A MULTISTAGE LIFE
In a multistage life, intangible personal assets that enable productivity, 
vitality, and career transformations are as essential as financial assets.

Transformational
Assets
• Self-knowledge
• Diverse networks

Financial Assets
• Salary and benefits
• Savings
• Pension
• Home equity

Productive Assets
• Skills and knowledge
• Professional reputation
• Professional networks

Vitality Assets
• Health
• Work-life balance
• Regenerative relationships
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In a three-stage life, there has been one main se-

quence: education, work, and then retirement. In a 

multistage life, there are a variety of ways to arrange 

the stages. As a consequence, the link between age 

and stage breaks down. 

People want flexibility; corporations want 

standardization. In the course of our research, we 

asked MBA students and executives to narrate their 

possible future working lives, the stages they would 

incorporate, and the sequence they would use. We 

were struck by the variety of these descriptions, with 

the many different ways of leading a working life 

presenting a mosaic of possibilities.9 What this vari-

ety reveals is that in a multistage life, even those 

within the same age cohort will be engaged in differ-

ent stages at any given time. Moreover, some of the 

anticipated stages — for example, exploring new 

work options, becoming self-employed, founding a 

business, and building a portfolio of activities that 

may include both paid and unpaid work — will in-

clude periods of time outside the enterprise. 

The desire for variety and flexibility will conflict 

with corporate preferences for standardized working 

times and operating procedures that have dominated 

organizational practices since the Industrial Revolu-

tion. The traditional structures, of course, have the 

advantage of simplicity and cost-effectiveness, and 

they facilitate standardized working careers with con-

ventional entry, promotion, and exit points. In 

addition, these structures reduce the amount of un-

fairness that can occur when individual employees 

negotiate deals that aren’t available to others. Stan-

dardization reduces the possibility of setting new 

precedents that must be extended to a broader group 

of employees or even to everyone. 

People want to be age-agnostic; corporations 

want age markers. Over the years, corporations 

have played an influential role in separating the 

young from the old. In many industries, retirement 

has had an important purpose; it provides compa-

nies with a way to ease workers out of physically 

demanding jobs in a nonconfrontational manner. 

Traditional job titles reinforced age divisions, with 

job titles referring to “junior” and “senior” roles. Age 

plays an important role in a linear career path, and 

both implicitly and explicitly, it has a huge influence 

in recruitment, promotion, and salary setting. 

Given that people are living longer, many want 

opportunities to contribute throughout their long 

working lives. Careers have many different stages, 

each with different aims and different needs. How 

people sequence the stages will be based on their 

own motivations, preferences, and financial re-

quirements — not just their age. In other words, 

they don’t want their age to be the only factor deter-

mining who they are or what they want. If age and 

stage are no longer so intertwined, this will inevita-

bly lead to more cross-generational activities. For 

example, one could be an undergraduate at 20, 40, 

or 60, or a senior manager at 30, 50, or 70.

Easing the Tensions 
We expect the pressure building from these tensions 

to grow in the years ahead. Without changes in cor-

porate policies, employees will struggle to build 

working lives that have resilience over an extended 

period of time and that support healthy and prosper-

ous longevity. In response, companies need to initiate 

a top-to-bottom redesign of their human resource 

practices and processes. The redesign should be com-

posed of two parts: a shift toward intangible assets, 

and a move toward a multistage approach to careers. 

A Shift to Intangible Assets
In a three-stage life, the core of the employee- 

employer relationship was tangible assets. Corpora-

tions found that the best way to recruit and retain 

workers was to offer a promise of tiered earnings 

based on promotion and length of service, along with 

CREATING A MULTISTAGE LIFE
A traditional three-stage life consists of a sequence of education, work, and  
retirement. But longer lives create opportunities for new stages to emerge  
and for each individual to create his or her own unique sequence of stages.

Retirement Retirement

Education

The Three-Stage Model The Multistage Life

Work

Education

Employment in
an organization

Exploration

Transition Self-employment

Portfolio (mix of
paid and unpaid work)
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the prospect of a pension to finance retirement. 

