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There are people you encounter in life who stand out above all others — who teach you, challenge you, and inspire you. In my life, one of those people has been Maynard Webb.
I first met Maynard in 1999, shortly after I became the CEO of eBay. The company was growing very quickly, and it was an incredibly exciting time. But one of the challenges we had to contend with was the stability of the site. Our technology, built when we were a fledgling start-up, just couldn’t keep up with the growing transaction volumes. The site was frequently breaking down and disappointing sellers and buyers in the process. One particularly severe outage lasted for twenty-two hours. It attracted enormous national news media attention and nearly cost us all of our customer data.
The outages required me to look for someone strong and smart enough to tackle the problems. We simply didn’t have thein-house talent to fix the site. We needed someone to come in and rapidly overhaul the technology while we continued to grow and do business. I described it as changing an airplane’s engines in flight without losing altitude or crashing.
As I started my search for a great technologist, I began to hear about Maynard Webb. Maynard was the widely respected chief information officer (CIO) at PC maker Gateway and had previously been at Bay Networks, where he completed a notoriously challenging SAP implementation in a remarkable nine months. This sounded like the guy we needed, but unfortunately for eBay, Maynard wasn’t looking for a new job.
After some prodding from our recruiter, Maynard agreed to meet with me in California. True to his nature, Maynard thought the challenges eBay faced were ‘‘awesome.’’ eBay was just the kind of job Maynard loved — a big, hairy problem no one else wanted, but that if solved, would make a huge impact.
About a week after our meeting, Maynard agreed to join eBay. For the next seven years, Maynard solved every problem we threw at him. Maynard rebuilt our technology infrastructure and took what was once a big liability and turned it into an area of strategic strength. Over time, he built a world-class technology team that has, as he likes to say, been ‘‘breaking new snow’’ ever since.
And what Maynard’s team created was awe inspiring. The new ultrareliable infrastructure they engineered and the quality measures they put in place helped sustain the company’s explosive growth. It enabled the site to scale to handle more than a billion transactions per day and store over two petabytes of data — two hundred times more data than contained in the Library of Congress.
Maynard architected much more than eBay’s technology, though. Later, as eBay’s COO, Maynard helped introduce the processes and day-to-day operating structures that moved us from
Foreword xia business of 250 employees to a global company of more than 10,000 employees. In his seven-year tenure, Maynard enabled eBay to effectively grow revenue from $140 million to more than $5 billion by the time he left in mid-2006.
In working so closely with Maynard for so long, I noticed how much he enjoyed being a mentor. He always made time for anyone who wanted his advice — and there are many who sought him out. He hosted regular ‘‘fireside chats’’ in eBay’s offices, in which he shared his career experiences and insights with intimate groups of twenty people; they became very popular and allowed him to reach more employees.
At one of our annual Leaders’ Meetings, Maynard told a story I will never forget. He spoke about sitting on a park bench long after he retired. He was no longer the boss, had no budget, and could no longer hand out a job or a promotion. There was no ulterior motive to be nice to him. Maynard wondered if the people he encountered throughout his life would walk over to say hello or turn and walk away. He then stressed the value of conducting oneself in ways that draw people toward you.
When Maynard left eBay, we dedicated the park benches in our new courtyard to him. We inscribed a quote from Maynard on each one, a piece of wisdom from him that continues to guide us. And when Maynard comes back to visit and sits on one of his benches, I know no one will ever walk by without stopping to say hello.
Though I was sad when Maynard left eBay, I also understood. He had finished what he had come to do. It was time for new challenges.
As CEO of LiveOps, Maynard helped a new generation of workers prosper on their own terms. He also started investing in innovative companies that are leveraging technology to help workers find greater levels of achievement and personal
xii Forewordfulfillment. Maynard serves on the boards of salesforce.com and Yahoo!, companies he believes embody his focus on people, success, and a better future.
Rebooting Work takes on a big problem — the broken state of work — and reveals a solution, one that is better for employees and employers. As with every problem Maynard solves, he has ferreted out the answers and made certain that his solutions are easy to understand and possible to implement.
This book is the result of Maynard’s journey through an exciting and varied career. It makes Maynard’s knowledge and mentorship accessible to everyone. It will help people become the ‘‘CEOs of their own destiny’’ and live happier and more fulfilling lives. And it will help companies operate better as they move forward into the evolving landscape of work in the twenty-first century.
As the chairman of a cloud computing company that creates work opportunities for thousands of people (contractors and employees) each month, I see the world of work as very different from the one that’s being reported in the headlines. I’m convinced that this is one of the most exciting times in the history of work — and one of the best times for anyone to enter the workforce. Just as the Industrial Revolution was defined by manufacturing that gave people jobs, today’s IT revolution — defined by new technologies —is giving people more flexible and empowering opportunities for work than ever before.
When I started working, I had to leave my home in Florida and take a permanent job with IBM in Minnesota. I’ve moved nine times for a job, and I moved three times in less than two years. We all know that this model is steeped in the past, but two years ago, as I started to think about what was happening in the world of work — and about writing this book — I realized that even though those IBM days were long behind me, there were other outdated work models that I was perpetuating and that were not right for me or my family. My career was still defined by
xiiithe limits of working for a company. I was working with assigned teams that were static, and we worked from the same location. I spent set hours in an office building and not enough time with my wife and family.
Once I became involved with LiveOps and became inspired by the twenty thousand independent agents who were truly working on their own, I realized that there was a better model for working. They were paid for performance, but they worked on their own terms and were happy with their freedom. It was great for them and great for our company. It was a win-win for workers and management like nothing I had experienced before. I bought into it so much that I decided that I needed to walk the talk myself. I gave up formal operating roles and began to reframe the way I thought about my career.
In many ways, I’ve been very blessed —I am married to the love of my life; I have wonderful children and grandchildren. I’ve enjoyed a career in technology that has inspired me and provided for my family beyond my wildest imagination. I’ve also had some body blows. The times I’ve been thrown a curve ball or knocked down have been just as influential —perhaps more influential —in determining the ultimate outcome.
Over my career, I have had the good fortune of being in the right place at the right time in several industries. I was thus able to witness and participate in significant transformations in technology, which gave me good strategic insights into where the world was going. I worked at IBM during the PC revolution, focusing on computer security long before it was ‘‘cool’’ or even possible to be a hacker. During the PC heyday, I was transferred to Boca Raton and put in charge of financial systems integrity, which at the time was in a shambles. I worked at Thomas-Conrad as ‘‘networking’’ began taking off, and at Bay Networks as the
Preface xvInternet exploded. I was at the epicenter of Internet commerce at eBay and in the middle of the revolution in work at LiveOps. My extracurricular activities as a board member at Gartner and at visionary companies including salesforce.com and AdMob allowed me to see such technology trends as cloud computing and mobile long before they were hot.
With the insight that comes from hindsight, I realize that the most interesting parts of my career happened when there was something that urgently needed fixing, but it was also in an area of nascent strategic importance. I was never interested in just doing something that anyone could do; I was always fascinated by aiming high — shooting for something that would be truly marvelous.
As lucky as my story is, it is also in many ways an unlikely one. I grew up in West Palm Beach, Florida, the third of five kids, and my family was considered upper-middle class. My father was a real estate appraiser and the president of his own company. My mother was a stay-at-home mom who took care of the kids and my father’s mother, who lived with us. Life was good: playing outdoors, figuring out ways to finagle out of piano lessons. Then, everything changed dramatically when my father died suddenly from a stroke ten days before my seventh birthday.
My father held no life insurance, and our small savings account quickly ran out. Growing up with little money, we learned to make sacrifices. For several months, we lived without hot water. For a couple of years, we lived without a TV. I couldn’t join the Cub Scouts because it required my mom to serve as a den mother, which she didn’t have time to do because she was working. Of course, the biggest loss was not getting to live with — or really know — my father.
My mom had a college education and went back to teaching to support the family, first as a boy’s physical education teacher, the only opening at the time, then as a science teacher. Two years after my dad died, she decided to pursue her master’s degree so that she could make more money. I was nine at the time. That summer, Mom enrolled at San Jose State in California, and with her five children moved into the dorms. There our after-school fun involved learning to play poker from the other grad students. My mom was incredibly strong, and also industrious. After that summer in California, we moved back to Florida, where she would eventually run the Jupiter Marine Science Center and was voted Teacher of the Year for the State of Florida, one of many accolades she would receive. I had so much love and admiration for her, but was troubled by the position in which my father had left us.
I promised myself then that when I had kids, I would not leave them unprotected as we had been. I also became convinced that I would die at a young age, as my father had. That drove me; I expected life to be short, so I needed to get going at achieving all that I wanted.
I always wanted to work, and when I was ten, I secured a route selling TV guides. (It was small; I had three customers.) By the time I was twelve, I took on a paper route. My mom would wake me before dawn to get to the local gas station and fold the papers before delivering them. I was so exhausted by the end of the day that I’d fall asleep on the floor of the living room.
The thing I loved the most about being a paperboy was the tips I earned around Christmas. One year, I used these funds to buy a Ping-Pong table for my family. I worked several jobs over the next several years: at a gas station, cleaning toilets at
Preface xviiThese were small jobs, but I dreamed big. As a kid, that meant a career as a Major League Baseball player. When I was nine, I was told I shouldn’t try out for Little League, as the rest of the new kids were ten. I wanted to anyway. I had my brother’s handme-down glove, and because he was left-handed, I struggled to catch well as a righty, but I practiced relentlessly and ultimately made the team. I played sports throughout school; our Babe Ruth All-Star team even won a state championship, with my athletic career culminating in being recruited for football to the U.S. Naval Academy in Annapolis.
That was 1974, and I had grown long hair and decided I didn’t want to go to Annapolis. My mom was very disappointed, as my dad had been a naval officer, and she felt that I was throwing away an opportunity for a great (and paid for) education. I found myself on a different path, though. I went to college in Florida and studied criminal justice. I worked throughout school, even creating a retail business at a local wholesale nursery, and I interned at IBM during my senior year.
Upon graduation, I was offered a full-time job as an entry-level security guard at IBM in Minnesota. Considering my thirty-five-year career in the technology industry, some people assume I mean computer security, but at the time, computer security was in its infancy. (It was a mainframe and minicomputer world.) I worked in physical security, protecting the buildings and its employees.
Every day brought something different. I worked in the lobby of the office building. I also toured through the halls, ensuring that the building was safe and that people got to where they needed to go. No job was too small or too big. I took the flag down at night,
xviii PrefaceWithin a year, I was offered a chance to move to a new facility in North Carolina, and shortly thereafter was promoted to become a supervisor of security guards. The physical security work segued into product security —I was in charge of securely administering the most confidential documents at our location and also checking up on how our vendors secured our information.
Then, within five years, as technology evolved, I moved into computer security. Both computer and physical security were becoming hot topics, as we had experienced significant attacks on our physical premises and had concerns about computer espionage. Although I transitioned from a blue collar to white collar, I never gave up my blue-collar approach to work. I continued to understand the value of heavy lifting, and perhaps my willingness to do heavy lifting became my greatest strength.
BREAKINGSYSTEMSI love new technology, and I’m obsessed with how it makes our lives better, but my role in the technology industry has never been that of the dreamer. I’ve always been the doer. I’ve been fortunate enough to work for companies that allowed me to witness groundbreaking technologies arise, but in every company in which I worked, I was brought in because there was a problem on the path to growth or advancement. In each job there was a problem, a big issue that seemed insurmountable. While others seemed turned off by these types of challenges, I was really turned on by the opportunity to fix something — the chance to make a difference.
Sometimes my job also meant that in trying to fix something, I had to figure out how to break it. At IBM, one of my early jobs in computer security was indeed breaking systems. That was a very cool job. I would be sent to a location, given general access to the systems, and told, ‘‘See what you can do.’’ With that mandate, I was able to confiscate highly confidential documents, take over operating systems, and once even cut a check for a significant amount of money. (I returned it.) It was fun breaking systems, and it gave me insight into how to fix them. Determining what is wrong with something and trying to find a solution has been the thread that has tied my career together.
The truth is, I was unqualified for many of my career roles when I was assigned to them, but no one else was willing to do them, so I volunteered. Some people called me insane, but in every opportunity that I signed up for, I was very confident that I could do the job well, and tackled the challenges with gusto and no fear. Several times this led to approaches that weren’t considered normal practice, but to me they made common sense, and I’ve always allowed common sense to lead.
For example, when I was doing product security at IBM, vendor security was taken very seriously —vendors were required to log visitors, physically lock documents, and track the removal of files. Amazingly, though, no one thought to lock up the files on the computers. There was no security system in place to protect the digital versions. That was a big gap. The product and security guys had to learn to become more computer literate, and I helped lead that charge. At first this idea was seen as unconventional, but soon, as everything went digital, it became an everyday imperative.
Later, when I was working as a network director at Quantum, a disk drive manufacturer, we had a pressing deadline to get longdistance circuits and technology infrastructure into new factories that were coming on line. Not one telecom vendor said it could
xx Prefacemeet this deadline. This was not a good outcome; it would delay everything, thus costing us a considerable amount of money. I called a meeting with all the vendor representatives together to address the situation. I explained that the suppliers who were willing to find a way to work with us would build a long and profitable partnership with our company. I then challenged them to find a way to help us. All it took was for one rep to raise his hand and say he could do it. The others followed, all committing to find a way to make an exception. We delivered the project on time.
I went from Quantum to Bay Networks as CIO. The CIO role was very recent and was just beginning to be elevated to the executive table. It is actually the only job in my career that I have done multiple times. It is very strategic, very hard, and very risky; at the time, most people said CIO stood for Career Is Over. I loved it and the challenges that came with the job.
At Bay Networks we faced very serious issues. We were merging two companies, Synoptics and Wellfleet, onto a common architecture and platform. I agreed to do an aggressive enterprise resource planning (ERP) implementation worldwide, which had been tried several times before and met with failure. I committed to do the implementation in twelve months, and the first step was to ensure that everyone was playing on the same team. I created a mandate that enforced timely decisions (within twenty-four hours) and key executive involvement. I created an untraditional bonus structure that was collaborative with our vendors. For example, our consultants at Accenture were on the same bonus plan as our executive stakeholders, which created a win-win environment. Nobody could go home on Friday unless the week’s open issues were rectified. And there were consequences: one factory wouldn’t go fast enough, so we pulled it out of the scope. We completed the effort in nine months — at the time it was one of fastest ERP implementations in the world. We even received a Computerworld Smithsonian IT nomination for the project.
I left Bay Networks after about four years to join Gateway Computers, which was facing many growth challenges. I was hired to significantly improve its web capability, but was surprised to learn upon arrival that although the year 2000 was only two years away, the company was not Y2K ready on its legacy systems. I led a major project to address that, as well as implemented a large outsourcing project.
In 1999, I was heavily recruited by eBay to become its president of technology. The company had some very sizeable technology issues, including one twenty-two-hour outage of its whole service. It was a very public debacle, and unfortunately the site had become the poster child for instability. I found that a crucial part of the solution was to take a collaborative approach. I encouraged our partners to work with us in a way that they had not in the past. For example, we were using Sun servers, and as a way to motivate our vendor to be a real partner, I suggested that it carry our availability as a metric for executives’ bonus plans. This had never been done before, but it worked for both parties, and later Sun adopted this model with its top customers.
The team was fabulous; we worked extremely hard and turned things around. We were growing so fast that we outgrew being able to use one big back-end database server to run our site. We either had to transition to a mainframe system or implement a dramatically different approach. We chose to implement a distributed architecture (what we called a small soldiers approach), which enabled us to achieve scale and stability much more quickly by distributing the database traffic across many different servers as opposed to one. We became world class at innovating on time and at high velocity without impacting
xxii Prefacesite availability. It was at the time unprecedented to be able to fix the site and keep it running while simultaneously adding new features, functions, and capabilities.
I stayed at eBay for seven years, the last four as chief operating officer. As COO, I helped codify and establish the company’s culture, implement decision-making models, and oversee the budget process and corporate initiatives, along with managing all my functional areas (trust and safety, customer support, HR, billing, technology, product management). I was charged with managing executive staff and helping administrate the board. I did the same thing for the company that I had done for the technology: implement processes that would ensure that it could scale while facing hyper growth.
Early on in my career, a very seasoned technology veteran at IBM once told me, ‘‘What’s beautiful about working with you, Maynard, is you haven’t been trained on why this is impossible.’’
It’s true: my training happened on the job, so I didn’t know what was deemed unprecedented or insurmountable. I’m grateful for the fresh perspective that inexperience provided; it not only gave me the confidence that I could get the job done but also afforded the most interesting and most rewarding opportunities. I began to become recognized for my willingness to do the jobs no one wanted, and top technology leaders began to rely on me to solve daunting problems. That’s how I became known by some as Mr. Fix-It.
Although this book is not my memoir, in some instances my personal experiences can help illustrate some of the big ideas here — on how we can transform the way we work in a shifting global workforce. The one thing my career has taught me is that
Preface xxiiiinstead of fearing change, being willing to embrace it is key. With this attitude, in addition to a passion for understanding technological breakthroughs, you can often be the first to new markets and new opportunities.
In addition to using examples from companies where I have worked and companies of which I am a board member, I will mention companies I have invested in, as those are the ones I know the most about and can give detailed examples for. In short, if I did it — an underdog with a humble beginning and no special connections, raised by a single mother with five kids; someone who didn’t go to the best schools, get an engineering degree, or earn a master’s degree; someone who started his career as a security guard and never had the ‘‘executive look’’ — then, without a doubt, you can do it too. Sometimes it just takes the right attitude and the confidence to know that the old way isn’t necessarily the right way — and the belief that better days are always ahead.
In my last corporate job, as the CEO of cloud-based call center LiveOps, I was hired to scale a start-up company to become a mature, fast-growing, operationally excellent technology company, but something else unexpected happened. I began to see how big of a problem work has become for most of us, and how much we could change to make it better. I learned about how many people were unhappy and unfulfilled and eager for an alternative way that would give them more control over their lives.
This dissatisfaction was widespread — and alarming. One survey found that less than half of Americans (just 47 percent) are satisfied with their work.1 (When the Conference Board’s first survey was conducted in 1987, most workers — 61 percent — said they were happy in their job.)
As an employer, I know that this decline in job satisfaction is unacceptable and dangerous. Another survey by consulting firm Mercer found that the most discontented are young employees, with 44 percent of those ages sixteen to twenty-four and 40 percent of the twenty-five- to thirty-four-year-olds saying they ‘‘seriously are considering leaving’’ their jobs.2
xxv xxvi IntroductionThat too is a big problem. Working adults spend more of their waking hours at work than anywhere else. Work should be a place of inspiration and innovation; it should not — it cannot — be unfulfilling. But for all too many, it is. It’s disconcerting the degree to which work adversely affects our lives and how much we come to regret it later. Bronnie Ware, an Australian palliative care nurse, who tended to patients in the last twelve weeks of their lives, shared their thoughts in a blog called Inspiration and Chai, which she turned into a book called The Top Five Regrets of the Dying. She found common themes in what people regretted and what we could learn from them. The top two lessons: ‘‘I wish I’d had the courage to live a life true to myself, not the life others expected of me,’’ and ‘‘I wish I hadn’t worked so hard.’’3 When people realize that their life is almost over and look back clearly on it, they see how many dreams have gone unfulfilled. Most people had not honored even a half of their dreams due to choices they had made or not made.
That’s upsetting, but what gets me most agitated is that it does not have to be this way. The things that people don’t like about work — toiling away so many hours in office buildings, spending too much time in cars commuting to work, and ceding control to a company — no longer have to be facts of work life. Technology has evolved to the point that many of our practices and methods around work could change radically. Advances in cloud services, Internet telephony, wireless technology, and mobile computing can be applied to change work and make it better pretty quickly, and pretty easily. Social technologies, which enable us to know exactly what our long-lost friends are doing in their spare time, can help us better understand what is happening in our businesses. As an investor in start-up companies and someone who meets young, gifted entrepreneurs who dream about the future every
Introduction xxviiday, I gain insight and access into other new technologies that can help us revolutionize work even further. There are so many new services and apps and ideas that make work easier and more engaging and more rewarding. There are so many ways to take out the pain points and allow the soul food to be put back in.
Although technology is a path to a better and brighter future, it is only an enabler. After all, technology is a word that describes the concepts, techniques, and methods having to do with how to accomplish a task. Before we implement methods and plans and action items, though, we need to take a step back. We need to change the way we think about work. If we want to change it, we need to look back and study how we got here, then determine how we could forge ahead.