However, for many employees, this dominant role of 

tangible assets has been waning in recent years. In 

many countries, including the United States and the 

United Kingdom, corporate pension schemes are de-

creasing dramatically both in number and coverage. 

But the changing roles of the different kinds of assets 

are not just about the reduced attractiveness of the 

tangible assets companies offer. In a long multistage 

life, securing long-lasting intangible assets becomes 

as critical as securing strong financial assets. As a con-

sequence, in a multistage life, the relationship 

between the corporation and the employee can no 

longer be simply mediated by tangible assets. 

Monitoring Intangibles The capacity and oppor-

tunity to build a much wider range of assets are 

essential factors to a longer working life. The chal-

lenge is to bring these assets into the corporate 

narrative, and acknowledging and measuring intan-

gible assets is an important first step. At Tata 

Consultancy Services Ltd., a large IT service, con-

sulting, and business solutions firm headquartered 

in Mumbai, India, there is a focus on understanding 

and calibrating productive intangible assets such as 

knowledge and skill acquisition. Across the com-

pany, an internal digital platform called Knome 

enables the firm’s 380,000 employees to track their 

skill development, use online training to boost and 

broaden their skills, and build their reputation 

through virtual badges earned for skills.10 The cre-

dentials are then used to assess the development of 

productivity assets across the whole organization. 

Cultivating Lifelong Learning As working lives be-

come longer, the need for lifelong learning will 

increase. As working lives become multistaged and 

the sequence of those stages becomes more custom-

ized, individuals will take an interest in skills with 

value that extends beyond the current employer and 

sector. This will weaken the one-size-fits-all ap-

proach to learning and development. Instead, there 

will be a growing need for more decentralized and 

flexible approaches to learning, curated more by in-

dividuals than by employers. Skills and knowledge 

that are portable and externally accredited will be 

particularly valuable. Longevity will force a shift in 

responsibility for lifelong learning toward the 

individual. Organizations such as City Lit, which was 

founded in 1919 to provide adult education in Lon-

don, will likely see a new spurt of growth. 

Supporting Employees’ Transformational Skills 
The capacity for individuals to transform will be-

come an ever more valuable asset as employees work 

longer and make more transitions in their careers. 

Those most likely to make successful transitions will 

be those with self-insight and with diverse networks 

that provide alternative experiences and role models. 

There is much that organizations can do to support 

this — such as encouraging employees to regularly 

reexamine their own goals and skills, and helping 

them develop dynamic and diverse networks.

Tata Consultancy Services’ internal digital plat-

form, for example, gathers data on an individual’s 

advice network, in terms of who the person is giv-

ing advice to and receiving it from. Using this data, 

employees can gain insights into whether they are 

building or depleting the strength of their profes-

sional social networks within the company by 

assessing the extent to which these networks are be-

coming more homogenous or more diverse. The 

aggregate data is also used to influence corporate 

policy on encouraging cross-functional and cross-

business networks.11 

Bringing Variety to Employment Longer lifespans 

will affect how long employees remain at a com-

pany in many ways. As careers extend in response to 

longevity, it is fair to assume that the percentage of 

workers who will spend their entire career with one 

organization will decline. Even so, many people 

may increase the number of years they remain at a 

particular company. The challenge companies will 

face with longer tenure is to maintain the produc-

tivity enhancement that comes from stability and 

continuity while also creating space for people to 

develop the capacity to transform. Simply increas-

ing tenure has its challenges. People can become 

stale and bored; moreover, organizations run the 

risk of generating frustration when people aren’t 

able to advance. 

There are a number of ways to mitigate this tension. 

One is for employees to stay in the job but reshape it by 

adding new tasks and skills. Employers, for their part, 

can help people transfer their skills to other areas or 
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stimulate the development of new skills. Another op-

tion is to offer employees sabbaticals and longer breaks 

to help them recharge. Such flexibility can enable com-

panies to retain promising younger workers while 

incentivizing older workers to invest in their transfor-

mational assets and prepare for multistage careers. 