I wrote this book to investigate how the current work crisis came about and to help individuals understand that it is within their power to end it and move on to careers that can provide both fulfillment and financial security. In addition to advocating for the personal joy that comes with being fulfilled, I also come at this with the perspective of an executive and manager and strongly believe that companies achieve far more with motivated and happy people.
Rebooting Work explores the emerging technologies and techniques that can enable every individual to make this shift to take charge of his or her own career. It’s not just a better way — it’s essential for the new era we live in, which is defined by an entrepreneurial spirit. The old ways of working, which were previous generations’ paths to success, no longer guarantee the same results. We are seeing new trends increasingly change work. Online freelance job postings have skyrocketed over the last few years, and companies increasingly outsource work. The shift under way to an information economy is as important as
xxviii IntroductionEach year more than 1.1 million American high school students play football. The best of them, the star quarterbacks, running backs, linebackers, and linemen, dream of scoring scholarships to play college ball, but only twenty thousand — just 6 percent of seniors on the team — will play their freshman year of college. By their final year, that number dwindles to fifteen thousand athletes. Only 255 of those elite players are drafted to the NFL. The chance of making it to the pros if you play in high school? A very small number: a mere 0.08 percent.5
Andifyou thinkthatonceplayersmakeittothe pros they can take a rest, think again. Every player in the NFL must get revoted on to the team every year. No one can buy his way on to the team. It’s a model of ruthless efficiency which ensures that every player brings his A-game every time he steps onto the field. It’s a system that makes football an incredible game to watch.
I’ve always been inspired by sports, and throughout my career have taken the lessons I learned playing football and baseball growing up, as well as what I’ve witnessed through following professional sports, into the work world. Team dynamics and the importance of learning to win — and lose — gracefully were invaluable lessons to me in building my career. Further, the need to get voted on to the team every day inspired me to demand the most from myself and my teams. I have found that being transparent about an individual’s performance — a tactic learned from studying baseball stats — let him know where he stood and inspired a continuous quest for improvement.
Meritocracy: a system that rewards individuals based on performance and results. It’s an idea that carries weight for employees in the workplace. There also are benefits for companies that operate on this principle by committing to being open and transparent about their performance. (For example, a website should publish real-time information about its availability and performance time, as eBay does with its system announcement board or as salesforce.com does with its Trust Site.)
But what I’ve also found is that although we have some great examples of companies that are open about their performance, overall, most corporations don’t follow these tenets when it comes to how they evaluate or treat their employees. In fact, traditional company culture is quite the opposite of a performance-based meritocracy. Historically — meaning in the past fifty or so years — loyalty has been given higher priority than achievements and results. Outside of sales organizations, goals, and ways to measure goals, were not always clear. How an individual was performing and how she stacked up against others were not often transparent.
Although one would expect the rules of the ball park to be different from the rules of the office park, I found that in ignoring what made sports so great — essentially its functioning as a meritocracy — we were missing out on an opportunity to make work work better. The desire for security trumped the drive to be spectacular. Everyone played it too safe. And this has stymied employees and employers.
How come as a society we support a model that embraces meritocracy — in which the best athletes, those with the bestskills, are known and rise to the top — but we don’t demand a similar model at work? Generally speaking, we accept this system in school, where grades are based on performance against one’s peers,notjustonshowingup toclass.Howisitthatatworkwe fear systems that allow us to see how we are doing compared to others, that motivate us to do better work every day, and that reward us for our meaningful contributions instead of our blind commitment? How come both employees and employers are so afraid of operating in a meritocracy, which rewards them for how well they perform, not for how long they’ve been performing?
At work, both employees and employers often fall into an entitlement mentality. For example, some employers do everything they can to keep the talent inside their walls hidden from everyone else, lest they be ‘‘poached.’’ They feel as though they know what is best for the employee and must make sure that the employee knows how to be successful in their company. Employees who leave are often shunned as being disloyal. For employees, there’s an expectation that they will be given a job, and as long as they are doing okay, they expect to keep it. By keeping their head down, doing an okay job, and not being a problem, they believe they will be rewarded.
I have always been amazed by how managers seldom actually want to have truthful discussions about how someone is performing, even when that individual is doing great. As a manager, I have often implemented informal weekly and formal quarterly check-ins in an effort to force a dialogue and prevent a big disconnect at the end of the year for many employees, when they find out they were not doing as well as their perception led them to believe. Think of all the wasted time and productivity when we give performance feedback only on a yearly basis. The world doesn’t operate on this type of clock anymore. When everything is happening in real time, even my formal quarterly meetings seem grossly inadequate. As a board member of a well-known technology company, I witnessed a once well-respected CEO lose the trust of his board and employees in less than ten days. In the current business environment, the idea of an annual review is so antiquated, it’s comical. We live in a world in which countries have been toppled in months, or even days, but certainly not years. It’s a world in which much is decided instantaneously, and the workplace must adapt.
Yet we are very far from this kind of culture. How can work be so out of touch with the way the rest of the world is headed?
I’m a strong proponent of meritocracy, of the value of hard work over entitlement, of talent over tenure, and of transparency over closed systems, probably because of where I came from — and because of where I am today. I believe that many executives hold these beliefs, I have gained significant freedom by embracing a mind-set of meritocracy. I’ve seen what it can inspire, unlock, and unleash, and I’ve also seen how the opposite — an organization that supports entitlement over results — limits growth and opportunity.
Unlike the old days when you got news and information from only one or two sources and a couple of times a day, today you get information in real time and from multiple sources. There is no place to hide. You can hope to keep problems in-house, but you’re unlikely to succeed. Problems do not get better with age; they get far worse. They spin out of control faster today than ever before. The only way to deal with this is to be open and transparent. If you have a problem, admit it, apologize, and fix it. No one expects perfection, but they do expect honesty. Now, meritocracy over entitlement is the only way. We are in a new age — one that is more transparent thanks to the Internet and one
My background is really in operations. I see systems not working, I am called in when they are failing, and I must determine how to fix them. Whether it’s an e-commerce start-up with an unreliable website, a public company trying to implement a new systems architecture, or a legacy company trying to carve a path for the future with new leadership, I find that by asking the right questions, you can get to the root of the problem and come up with a solution. With work it’s no different, and I have created a model, a framework, to impart everything you need to know about how to operate in a new world of work. This model, which we’ll explore in detail in Part Two, is designed to help individuals become accountable for their own success. With that accountability comes a new and refreshing freedom — it puts you back in charge of your life, shifting control from your boss to yourself. Essentially, it allows you to become the CEO of your own destiny and to be the one in charge of your career — and your life.
The framework in this book is the culmination of years of experience in managing and mentoring, and, I hope, will serve as a template for you as you begin to rework how you think about work. It identifies four different philosophies around work: Company Man or Woman, CEO of Your Own Destiny, Disenchanted Employee, and the Aspiring Entrepreneur. It distinguishes between those who are self-motivated and those who are waiting to be discovered, those who are happy and those who are unfulfilled. It aims to give you the tools to become more self-aware and happier and to find more meaning in your career. Ultimately, it is my hope that it inspires you to aggressively chase your dreams.
Introduction xxxiiiPart Three allows you to take the ideas of this book and make them your own. There is a worksheet to get you started (1) assessing where you are in your career and (2) understanding the actions you need to take to make a change. I’ve also included my personal worksheets, which I have filled out for different stages of my life and career, to show how goals and objectives can change over time. These completed worksheets are included in Appendix C.
Until now, companies, not employees, have been in control. There has been a surplus of workers, and companies have been able to call the shots about where people work and when. But the world of work is dramatically shifting. There is a huge shortage of talent coming.1 What makes me say that? The population is growing, not shrinking, so why will we be faced with a talent shortage? Studies show that the supply of people able to understand and respond to business challenges will fall short of the rising demand for business change and growth. In Silicon Valley, and elsewhere, we have more technical jobs and fewer students graduating with the technical chops we need. We need deeper technical skills in order to keep up and remain competitive.
Work as we know it is such an oxymoron: we have record unemployment, yet companies can’t find enough of the right talent. Some 22 percent of employers reported that despite an abundant labor pool, they still have positions for which they can’t find qualified candidates. Some 48 percent of HR managers said that there was an area of their organization in which they lacked qualified workers.2 The war for talent will do nothing but accelerate.
In a ‘‘do or die’’ economy, it’s clear that companies that take a critical look at their traditional business practices and adopt moreThis is an uncorrected galley proof. Please check any quotes with the finished book. John Wiley & Sons, Inc.; 111 River Street, Hoboken, NJ 07030; 1-800-CALL-WILEY; www.wiley.com.
3agile work models will be better equipped for the long haul. At the same time, with Millennials graduating and entering a brutal job market while Baby Boomers cannot afford to retire, competition has never been so stiff. That’s further proof that evolving beyond the traditional models of work is becoming essential for survival. Workers who have the right skills and operate with a mind-set that they are CEOs of their own destinies are best positioned to be in high demand and will be afforded the most choice.
There’s a lot of talk about having it all. And, quite frankly, I wish I could have done it all: I wish I could have stayed close to my family, seen them more often, and also have had an exciting and lucrative career that put meat and potatoes on the table. I did not see many choices available to me thirty years ago when I made the decisions I made.
But today, given the incredible advances in technology and the amazing way in which the world is connected, you have more choices. It is your responsibility to seize the opportunity by embracing the technological tools available to you. You can do more than you’ve ever dreamed. I call this thinking the Spirit of ‘‘And.’’ Today, we no longer have to think in terms of either-or. We can have great family and personal lives and have great careers. And many entrepreneurs with new technologies, companies, and services are enabling this phenomenon — many because they wanted to benefit from it as well.
The opportunity in front of us is exciting. It’s inspiring. And it’s going to continue. When things are out of whack, they are most ripe for disruption. It’s also a time when immense value can be created. There has always been a gold rush to new frontiers, and time and again we’ve seen the way that uncertain times inspire young companies, leading them to replace and quickly exceed the value of old companies. What do Southwest, Cisco, and salesforce.com all have in common? They were all started in times that were difficult — in times that needed fixing — the exact time when we need innovation and the exact time when it flourishes.
I understand that change is hard. People resist disrupting the status quo. When we first built the railroads in this country, no one would ride, afraid their bodies would explode. I’m not asking you to hop on a runaway train, but I am asking you to think differently about work and to urge others to join you for the ride.