Acknowledging the Needs of Dual-Career 
Families Not all intangible assets are centered on  

supporting careers. Vitality assets stress family and 

friendships. As more households address the financial 

tensions associated with funding longer lives by ensur-

ing that both partners work outside the home, the 

nature of families is changing. Deloitte, the global pro-

fessional services firm, saw this firsthand when it 

studied the evolving family structure of its employees. 

The company discovered that the traditional structure 

of a male partner supported by a stay-at-home spouse 

applied to a minority of its people.12 Instead, many 

employees were in dual-career households and were 

often the parents of young children. Realizing that a ca-

reer track with a steady upward trajectory was not 

appropriate for all circumstances, Deloitte encouraged 

employees to build their own career “lattice” where 

they could change pace (accelerate or decelerate), 

workload (full or reduced working hours), work loca-

tion (office or home), and role (project or support).13

Creating Time Flexibility Investments of time are 

crucial to building intangible assets — whether  

related to skills and knowledge, health and fitness,  

or families and relationships. To invest time, em-

ployees need a degree of control over their working 

practices — that is, when, where, and how they work. 

Flexible working was championed by companies 

including British Telecom more than two decades 

ago, with an aim of learning whether employees who 

had more flexible work arrangements tended to be 

more productive and less likely to leave.14 Since then, 

many initiatives have supported flexible working, 

and the current push to reduce office costs promises 

to bring more opportunities to work from home and 

to work flexible hours. 

As common as flexible work schedules have be-

come, long breaks are not typical in the business 

world. Currently, very few companies offer sabbati-

cals. There is no doubt that when more people work 

into their 70s or 80s, longer breaks will be seen as 

attractive. Some companies with demanding work 

schedules, such as consulting firms, are attempting to 

respond by allowing eligible employees to take four- 

or eight-week sabbaticals, in addition to vacation 

time, to pursue personal interests and passions.15

Taking a Multistage Approach
As people increasingly opt for a customized, multi-

stage approach to their lives and careers, companies 

will need to rethink their personnel practices to  

attract the best employees. This will involve three 

major changes:

1. Revamping Recruiting In the traditional three-

stage life, corporate recruitment practices are 

primarily geared toward recent graduates. The danger 

is that as careers become increasingly multistaged, 

companies that focus exclusively on this narrow age 

band fail to identify other talent, such as young people 

who used their 20s to explore other fields; people in 

their 30s and 40s who managed small businesses or 

startups; and experienced people in their 60s and 70s 

who could mentor and inspire young workers. 

Many of the most visible projects to reengage 

with mid-career candidates have emphasized moth-

ers returning to the workforce; major companies 

involved in such initiatives range from Goldman 

Sachs to General Motors to UBS.16 More broadly, 

corporations are seeking to broaden their talent pool 

with mid-career hires. For example, for some years 

Fujitsu Ltd., the Japanese technology company, has 

recruited a wide range of experienced people, in-

cluding actors, poets, physicians, and architects, to 

boost its innovative capabilities.17 

In the traditional recruitment model, candidates 

with gaps in their work experience (for whatever rea-

son) have been viewed with suspicion by corporate 

recruiters. But as nonlinear careers become more 

common, we expect people with unconventional  

experiences to become less unusual — and perhaps 

even to be viewed as a desirable resource. 

The need to diversify sources of recruiting will arise 

not just from the emergence of multistage careers but 

also because of an anticipated decline in new workers 

entering the workforce. In the United States, for exam-

ple, the number of workers aged between 16 and 24 

is expected to decline by 10% in the coming decade, 

a time when baby boomers are moving into 
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retirement.18 This will inevitably result in more compe-

tition for talent and highlight the growing demand 

for workers from nontraditional sources and ages. 

2. Rethinking Age-Related Stereotypes In a 

three-stage life, age and stage are inextricably inter-

twined, and it was appropriate for corporate 

policies to use age as shorthand for roles and aspi-

rations. But it is not appropriate when the model 

moves to multiple stages. Of all the policies we have 

studied, age stereotypes and attitudes regarding 

older workers are the area where action is needed 

most immediately. 