When I began my career, everyone ‘‘went’’ to work. It was long before the advent of the Internet and personal computers; you had to go to work to gain access to computing power. Only very select people could participate in remote access programs. Most computer centers had people on call 24/7. When there was a problem, they had to drive to the office and fix the problem on-site. There was no such thing as logging on remotely. Employees had to be at their desks to do work. Our inboxes were paper based. We had written phone memos, not voicemail, so in order to receive a call, we had to be at work. There weren’t PCs that could be disconnected and taken home. People brought disks back and forth. At this time, it wasn’t firewalls that protected the network; it was office walls, and if you weren’t inside the office, you weren’t able to work. At this time, the idea of ‘‘office hours’’ actually made sense. Today it’s an outdated idea.
When I was building my career, I went west to Silicon Valley, and I still believe in the magic that makes it an epicenter of innovation. The pioneering companies that were founded there, the access to venture capital, the proximity to world-class universities with incredible engineering departments, and the amazing weather have given Silicon Valley an edge. Entrepreneurs are drawn to it, and for many it makes good sense to relocate there. There are of course other unique locales that draw workers for certain industries, such as Los Angeles for the entertainment industry or New York for finance. These places still reign as special, but they are edge cases. More and more, thanks to the Internet, videoconferencing, and mobile devices, you can be anywhere and do your job. Where you work can now be more of a choice. Some places still make good common sense — and will for some time — but the connections we can make through technology open up more choices for all of us.
Today people are moving around for jobs, but unlike in the past, they’re not moving from location to location but from one job to another (sometimes in the course of a day). This is a growing trend. In December 2009, the number of people who declared themselves self-employed for ‘‘economic reasons’’ (citing ‘‘slack work’’ or ‘‘business conditions’’) more than doubled from prerecession levels and reached almost 1.2 million.3 A report based on research from the Massachusetts Institute of Technology estimated that freelance positions are expected to make up half of all new jobs added during the economic recovery.4 However, this increase in freelancing is not all spurred by a down economy.
Federal statistics that time, one-third dating back to 2005 show that even at of the workforce (more than forty-two
million Americans) already had part-time or temporary jobs. The same stats show that more than ten million were independent contractors.5 This phenomenon has been brewing for some time — since the 1970s, according to Sara Horowitz of Freelancers Union. ‘‘What the recession shows is that people are just following the work,’’ she says.6
In the future, it will make more sense to work on a projectby-project basis, similar to how crews work on movies: the best team is organized, and it is made up of individuals who work together for a set period of time and then, upon completion of the project, go their separate ways. In many industries, people will gain the opportunity to have many different jobs and many different employers, and therefore achieve much more personal freedom.
Although analysts have long viewed a ‘‘mobile workforce’’ as an economic strength, what is meant by that term needs to be updated and redefined. The mobile workforce I believe in is not made up of people moving to a different city or state to find work but of people working from wherever they want. So you can stay where you are or go where you want and still find the work that best suits you and your family. It may not be within driving distance — in fact, it may be better if it’s not. The average person wastes the equivalent of eight weeks a year commuting. Imagine what we can do if we claim those weeks back. Even on the most micro level, we can eliminate one of the most stressful parts of every workday.
GETTING TOGREENAside from the benefits that companies can unlock with new methods of working, and the increased peace and fulfillment those methods can bring individuals, there’s additional room and reason for change: the environment.
We’re pretty much all now in agreement that global warming isn’t a conspiracy theory but a real problem for the future health of our planet. Scientists, engineers, and citizens are exploring ways to solve it, ranging from electric cars to renewable energy to geoengineering, but somehow we overlook changing something that is right in front of all of us. Our traditional model of work isn’t just suffocating us; it’s spewing hundreds of millions of tons of greenhouse gas emissions into the atmosphere every year and negatively impacting the planet.
Two-thirds of the electricity load in the United States is consumed by offices, according to the U.S. Green Business Council. Offices account for about 38 percent of all greenhouse gas emissions, and much of the office space we have is unoccupied. (Alternatively, home energy is much cheaper and much better utilized.) This is a growing problem. Over approximately the next twenty years, greenhouse gas emissions from offices are expected to grow faster than those in any other sector — about 1.8 percent per year.7
Commuting — something none of us enjoy anyway — is a big culprit as well. American workers spend on average forty minutes a day commuting (more time is spent in the car per year than the average two weeks of vacation) and totals more than 3.7 billion hours and 2.3 billion gallons of gas wasted in traffic in one year.8 What a toll for something most of us don’t like doing — sitting in traffic!
I’m not a climatologist, so when it comes to really fixing the environmental crisis, I don’t know if the answer rests on solar, wind, geothermal, nuclear, or some genius combination of these and new technologies yet to be discovered. But I do know that we can stop adding to the problem, simply by changing the outdated way we work. If we leverage today’s technologies so that we don’t need to commute and then log in endless hours in climate-controlled office parks, we could massively reduce our negative impact on the environment.
It’s good news all around. As the carbon footprint gets smaller, the cost to businesses goes down as well. Real estate is expensive. The General Services Administration (GSA) finds the cost of accommodating the average federal worker to be $10,000 to $15,000 annually and that eliminating one hundred work spaces could save an organization more than $1 million a year.9 Some companies have found ways to reduce their space and save costs. Unisys reduced its real estate costs by 87 percent through telecommuting (workshifting). About 25 percent of IBM’s 320,000 worldwide workers telecommute from home offices, saving the company $700 million in real estate costs.10 Even the government is getting on board. By leveraging teleworking and ‘‘office hoteling,’’ the U.S. Patent and Trademark Office got rid of three floors of office work space, and by enabling lawyers to reserve space in advance, allowing roughly five workers to share one office, the agency saves roughly $1.5 million annually in office rental costs.11
There was a telecommuting movement in the 1990s that gained popularity but ultimately resulted in failures. At that time, the technology was not advanced enough to support hoteling or desk sharing, and getting work done was inefficient. Today, new technology that allows increased collaboration remotely is powering this trend, which is also being boosted by a new green consciousness and the resulting drive to achieve more sustainable business practices.
There’s much brouhaha about ‘‘green jobs,’’ or those that arise from new clean-tech companies, created to help solve the climate crisis. I’m all for this — we need this kind of innovation, but the problem is that green jobs are hardly the economic cureall they are often made out to be, accounting for only a small fraction of the U.S. workforce.
What about taking a different approach to green jobs? We can change the way people work to make all jobs more green and pursue this on a mass level. Everyone can make her job more ‘‘green’’ just by making a few changes that she’d probably prefer, such as working from home a few days a week. Even if you want to keep office space, there are ways to use it much more efficiently. Studies by the U.S. General Services Administration show that at any given time, over half the workspace in the United States and Europe is not being used. During typical working hours — between 8:00 am and 5:00 pm—itisbeingused at only 35 to 50 percent of full capacity.12 Companies that wise up to this reality win. We may start small, but even eliminating some of our dependence on office buildings will have a profound effect on our lives both in and out of business.
We are beginning to make incredible advances. As many of the millions of freelancers, independent contractors, at-home workers, and even traditional employees will tell you, getting a better job no longer requires picking up and moving to a new geography; it just involves adopting a new mind-set. Companies too are embracing change. IBM has evolved far beyond the company I once knew that had me moving back and forth throughout the country. As of 2011, 39 percent of IBM’s three hundred thousand employees worked from some type of a remote environment. It’s a trend that’s growing: IBM increased its 4:1 staff-to-desk ratio to an average of 12:1.13
During the gold rush of 1848, several hundred thousand people descended on California. Half of them came by sea, a journey that took five to eight months, and the rest came by land, crossing mountains and rivers in horse-drawn wagons. When railroads were built some twenty years later, the treacherous trip was cut to about seven days. When I went west, more than a hundred years later, during a different rush — one that mined silicon instead of gold — my family boarded an airplane and reached our destination in just five hours.
Technology. You have to love it. Today, no one would think of traveling across the country in a covered wagon, or even railroad, when aviation allows us to fly at a fraction of the time and expense.
Yet when it comes to the way we work, we follow the same practices that were set fifty years ago. It’s not that we don’t have the technology — just as we have airplanes, we have the tools to help us go farther faster, cheaper, and more easily than before —we just haven’t advanced our management mind-set enough to properly adopt them.
11It often frustrates me that we use these technologies in our daily lives —to share photos with friends, to play games online, to watch missed episodes of our favorite shows — but we don’t use them to tackle the tougher stuff. We’re not very good at using today’s most trailblazing technology —the Internet — to make our careers more enriching and to make our families’ lives better.
When it comes to work practices, we operate as if we’re in the twentieth, not the twenty-first century. It’s time to change our thinking. It’s time to integrate new ways to disrupt —and advance —work. Understanding and embracing today’s technical trends is the fastest way to travel to the career of your dreams.
INNOVATIONDRIVESPRODUCTIVITYI’m a bit of a tech geek, but I didn’t grow up a tinkerer or a whiz-kid programmer. Curious minded, I was always thinking and wondering ‘‘What if ...?’’ or ‘‘Why did that happen?’’ On some level, I’ve been enamored with the power of new ideas since I was a child; and as time went by, I came to realize how dramatically different our world could be as a result.
This often occurred in the simplest ways. Growing up in Florida, my house had no air conditioning. The grueling experience of not having AC in South Florida in August cannot be overstated. I would sometimes sneak my pillow into the freezer so that I had something cold to put my head on. (My mom was not a big fan of this idea.) I was always in awe of the many advances that enriched our lives —for example, the advent of TV, then color TV, then cable, then HDTV ... and I can’t wait for widespread adoption of 3D. I haven’t been alone in my excitement; all of us embrace advances that make our lives better, more fun, and more entertaining. Quickly we all wonder how we ever lived without them.
Of course, this is how technology develops. Although some ideas that look as though they will take hold, instead fade away (for example, VHS and Betamax), others create or redefine entire industries, and before long the world looks totally different.
We often take technology’s impact on business completely for granted, but it is technology that has always caused business to evolve: creating it, changing it, advancing it. The AC I longed for growing up, the invention of Willis Carrier, soon became cheaper and more pervasive, and ultimately gave rise to Sun Belt economies. Such devices as the cash register, the typewriter, the copier, and the fax machine changed and created industries and allowed everything to move faster.
The greatest disrupter of all —until now — has been the computer. At IBM, I worked in the start-up division that eventually created the PC. I experienced the impact of that device by being both involved in its development and a user. At the risk of sounding like a dinosaur, in my early career, I used a typewriter. I loved the IBM Selectric because when I made a mistake and backtracked, it cleaned it up without my having to use white-out. When disks were introduced to store information, it was a massive improvement, as you didn’t have to start each document anew. What a difference the personal computer made: with it, you could edit to your heart’s content, share, distribute, and store freely.