Too often, companies view older people as a lia-

bility rather than an asset. It’s time to rethink what it 

means to be over 60 and how business can tap into 

the experience and wisdom older employees offer. 

The motivation for change is a simple one: Longev-

ity means people are living longer and staying 

healthier for longer. In addition to older individuals 

being healthier and fitter than previous generations, 

growing automation is boosting older workers’ pro-

ductivity.19 The result is that the current generation 

of older workers is able to be more productive than 

past generations, and advances in technological aug-

mentation will boost their productivity still further. 

The early adopters celebrating the experience 

and wisdom of the over-60s are often found in the 

retail sector, selling to older customers, or in sectors 

such as engineering, where there is a dearth of 

younger talent. For example, at B&Q PLC, a home 

improvement and home gardening supply retailer 

based in Chandler’s Ford, England, more than one 

quarter of the company’s workforce is over 50.20 

Among other things, the company considers older 

workers more experienced with do-it-yourself 

home projects and more empathic with homeown-

ers. BMW AG has redesigned factory space around 

the needs of an older workforce.21 At Vita Needle 

Co., a manufacturer of stainless steel tubing and 

fabricated parts based in Needham, Massachusetts, 

about half of the employees are aged 75 or older.22 

3. Redesigning Retirement Key to better utilization 

of older workers will be fundamental changes in re-

tirement practices. Retirement is already being 

substantially transformed. In many countries, the effec-

tive retirement age is rising as more people over 70 are 

working. Yet while there are some signs of coordinated 

social change in retirement, it is still the case that most 

organizations deal with retirement on a case-by-case 

basis. As a result, many workers in their 50s have little 

clarity about their employer’s policies regarding flexible 

retirement dates or flexible working after retirement 

from a full-time job. We think there’s an opportunity 

to think more broadly about retirement — in partic-

ular, whether it makes sense to have a hard stop or to 

make the transition more gradual. 

The first step will be setting expectations properly. 

People need to know in advance what their options 

will be and, if they wish to stay in full-time employ-

ment, what they have to do to make their preferred 

option happen. They also need to know the circum-

stances under which they can delay retirement and 

the different options that exist in terms of time (for 

example, hours per week), responsibilities, and  

salary. A corporate policy built on cherry-picking  

individuals the company wants to retain is unlikely  

to be successful over the long term, and it is likely to 

be limited by anti-ageism legislation. 

Companies will need to specify the type of flexi-

bility they are prepared to offer. At a minimum, they 

may want to provide an option for people to stay in 

their roles and extend their tenure for a few years after 

retirement. However, this is not without its chal-

lenges. Among other things, extending the careers of 

those near retirement age may block promotions for 

younger workers rising in the organization. 

Another challenge is confronting the role age  

currently plays in determining pay. Older workers  

currently tend to earn more than younger workers, 

since salaries rise with promotions and tenure. Ques-

tioning the link between age and salary opens up 

possibilities for nonlinear career moves, enabling older 

workers who want to work longer to shift with dignity 

to lower-paying positions that offer the benefits of 

lesser time demands and less responsibility. It also ad-

dresses one of the major reasons for inflexibility in 

corporate retirement policies: Companies often seek 

to retire older workers in order to reduce their payroll, 

since the ratio of cost to productivity for highly paid 

older workers can be unappealing. It is important for 

companies to create options that recognize that, for 

some older employees, salary may have plateaued — 

or they may want to consider accepting lower pay in 

return for greater flexibility in a multistage career. 
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The Longevity Challenge 
There is a rapidly growing realization that technol-

ogy will fundamentally transform jobs, the nature 

of the tasks performed, and the structure of com-

panies. Less attention has been paid to longevity, 

which may produce equally profound changes. At 

the heart of the challenge of the transformations 

associated with longevity is the traditional three-

stage life. Not only has this been the dominant 

career narrative for nearly a century, but it has also 

led corporations to focus on linear career models 

that emphasize the accumulation of financial as-

sets. In the next few decades, we believe there will 

be a fundamental rethinking of these traditional 

models. This will begin with individual employees 

experimenting and pushing the boundaries, even-

tually leading to new and more flexible policies of 

recruitment, retention, learning, training, com-

pensation, and retirement. The transitional phase 

will be a time of anxiety and frustration. Corpora-

tions that are able to move rapidly in transforming 

their policies will gain from employees who are 

more engaged and productive.

Lynda Gratton is a professor of management at Lon-
don Business School. Andrew Scott is a professor of 
economics at London Business School and a fellow 
of the Centre for Economic Policy Research. They are 
the authors of The 100-Year Life: Living and Working 
in an Age of Longevity (Bloomsbury, 2016). Comment 
on this article at http://sloanreview.mit.edu/x/58304, 
or contact the authors at smrfeedback@mit.edu.
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“WORK IS BEING CHANGED IN SOME VERY FUNDAMENTAL WAYS,”
says Jones. “Nearly all the work that we do will involve people working 
with either a smart machine or a robot. Many businesses are really 

challenged by this shift, even as they provide employee training and development. And 
educational institutions are a lagging indicator of this disruption. We need to think about 
the approaches we’re taking, the resources we’re investing, how quickly we’re moving, 
and fit-for-purpose. Are we asking the right questions when we’re thinking about this 
challenge of education and work disrupted?”

Q: How have businesses thought about workplace skills requirements in the past, and how 

is the changing nature of work affecting that?

Jones: Traditionally, whether we’ve been talking about knowledge workers or factory workers, we’ve 

asked, “What skills does our workforce need to do highly prescribed, specific activities?” Training has 

focused on making sure that the context is clear, the rules are clear, and the process is clear, and that 

workers follow prescribed routines.

This view is being challenged, because highly mechanized, consistent work, that follows a well-

articulated workflow, is increasingly likely to be automated. The tasks assigned to humans are those that 

are less prescribed. Then it becomes more important for employees to not only understand problems in 

a specific context, but also be able to work across contexts and solve different kinds of problems.

Today, companies — and employees — are really in two worlds. There are some requirements for re-

skilling that are very narrow and context-specific — such as knowing a specific computer language or 

how to work within a certain customer relationship management software environment. But re-skilling 

Work Disrupted, 
Education Disrupted
The pace of disruption caused by digital technologies in virtually 
every business sector is accelerating as AI and robotics gain ground 
in the enterprise. Cloud, mobile, and social computing have already 
driven workplace changes that have made the skills gap a pressing 
issue for managers. The rise of cognitive technologies adds urgency 
to the challenge of ensuring that employees have the talent and 
skills needed to create value. Robin Jones, principal in Deloitte 
Consulting LLP’s Human Capital practice and leader of its Workforce 
Transformation practice, cites research showing that a majority of 
employers believe that at least half of their workforces will need to 
be re-skilled for new jobs in the future.
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in this way is not enough, because it addresses only a fraction of 

workforce shortfalls. We also need to develop capabilities that are 

increasingly critical for people who are working with machines.

Q. What should re-skilling focus on, then, to meet the needs of 

this new work environment?

Jones: The questions to ask 

almost go beyond re-skilling: 

How do we help develop as 

corporations, and educational 

institutions, and individuals? 

How do we build resilience in 

the workforce — that is, support 

workers who can develop their 

own skills and are prepared 

from the outset to constantly 

reinvent themselves? We’re not 

trying to go from one set of 

static skills to another set of 

static skills but, rather, to build 

workers whose capabilities can 

be applied across contexts, and 

who are continuous learners.

Q: What are the specific 

capabilities that will be 

more critical in the future 

workplace?

Jones: Communication, critical thinking, problem-solving, deci-

sion-making, creativity, emotional intelligence, self-development, 

curiosity, empathy, an ability to work with teams continually come up. 

We should also consider this question of what enduring and essential 

human skills we need in a forward-looking way: Human capabilities 

need to be understood relative to what machines can do and how ma-

chines are changing.