As new applications came along, computing power increased exponentially. Word processing led to accounting and databases. Eventually the software and hardware improvements were made so quickly that they rapidly outstripped a user’s ability to keep up with all the richness. Think about how few features most people use in Outlook, Excel, or PowerPoint. Today, this situation is even more confusing, as applications come and go faster than ever. Every week there is generally a new favored application on Apple’s App Store, and every day we receive information or an invitation to view something through a service such as Dropbox, Evernote, or Creatley, apps that didn’t exist a few years ago and now reign as key tools to increase people’s productivity and collaboration capabilities.
Moore’s Law, at its simplest, states that technology, specifically transistors on an integrated circuit, will always get smaller and double in number, and therefore result in more powerful semiconductors, every twenty-four months. We’ve seen this law proven time and time again as computing capacity becomes bigger, faster, and cheaper. The computer, now as a portal to the Internet, has allowed us to do things we never imagined, and we can do them all increasingly faster.
In this chapter, I will detail various technological trends ignited by the Internet, including the rapid adoption of mobile devices, the proliferation of applications and video, the advent of cloud computing, and the formation of online communities and ecosystems. Some of these trends are well known, but I believe we are still at the start of the changes to come. All the technology shifts cited here will continue to develop and become more pronounced in how they affect work. What we have seen is only the very beginning.
HARNESSING THEPOWER OF THEWEBThe Internet has enabled us to do things we never dreamed possible. We’ve seen the advances technology brings to our everyday lives: we can pay bills online and shop 24/7, we don’t need to wait for the morning newspaper to be delivered to the driveway when news comes online in real time, and we can check in for a flight online instead of waiting in line.
It seems difficult to remember, but prior to the Internet, most communication between individuals was done over the phone or via snail mail. Companies operated the same way unless you had a significant relationship, in which case there were dedicated circuits between your offices. Networks were most common between offices within a large corporation. They were proprietary and costly.
Email was originally a text-only medium and predated the Internet. In fact, email was a crucial application that helped create the need for the Internet. It started to exist in the consumer world when portal services and bulletin board services arrived in the late 1980s. In this paradigm, people could dial into a service and talk with one another over email, though the connection speeds were slow. What an incredible step it was to start sharing files with each other. As the Internet became the standard for connecting all of these disparate networks, it unleashed a torrent of innovation. As long as you could connect to the Internet and follow its protocols, it no longer mattered what type of computer you used. Geography was no longer a constraint. If you had a computer and were on the Internet, you could get to anyone else in the world — even people you didn’t know — at the speed of light. You could talk, share documents, and collaborate with anyone, anywhere.
Still, as the logistics weren’t particularly simple, mass adoption didn’t occur at that time. It was rather difficult to look up different websites, and you had to be fairly tech savvy to do so. That changed with the invention of the web browser. Marc Andreessen, the visionary founder of Netscape, made the Internet usable for everyone by creating a simple way to find things on the web. The browser made it easy to search the web for websites and information. The browser later drove the development of the web as we know it and led to content (Yahoo!) to apps (eBay, Amazon) to search (Google, Yahoo!) and to social (Facebook, Twitter). All of these innovations created a truly synergistic capability, which continues to get stronger.
The growth of the Internet and the availability of high-speed connectivity to most places in the world have created profoundAdvances in the Internet, devices, and mobile technology have enabled you to watch content — movies, TV shows, web videos — on your terms, wherever you are and on whatever device you’d like to use. TiVo first made the whole process of time shifting and watching shows on your schedule ridiculously easy, and now on-demand video streaming is commonplace. YouTube first popularized the advent of user-generated content, which opened content generation immensely.
Another industry that’s advanced with technology is travel. GPS devices (in cars, handhelds, and smartphones) make getting lost dramatically harder to do. But more than just an online alternative to the traditional AAA maps of previous generations, there are entirely new advances: I use my smartphone and apps like Waze to learn about accidents or road closures and to be given options about how to minimize a delay. In a similar vein, the way we research and book trips is entirely different. Next-generation travel sites like Hipmunk (disclosure: I’ve invested in this company) display flight search results in an easy-to-view, easy-to-understand informationrich timeline and show hotel search results on a map, making the whole process of planning a trip easy and agony free.
changes for work. Over two billion people use broadband Internet, up from perhaps fifty million a decade ago.1 Employees no longer have to be in the office to communicate. It eliminates the need to be tied to one geography. Workers can work from wherever they want.
This idea of working from anywhere became a reality when enabled by advances in security. Solutions like virtual private networks allow employees to access the company from wherever they are just as securely as if they were on the corporate network. The proliferation of laptops and tablets and the rapid adoption of the mobile Internet have given us freedom from working within an office that was unimaginable only a few years ago.
THEWORLDGOESMOBILEWhen the personal computer became portable with the emergence of laptops, it was revolutionary: you could work on planes, take your device on trips, use the same machine at work and home. Similarly, cell phones were once as big as bricks, but they helped people stay available and in touch regardless of whether they were at their desk or at home.
Smartphones take both of these trends to the next level. We now can carry a device around at all times that has more computing power than all of NASA in 1969, the year it sent man to the moon.2 Depending on how it’s configured, it lets people and services know exactly where you are, and in some cases, it allows services to tailor a unique offering solely for you. Your smartphone is also a camera (in many cases capable of capturing video), and many of them can make videoconference calls directly between two smartphones.
The mobile market is exploding, and according to some experts, it’s driving the biggest behavior transformation we’ve ever seen.3 In the coming years, there will be more mobile devices than computing devices by a long shot. Many emerging countries like India and China jumped straight to wireless (mobile) capability. In the wireless world, though, as of 2012 only one-quarter of phones sold were smartphones, so we are still a long way from where we are going. Over the next ten years, it’s expected that at least five billion people worldwide will own smartphones, giving every individual with such a phone instant access to the Web, according to Internet visionary turned venture capitalist Marc Andreessen.4 That has huge implications for work.
WORKMIGRATES TO THECLOUDWe all know how the Internet has changed the lives of consumers: it’s changed how we communicate, how we shop, how we meet people. It’s changed things for businesses too. How software is developed and deployed for Internet platforms is dramatically different than it is for enterprise platforms. Historically, in enterprises, you deployed in phases over years; you had to implement your own centers and buy hardware and software up front. Now the enterprise world is moving to the Internet platform model. This is generally known as cloud computing, meaning that information is stored in online servers, as opposed to hardware on your premises. Often people talk about the cost and speed advantages of the cloud. Those advantages are real, but the greatest of them is the speed with which you can innovate once there.
In my newest endeavor, the Webb Investment Network (WIN), which invests in start-up companies, we run things entirelyIt’s easier to start a company today than it ever was before. In the past, an Internet start-up required all sorts of significant technology investments, including purchasing servers and bandwidth as well as hiring the IT experts to take care of it.∗ It was not unusual for start-up costs to add up to millions of dollars. Today they’re a tiny fraction of that. There are many reasons for the change, most of which are a direct result of the Internet and web-based services. Amazon Web Services, for example, has been a great enabler. It’s elastic; you can rent time on the server and scale it up or down. Google App Engine and saleforce’s Force.com have also greatly reduced infrastructure costs. ‘‘There is no barrier to entry any more for new ideas,’’ says Andy Bechtolsheim (cofounder of Sun and one of the first investors in Google).∗∗ Another phenomenon that has reduced marketing costs is social networking platforms. Viral platforms like Twitter and Facebook have allowed us to reach audiences and market products and services in an entirely new way.
∗ Benjamin Black ing Manifesto,’’ and Vijay Gill, ‘‘Web Infrastructure and a Startup FundGigaOM, January 11, 2009, http://gigaom.com/2009/01/11
/fail-fast-a-startup-funding-manifesto/.∗∗ Barb Darrow, ‘‘Bechtolsheim: AWS, Open Source Rewrite Rules for Startups,’’ GigaOM, November 10, 2011, http://gigaom.com/2011/11/10/arista-roadmap2011/.
in the cloud. Everyone who works at WIN is an independent contractor. We have an office, but we go in only twice a week; the rest of the time, everyone works from wherever he or she wants, such as hotels, coffee shops, home, or the office of one of the companies we’ve invested in. We share documents through a service called Dropbox, track action items through a service called Smartsheet, and manage our deal flow through a custom cloud application. Although we are geographically dispersed, everyone knows exactly what everyone else is working on. When we do get together, we are able to cover things very quickly.
POWERING AGLOBALCOMMUNITYWith global access enabled by the Internet, you are no longer restricted by your geography. Perhaps eBay offers the best example of this. eBay lets people hunt for treasures across the globe, not only at places within driving distance. It also connects people with common interests and passions.
That’s been a game changer for consumers, but what eBay also sparked was a new way to work. As of 2012, there were over one million people who make a full or part-time living on eBay, most from their own home. Selling everything from antiques to toys, from makeup to crafts, from cars to collectibles, many eBay entrepreneurs have found doing what they love to also be a lucrative profession.
We’ve seen the same type of community formation take place in other industries. LiveOps, where I am the chairman, is one such example. LiveOps runs a virtual call center, where twenty thousand agents work as independent contractors from their own homes and on their own schedules. Technology, especially cloudbased solutions, has enabled this community. All of the virtual learning, work scheduling, team meetings, and feedback sessions take place on LiveOps’ cloud-based technology platform. All the software is accessible right over the Internet, and all the calls are routed using Voice over Internet Protocol (VoIP) — technology that didn’t exist fifteen years ago.
I didn’t start LiveOps; I joined when it was six years old, and became enamored with its model based on meritocracy, in which the best-performing agents receive the most calls and, as a result, make the most money. The agents love their role because they get to work on what they want, when they want. For our customers, it is also great because with our results-based routing technology, the calls get routed to the most appropriate agent. This model worked so well that LiveOps’ cloud contact center technology is now being used by large global brands such as salesforce.com and Symantec to match the best agents with customers regardless of location and time zone. More and more companies are adopting this practice, finding talent through sites like oDesk, Elance, CrowdFlower, and Samasource and distributing work in a new way — one based on talent rather than presence.
New video technologies fuel work collaboration among people who are dispersed in different locations. Technologies from Polycom PictureTel, Cisco, and Hewlett-Packard and free services like FaceTime, Skype, and GoToMeeting have revolutionized how we meet with people who are not in the same building. It’s also revolutionizing customer service departments and changing the way companies engage with consumers. Saleforce.com’s service cloud relies on video technology to connect customers with agents who can ‘‘look’’ at what is wrong and instruct the customer through the right steps to a resolution.
I don’t want to advocate that video replaces the need to get together and make more human connections with people. There is something magical about being physically present, and even the most advanced technology in the world can’t replace this human need and the connection that we all crave. But we can use technology to replace the encounters that are not necessary and to improve the ones that are inefficient.
WORKISTHENEXTKILLERAPP
In one word, everything. You can think differently about how and when you work, and you should. Technology and applications of technology will continue to improve and evolve, providing unprecedented, global access to information, individuals, training, and opportunities. But perhaps most of all, technology provides individuals with unequaled flexibility. You don’t have to be bound to geography anymore, and you don’t have to be tied to one company anymore.
The price of admission to this new world is that you have to be excellent —it’s a meritocracy, in which the best people rise to the top. But if you embrace that philosophy, you have more choice than ever before. This is not just something limited to where I live in Silicon Valley; with the rapid adoption of cloud computing and mobile devices, technology is the game changer around the globe. Politicians, including Cory Booker, mayor of Newark, New Jersey, have been promoting technology as the crucial key for change. ‘‘In the 21st century, if you’re looking for work, you shouldn’t have to search in the same old places and, once hired, you shouldn’t have to clock in and clock out in the same old ways,’’ said Booker in his 2011 State of the City Address. ‘‘We should be able to go beyond bricks and mortar and draw upon the information and communication technology of today.’’5
As everything goes digital, new technologies such as mobile, social, and video all have far-reaching ramifications on work. We don’t have to go to an office, and we can engage in self-directed continuous education. And good news for entrepreneurs (what most young people want to be): today a company can start up within a week. (It used to take a year.)
I am reminded of this wherever I turn. Recently, my wife, Irene, and I were having dinner at a local restaurant, and we began chatting with our server, a young woman named Kathryn Medina. Kathryn had graduated from college a few years before and landed a good job, but her employer had been struggling in the ailing economy. As a result, her company ultimately laid off 85 percent of the staff —an event that led her to waiting tables to make ends meet.
At the same time that she accepted the waitressing job, Kathryn also gave thought to what she really wanted to do and began to work with three friends doing web design for local businesses. ‘‘We created the jobs we needed,’’ she said.
The partners contributed their unique skills and passions — graphic design, marketing and writing, web design, and photography — and within a few months their endeavor, called Squiber, became a profitable one-stop shop that helped small businesses create their online identity. They didn’t lease office space, and the four business partners worked from home. ‘‘As long as I have a computer and Internet connection, I can work anywhere,’’ Kathryn explained. She also explained how these were her final days as a waitress: she was now earning enough through Squiber to support herself —and to pursue one of her lifelong dreams, to travel throughout South America.
What inspires me most about Kathryn’s story is not only how she symbolizes what’s possible with new thinking and new technology in this Age of Entrepreneurship but also how she took it a step further, creating a way to make work work for her. She earned her undergraduate degree in international business and always had the bug to travel. Now, living as the CEO of her own destiny, she is making her dream a reality and planning to live in South America for six months. She’ll work on her goal of becoming fluent in Spanish and at the same time contribute to Squiber, using Skype to talk to her business partners and clients, and a site called join.me, which will allow her to share her computer screen with colleagues as well as gain access to their screens. With easy-to-use and affordable services like these, collaboration from anywhere has never been simpler.
Kathryn’s story shows how the old ‘‘safety net’’ of a corporate job is not really much of a safety net at all. Not only is it precarious in these challenging economic times, but it also can tie you down and even choke your dreams. For Kathryn, being let go by her employer and taking a waitressing job as her own safety net was the best thing that could have happened: it set her free to pursue what she really wanted. ‘‘This has been my dream since I was a little girl,’’ she told me. ‘‘I wouldn’t have been able to do it unless we started Squiber.’’
I’ve always enjoyed coaching. After my dreams of becoming a Major League ballplayer were dashed, I wanted to be a sports coach or a teacher —both jobs that mentor people. Early on in my career, I received the benefits of being mentored. The advice and counsel of someone who had been there before were invaluable. As my career progressed, people began to seek me out as a mentor. I hosted fireside chats for eBay employees who came looking for leadership development. I talked about the value of infusing integrity in everything you do and the importance of aiming high, but what I found most of all was that people were looking for direction in how to live more fulfilling lives. They wanted to work, but they wanted it to be fulfilling and worth the sacrifices of missing time with their families. People wanted more than monetary gain; they wanted meaning. Work as they were working wasn’t enabling that. I spent time thinking about what was wrong with work — I found a lot that was —and I began thinking about what it was that made people unsatisfied and how to solve for those issues. The following framework is the culmination of this investigation and, I hope, will serve as a template for you as you begin to rework how you think about work.
27The following four-frame chart identifies four different philosophies around work —Company Man or Woman, CEO of Your Own Destiny, Disenchanted Employee, and Aspiring Entrepreneur.
PATERNALISTIC ERA THE AGE OF ENTREPRENEURSHIPCompany Man or Woman
• You are a high achiever.
• You have a great attitude.
• You are on a promotion track.
• You have only as much future
as the company you are with. CEO of Your Own Destiny
• You are highly successful.
• You are self-aware.
• You love the freedom this choice
has given you.
• You opt in to being fully on the
team every day.
• You work to build a network
outside the office “walls.”
• You have great and fulfilling
career options.
RECOMMENDATION:
Continue your emphasis on high performance, but broaden your view of your career beyond the constraints of any one company. RECOMMENDATION:
You can work for yourself or a corporation and still be the CEO of Your Own Destiny. This is the sweet spot for the future of work.
• You are waiting to be discovered or recognized.
• You can’t understand why others don’t understand how good you are.
• You are not progressing in your career at the speed you expected.
• You believe your circumstances to be someone else’s problem. Aspiring Entrepreneur
• You fully embrace controlling your own destiny.
• You don’t have enough work to do on the terms you are willing to do it.
• You may not be addressing the gaps between your desires and your skills.
RECOMMENDATION:
Take a meaningful look at what you want to achieve and the steps you will take to achieve it.
RECOMMENDATION:
Reassess your value proposition to understand why your view of your value is not aligned with your current environment; make
appropriate course corrections.
As workplaces shift, in some ways Frame 1, the Company Man or Woman, is a difficult role, if only because corporate stability is hard to find. Frame 2 — CEO of Your Own Destiny —is the sweet spot that more people need to know about, where they are not dependent on a corporation or hindered by their own frustrations. As this is where most workplaces are headed —there is no longer any job security —this is the mind-set individuals need to adopt to be successful today and in the future. This is the true path to security in the new Age of Entrepreneurship. Frame 3, the Disenfranchised Employee, is the antithesis of Frame 1; this individual is not only still working for ‘‘The Man’’ but also assigning the employer too much responsibility for his personal happiness and fulfillment. Frame 4 is the dark side of Frame 2; this individual understands and values personal freedom, but she is not yet succeeding in her goals.
I began my own experiences within this framework as a Company Man (Frame 1), and my career has been a journey to becoming a CEO of My Own Destiny (Frame 2). There were times in any day or week that I could live momentarily in Frame 3. For example, at Quantum, I had been promoted to director of IT. It was my second promotion in two years; however, I didn’t feel that my position aptly represented what I was doing. I knew that the role as head of IT at a company our size should have carried the title of vice president, and likely of CIO. Still, I happily accepted the job even with the discrepancy because I knew it was a big step up for me. Later, after we acquired Digital Computer’s disk drive business, a billion-dollar business with thousands of people, I was tasked with leading the massive and challenging integration. I devised a plan, which carried significant risk and was reviewed by the board and a seasoned professional who was supportive of my approach. My boss told me that if I pulled the project off, I could definitely become a VP. The project went very smoothly. Upon completion, my boss said, ‘‘Thanks,’’ gave my team and me a bonus, and said, ‘‘I expect to promote you next year.’’ I walked out of the room in Frame 3, disenchanted for sure. I felt that I had been promised a promotion if I delivered this massive, risky project. However, what I received was little more than a pat on the back and a ‘‘You’re still not quite ready.’’ Ironically, that night I received a call from a headhunter for a VP and CIO role at Bay Networks. I left Quantum within a few months to take that job.
When I became a product manager at Thomas-Conrad, I was living in Frame 4 — and I knew it. I understood that at the start of a new job, you didn’t quite yet have all the tools and experiences needed to do the job well. Often, the economics are such that one needs to take a haircut financially. (I did that in a big way as I went to a white-collar job at IBM to do computer security, and where I lost overtime and other special perks that I had received as a security guard. I had to live solely on a base salary. My job content and future prospects were great as a result of the move, but my immediate financial situation took a hit, and I took a nights-and-weekend job at a department store.) By the time I got to be director of product management at Thomas-Conrad, I was in a better negotiating position, as I had accumulated more accomplishments and gained a reputation for having a great work ethic. Still, I had never been a product manager and had a lot to learn. The CEO, with whom I had worked at IBM, was willing to pay me for my track record at producing results and for my work ethic as opposed to my current product management skills. At that point, I was in Frame 4 and worked hard to bring my skills up to speed so that my knowledge would match my compensation. I achieved this after about six months of challenging work and moved into Frame 1, enjoying working for this company and delivering results for it. Unfortunately, the CEO who hired me lost his job later that year. The company founder returned as the CEO and told me I was one of the most highly paid guys in the company and that I therefore wouldn’t get a raise for a couple of years. At that time, I had four small children, had produced significant results, and felt far more comfortable in my capability. Without recognition of my efforts and validation of my success from the company, I started treading into Frame 3, feeling unappreciated and unhappy. As a result, I searched for a higher-paying job in product management in the same city. I declined an attractive offer after the CEO at Thomas-Conrad asked me to stay. I agreed, but I never really got out of Frame 3 and back above the line, and I left the company within a year.
Where do you see yourself in this framework right now? If you are in Frame 1 — a high achiever, but you measure success by your title or the size of your office —you can benefit from accepting more responsibility for your future and recognizing that you, not your employer, are in charge.