Increasingly, there will be functions that we used to think of as part of 

the human domain that machines can now perform better than us. 

For example, what aspect of decision-making is human, and what 

aspect of it can be done by a machine? Applying the ethical dimension 

to a decision may be the human aspect.

We know that machines are particularly good at what we call artificial, 

narrow intelligence, while humans are particularly good at what we 

call general intelligence — the ability to generalize, to draw inferences, 

to almost see around corners. Interestingly, these skills are probably 

more valuable when they’re coupled with what machines can do. For 

example, machines can take on routine customer service tasks, 

freeing human service representatives to focus on resolving more 

complicated requests and building a stronger relationship with the 

customer. In health care, some surgeons are working with robots to 

assist with surgeries: The machines increase surgeons’ ability to see 

with sharper resolution and provide more control when performing 

intricate procedures in hard-to-reach areas.

Valuing curiosity — the human ability to ask questions — is really in-

dicative of moving from a production economy to a knowledge 

economy and, now, to an imagination economy. All companies are try-

ing to figure out how they can be more productive, manage 

knowledge more effectively, and create value by tapping imagination 

and creativity.

Q. What challenges do these issues raise for our system

of education?

Jones: The two most pronounced challenges for the educational 

system are the pace at which technology is changing work, and the 

fact that in the 21st century, we’re considering 100-year lives, as 

Lynda Gratton and Andrew Scott tell us. How do we create 

educational strategies that cover 75 years of someone’s life? Most 

educational institutions today focus on providing education through 

around 22 or 23 years of age. If you need to reeducate or reinvent 

yourself six, seven, or eight times in your life, it raises fundamental 

questions for our educational institutions, our educational strategies, 

and our educational financing. How do we align so that the education 

system and the new needs for lifelong learning are in sync?

Q. How optimistic are you that individuals can rise to the chal-

lenge of the new world of work?

Jones: Managers often think that employees aren’t willing or able to 

adapt, but it’s a mistake to count the worker out. When we ask workers 

about their adaptability, most of them are ready to go the distance.

What they’re looking for are opportunities within organizations to re-

skill and to become more resilient workers. They’re also looking for 

educational opportunities where they can, as adult learners, really en-

gage and build skills, not only for work, but also to feed their own 

curiosity and live better lives.

Q. What are business leaders tasked with as they confront

this challenge?

Jones: You need a strategy for what your 21st-century workforce is 

going to look like, based on the technology disruption that is 

happening in your industry. What programs can you develop for your 
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workers that help them find pathways within your company — where 

they can actually make more money and deliver more value — and 

also pathways in the communities in which you’re operating? That’s 

where the Amazon story is very compelling: We need to find 

pathways within our companies and within our communities.

We also need to actively forge new alliances and relationships with 

the educational institutions in our communities. What we’re seeing at 

Deloitte is that this challenge of education disrupted and work dis-

rupted is just heating up. Leading into it — not just leaning into it — is 

going to be a priority for companies. How are you going to lead on this 

issue so that you’ve got workers who are developed, engaged, and 

contributing, both within your company and in the communities in 

which you’re operating? As individuals, businesses, educational insti-

tutions, and communities, we have a lot of work to do, but the 

opportunities and possibilities are inspiring. 

As used in this document, “Deloitte” means Deloitte Consulting 

LLP, a subsidiary of Deloitte LLP. Please see www.deloitte.com/us/

about for a detailed description of our legal structure. Certain ser-

vices may not be available to attest clients under the rules and 

regulations of public accounting.
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ABOUT DELOITTE

A business strategy focused on activating the 
workforce is essential to maintaining competitive 
advantage. By analyzing the changing nature of work 
against business outcomes, Deloitte’s Workforce 
Transformation practice works with organizations to 
compose the workforce required for businesses to 
thrive. Our Workforce Transformation services help 
organizations reimagine talent management strategies 
across leadership, learning, rewards, inclusion, 
performance management, career mobility, and talent 
acquisition. To learn more about Deloitte’s Workforce 
Transformation practice, and our Future of Work 
perspective, visit  Deloitte.com.
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