The issue with Frame 1 is that you are always only as good as the company you are with. That’s a problem when you are a star performer at Lehman Brothers or Bear Sterns or a company that goes bust overnight. The pedigreed, hard-working attorneys at Dewey & LeBoeuf, the once-esteemed giant law firm, had their careers and finances upended, regardless of their own personal performance, when the firm spiraled out of control and collapsed in 2012. Employees across the entire organization were left scrambling for paychecks and jobs —and trying to evade blame.1
Even on a less extreme scale, every employee is somewhat at the mercy of the company. You will be promoted when the company decides, be moved where it determines, and work on projects that it sees as most suitable for your skill set. There’s also an inherent conflict with this setup: employers do what’s best for the company, which is not always what’s best for the employee.
Maybe you identify with Frame 3. All of us have days when we feel unappreciated, but taking a victim’s perspective can be dangerous. There are many scenarios that can spark this sentiment. Maybe you were passed up for a promotion you feel you deserved. Maybe someone else —someone you deem less qualified —got that promotion. Instead of watching other people run up the stairs and hoping they stumble back down, figure out how they got there, and start running harder yourself. Also, I’ve found that it is very hard to run fast when you’re constantly looking around to see what everyone else is achieving.
I remember joining eBay when there were a couple hundred people. Many of those folks thought we had gotten too big. I told them companies either grow or shrink, that they don’t stay the same —success is about growth. It’s not about looking back; it’s about going forward. When I left eBay, we were employing over ten thousand people.
I think a lot of founders live in Frame 2, and then when their companies are purchased, they seldom move to Frame 1 but more often move to Frame 3, where they do not feel as in control of their destinies as they did when they were running their own show. They often complain about how slow big companies move and how hard it is to get things done.
In mergers and acquisitions, the acquiring companies are buying products, customers, and people, so they try hard to incent founders to stay. One of the ways they do this is by giving extra compensation, bonuses, and stock in the new company, but to some entrepreneurs, whether or not they already made significant money, this may not be enough. Financial incentives pale in importance to the control and freedom they relinquish. Many see their time at the acquiring company as an ‘‘opportunity cost,’’ and they are soon burning to start their own thing again. I don’t think they intend to feel this way; it is just something that happens to entrepreneurial people, and many leave and seek to get back to Frame 2 on their own.
Sometimes the executives of the acquired companies also experience a bit of ‘‘organ rejection’’ when internal employees become jealous of this new group of folks who haven’t accomplished that much yet at the organization, but who receive special perks, while they are charged with keeping the mother ship running. These people often make life difficult and adamantly push the company rules, which creates a divide. For example, when eBay acquired PayPal, we had to decide which culture would prevail. Would we change the logo? Would we adopt PayPal’s policy of giving free food to employees? (We kept PayPal employees whole by continuing this and added some perks for eBay employees to match it.) We didn’t do everything right and lost a lot of PayPal executives during the transition. Later, when eBay acquired Skype, shopping.co, and StubHub, it kept these entities largely separate so that they could grow on their own. Similarly, when salesforce.com acquired Radian6 and Heroku, it allowed them to operate somewhat autonomously so that the entrepreneurial spirit still remained and the talent stayed.
Sometimes entrepreneurs are energized by the opportunity to play in a larger field —I recently met someone who sold his business to Yahoo! who felt this way —but too often, I see a lot of the founders leave as soon as their contract allows, not because the new company is not great, but because founders love doing their own thing and feel much more personal fulfillment when they’re back in Frame 2.
Another situation that breeds this brand of work crankiness arises when someone has been doing a job for too long, which makes it feel stale, and the employee begins to feel disenfranchised. It’s important always to be growing and taking on new responsibilities and roles to avoid this. There are several ways to get boxed into Frame 3, but what’s most important is to get out. Frame 3, like Frame 1, cedes control to someone else; it embraces an attitude that someone owns you and is responsible for your success or failure. However, that worldview does not reflect today’s reality, in which everyone has an ownership stake in his or her success. If you are living in Frame 3, you must start to seek new inspiration to make you feel empowered.
Maybe you associate more with Frame 4. You are entrepreneurial and are charting your own way, but it hasn’t all come together yet. Or maybe you think you are worth more than what you are being paid. You have goals, but you aren’t achieving all of them. If you are living in Frame 4, you know what you want — and what you think you are worth — but there’s a discrepancy with what others think. In short, your opinion of yourself is ahead of the way others see you.
Self-confidence will take you far, but you can’t get ahead without aligning everyone with you and convincing them of your abilities. Take a deeper look at your skills and abilities and determine where the gaps are that are preventing you from getting to where you know you should be. A mentor can be pivotal in helping you identify what you should work on so that you can connect to what you want. Another option is to live in a hybrid world where you are practicing and developing the skills that will let you break into Frame 2 while securing the economics you need from the traditional relationship of Frame 1. I remember in the early 1990s when I was being recruited to an IT job in Colorado. It would be a great place to live, and the job carried an enticing title and benefits, but the company was not on the leading edge of technology, which is where I always wanted to be. I told my wife that I would take it for the sake of the family, as I thought we could have a better house and potentially a better life in Boulder, but that I was not sure I would be fulfilled not pushing the envelope in my career. Even then I was rebelling against living in Frame 1. We decided that the benefits did not outweigh being tied to this one company. Had I taken the job, however, I would have been adopting a hybrid interim approach.
Although this framework divides work into four distinct states, no one is likely to stay in one frame his or her entire career. I spent the beginning of my career firmly entrenched in Frame 1. I was a Company Man, comforted by the security of a paternalistic company. I followed the career trajectory IBM devised for me, and I was rewarded for my loyalty with promotions and bigger offices. I evolved into Frame 2 when I left IBM and decided I would no longer cede control to a company. However, I don’t think I embraced all the attributes of Frame 2 until much more recently, when I left the trappings of a traditional day job and began to work on my own terms (where and when I wanted). There were times on my journey to Frame 2 when I fell below the line into Frames 3 and 4, and I know the difficulties and unhappiness associated with them.
I have always looked at the careers of people I respected and admired for guidance and found that many of these role models also vacillated between frames. Marc Benioff, a legendary entrepreneur and the founder of salesforce.com, the most innovative company in the world according to Forbes, spent more than thirteen years as a poster child for Frame 1. He was incredibly loyal to his employer, Oracle, where he worked from college graduation and rose up the corporate ranks and was a quintessential Company Man until he had an idea that he believed in so strongly that he left the security of his executive salary and stock options behind to take a bet on it. There were times in the early days of salesforce.com —when people did not understand or accept his new idea to deliver business applications over the Internet, or in the cloud —that Marc was living in Frame 4. Marc is a visionary, and he knew where he was going (and where enterprise software was going), but his view was not aligned with the commonly held worldview. In time — and with the help of some very effective marketing and education —Marc and salesforce.com bridged those gaps. Today, Marc is the epitome of Frame 2. He is pursuing his dream of being an entrepreneur, and he’s also been able simultaneously to pursue his passion for making a difference in the world through his incredible commitment to philanthropy.
Today’s generation pursues entrepreneurship completely differently than the way Marc did. Eddy Lu, the cofounder of Grubwithus, a great start-up that has created a social service to meet people over a meal, never felt content in Frame 1. In fact, he told me that he and his cofounder landed great corporate jobs out of college, but they never liked them.
When Eddy graduated from University of California, Berkeley, in 2003, there wasn’t a buzzing start-up scene. Google had not yet gone public, and Microsoft was a place everyone wanted to work. Eddy took a job at Deloitte, a great gig, but one that he said left him ‘‘unfulfilled.’’ ‘‘I was executing someone’s orders; I was a minor cog in a grand scheme,’’ he says. ‘‘It was not too fulfilling, and I wanted to work on a smaller team and do something more fun and meaningful.’’ Eddy moved on to a job at Lehman Brothers, where he had more responsibility, but where he was turned off by the strict culture and the fact that he was ‘‘still a cog even though it was a bigger cog.’’ In looking to do something that felt more meaningful, he started to think about entrepreneurial opportunities with his roommate. They bought a whiteboard and started to devise various plans. Short of the big idea but long on inspiration, they quit their jobs and decided they would figure out the next right move. (Frame 4, here they come!)
They stressed over what to tell their parents, who were of a different generation and proud of their respectable and seemingly stable jobs. (Obviously Lehman Brothers didn’t turn out to be stable, but no one knew what would come at the time.) ‘‘What are you doing with your life?’’ Eddy’s father questioned.
‘‘Some people say they tried every business under sun, and we really did,’’ says Eddy describing his various entrepreneurial endeavors, including an import – export business, a retail tea effort, and a golf apparel fashion line. (He took sewing and color classes to prepare for that one.) Eddy also sold underwear at the night markets in Asia and attempted to create iPhone games. He eventually came upon a cream puff franchise, Beard Papa’s; he bought into the business and opened a store in Los Angeles.
Though successful —he and his roommate eventually opened four cream puff stores —the franchise business didn’t allow Eddy to become CEO of His Own Destiny. He used social media sites like Facebook to attract attention and clientele, created his own website, and put his own pictures on the menu, but these tactics were not included in the marketing plan of the franchisor, and Eddy began to get into trouble for not sticking to the rules. (Franchisors are notoriously old world and paternalistic.) Eddy was ordered to stop these efforts or his contract would be terminated. ‘‘We still felt like we were being controlled by a corporate environment; it was supposed to be like we were our own bosses, but it wasn’t really.’’
At this point, Eddy was stuck in Frame 4. He had a big dream and a lot of drive, but it wasn’t all adding up. In a new city — the last franchise they opened was in Chicago —Eddy found himself alone with no family and few friends, and this was when his greatest entrepreneurial epiphany struck. He couldn’t just go up to people and ask them to be a friend —‘‘they would run away,’’ he laughs —but what if he found a way to recreate a dinner party environment, a climate that enabled new people to meet casually and ignite new friendships? What if he created dinner parties for the masses? After all, everyone needed to eat, but with people often moving to new cities or traveling for work or fun, they didn’t have anyone to eat with. Initially, Eddy and his business partner launched a social site to invite people to eat with them, but it resonated, and they built a platform so that anyone can host a meal. (Grubwithus has deals with the restaurants and makes money by receiving a cut of the total for the meals.) They now have meals in more than fifty cities and have hosted more than ten thousand meals.
Eddy started in Frame 3 (he had a corporate job, but he never liked it); spent a lot of time in Frame 4, where he had a vision but couldn’t get it aligned with the market or backers; and ultimately made his way to Frame 2, the promised land. Eddy learned to rely on himself as he carved his path to Frame 2. (This included giving up the trappings of a steady income and even living in his car while he was raising money from business incubator Y Combinator.) I am certain he will live in Frame 2 most of the time. (Disclosure: I have invested in Grubwithus.) It’s not always easy, but for Eddy, living in Frame 2 is more rewarding. ‘‘Being responsible for your own destiny has its own stresses, struggles, and responsibility. It’s a lot more work and pressure, but I’m happier. It’s my own baby, and I want to see it succeed. I work harder than I ever did, but I don’t think about it as work because it’s fun to me, and I want to make something cool.’’
What frame do you live in? The fact is, you might not fit squarely into one frame, and you might move from one frame to another and even shift around from one day to the next. That’s okay. There is supposed to be fluidity to the frames. You will be in different frames at different points in your career, and you can find ways to move out of one and into another. What’s most important, however, is deciding what frame you want to be in —and then, with the help of this book —determining how to get there.
Please remember that all worthwhile change takes time, hard work, and patience. My hope is that this methodology helps you engage thoughtfully in the process of change and create positive changes over time.
After I graduated from college, IBM offered me a job as a security guard working in the lobby and protecting the grounds of its Rochester campus. I thought that meant New York. It wasn’t. It was Rochester, Minnesota.
I visited Minnesota during the summer and made note of the beautiful rolling hills, the polite Midwesterners, and the plugs in the cars so they could be started on cold days. (Having grown up in Florida, this last part was a bad sign.)
But this was a job, and that was what I needed. There weren’t any work opportunities at IBM in Boca Raton, which was close to my hometown and my extended family. Moving away made sense: I was excited to have gainful employment, and this gig was an improvement over my previous posts in pest control, landscaping, and working at a mattress factory.
I packed everything up and headed northwest to Minnesota. I soon became busy with work and a new life, but there were challenges that stemmed from living far from family and friends.
41After nine months with IBM, I was presented with an opportunity to become a systems engineer, for which I would have received in-depth training in engineering, leading to a job installing and selling computers to customers. It was an exciting opportunity. However, I turned it down because it meant a ninety-minute commute twice a day. Soon I was offered another opportunity: a new facility was being opened in Charlotte, North Carolina. I asked only one question: ‘‘Is it south of the MasonDixon line?’’ I moved to Charlotte, and as soon as a job came up in Boca Raton—five years later—I eagerly accepted it.
We used to joke that IBM stood for ‘‘I’ve Been Moved,’’ as my many relocations were more the norm than the exception. But finally, I was where I wanted to be. Home.
I spent a decade at IBM. Now, upon reflection, it boggles my mind to think about how we measured success when I was an executive. There was a whole hierarchy of ‘‘achievements’’ that demonstrated you had made it, from your job title to the years-ofservice badge on your ID card to the location of your office to the number of ceiling tiles you had. (More tiles equaled more status.) Wood furniture, believe it or not, was another status symbol. (At one major magazine, friends tell me management would demonstrate the significance of your contributions by whether or not shrimp was served at your farewell party. No shrimp, your leaving was no loss to the company.)
This was what my life was like in Frame 1, life as a Company Man. In hindsight, some of it seems asinine, but it wasn’t all bad. With a paternalistic culture came defined ways to cultivate people. There were development plans, coaches, high-performer tracks, and management schools. Maybe everyone accused you of having a lobotomy when you came back, but there was a certain comfort in having a company care for you—of having them ‘‘groom’’ you to become an executive. (At many companies, including some large professional services firms, this was literal, including telling men they couldn’t have facial hair. Imagine that happening today?)
I had been back in Florida for five years when IBM decided to shut down the manufacturing plant in Boca Raton. They offered anyone willing to leave a sweet deal: two years’ salary, two years of benefits, and $25,000, but I didn’t even consider it. I didn’t want to leave IBM. I was firmly entrenched in the Company Man square on the framework.
My wife had other plans, however. I had met Irene at IBM, and we got married in 1986. In 1988, she was pregnant with our daughter, and she thought the package was too compelling to pass up. If she was going to leave, I decided I would too. I left IBM after eleven years.
With that move I also left behind my belief in the paternalistic company. I recognized that no corporation should or could take care of me forever. At first this was a scary realization. But as time wore on, I realized how empowering and liberating it was to view myself as the CEO of my own destiny. This didn’t mean that I could never work for anyone else again. In fact, I would spend the next several decades working for other companies ... but I was the one in charge of my fate. This was perhaps the most influential epiphany of my career.
PATERNALISTIC ERA THE AGE OF ENTREPRENEURSHIPFrame 1 Frame 2 CEO of Your Own Destiny Company Man or Woman • You are highly successful.
• You are a high achiever. • You are self-aware.
• You have a great attitude.• You love the freedom this choice
• You are on a promotion track.has given you.
• You have only as much future
outside the office “walls.”
• You have great and fulfilling
career options.
RECOMMENDATION: You can work for yourself or a corporation and still be the CEO of Your Own Destiny. This is the sweet spot for the future of work.
RECOMMENDATION:Frame 3 Continue your emphasis on highFrame 4 Disenchanted Employee performance, but broaden yourAspiring Entrepreneur
• You are waiting to be discoveredview of your career beyond the• You fully embrace controlling
or recognized. constraints of any one company.your own destiny.
• You can’t understand why others
don’t understand how good
you are.
• You are not progressing in your
career at the speed you expected.
• You believe your circumstances
to be someone else’s problem.
• You don’t have enough work to
do on the terms you are willing
to do it.
• You may not be addressing the
gaps between your desires and
your skills.
RECOMMENDATION:
Take a meaningful look at what you want to achieve and the steps you will take to achieve it.
RECOMMENDATION:
Reassess your value proposition to understand why your view of your value is not aligned with your current environment; make
appropriate course corrections.
IBM was the quintessential paternalistic company, and during my employment there it was an admired company—a company that employees flocked to and that other employers modeled themselves after. In many ways it was the epitome of what work meant at the time.
To understand this better, and to see how people get into Frame 1—and why so many of them become entrenched there— it’s helpful to understand the history of work. Although today there’s little reason to ‘‘go’’ to work or be tethered to a certain geography, this idea certainly made sense a hundred years ago. Indeed,itwastheonlyway.
Although nine out of ten white males worked for themselves in the United States in 1890,1 the Industrial Revolution that came in the nineteenth century transformed everything about how we worked. As factories were built and industries were established, people left their rural homes and moved to burgeoning cities. Americans began to work for companies and seek employment outside rural communities. There was a defined hierarchy between the laborers and the managers. Tremendous advances, such as the assembly line, made workers more efficient and made companies more productive.2 The new discipline required dramatically changed the way people worked: employees went to work for set hours and were paid set salaries.
It was this same shift that also laid the groundwork for companies to become paternalistic. Anyone familiar with Upton Sinclair’s The Jungle is well aware of the horror stories that defined factory life at the turn of the twentieth century. Factories were sweatshops, where new immigrants who came to find opportunity and streets paved with gold worked long hours under very tough conditions. Workers soon began to respond. The Ford Motor Company saw its employee turnover rate for assembly line workers reach 370 percent in 1913. The working conditions were so terrible that 71 percent of new hires quit after less than five days on the line.3
Workers and muckraking journalists began to organize and demand changes—and they received some. By 1916, the Adamson Act established eight hours as the basic workday and required higher overtime pay for longer hours. Labor unions came into existence and grew rapidly during this time.
Corporate culture began to change in reaction to the difficulties of the turn-of-the-century workplace. Management offered better pay and benefits to retain the best employees and to reduce workers’ motivation to join the growing labor movement. Companies, including Ford, created reward systems that offered compelling gifts in that era, such as gold watches and grandfather clocks, to encourage employees to stay.4
In the 1920s, as the Supreme Court reversed state laws that allowed for factory inspections and other protections for workers—and as labor unrest spread as unions fought for reforms like the eight-hour day—public-relations-minded corporations stepped up their paternalistic efforts, offering benefits from health care to organized recreation.5 They began setting up formal ‘‘employee representation’’ systems for workers to make their voices heard. The New Deal, passed in the 1930s in response to the Great Depression, provided workers with important protections and benefits.
Weekly hours continued to decline during the first third of the century, and after World War II, the length of the workweek stabilized at around forty hours.6 For the most part, people worked the same hours. ‘‘Nine to five,’’ meaning eight hours a day, Monday through Friday, emerged as the conventional workweek. The term, in addition to conveying the stability that came with work at the time, conveyed that a person was an employee and a subordinate. It began to take on some negative connotations, implying that the work was unfulfilling, the managers autocratic. The 1980 film 9to5 highlighted oppressive office life and an uncouth boss—ideas that resonated with many; the film’s theme song became Dolly Parton’s biggest hit of the decade.
Enlightened companies tried to demonstrate more concern for the well-being of their employees. As companies further embraced paternalism and provided more to address employees’ needs, they expected loyalty in return. Harry Levinson, a management expert and family-business psychologist, traced paternalism to ancient clans and kingdoms that needed to sustain their soldiers’ loyalty, and says the same approach spread to city-states and eventually became popular in businesses.7
What I experienced at IBM was not a unique corporate culture. Many companies at that time, such as Merrill Lynch, EDS, Proctor & Gamble, and Price Waterhouse, had similar values: loyalty was paramount. These companies recognized employees for their years of service with paydays, promotions, picnics, and little gold pins.
For many employees, this was welcome. It is always tempting to allow someone else to take care of you. It’s more predictable and also preferable to have benefits—and a break. With the paternalistic company, people were comforted by having a safety net. Employees began to count on a company to take care of them, and soon they came to expect it.
There are a lot of people who would welcome the opportunity to work at a paternalistic company. When there’s unemployment, many people are thankful for a job, but the problem with
What Defines a Paternalistic Company?• Loyalty is key.
• Employees put in set hours; ‘‘face time’’ is valued.
• Employees follow a specific employment trajectory based on
defined hierarchies.
• Employees stay at the company for a long time, maybe even a
lifetime.
• The company is governed by a command-and-control
approach.
• Loyalty-based reward systems reign (gold watches instead of
company stock).
• The company pays for additional education, but attaches this
benefit to longevity constraints. (If you leave, you have to pay
them back.)
paternalism is that the dependency it implies introduces a complex conflict. Companies help employees only within the confines of a corporation, not the limitless opportunities of the wider world. This security comes at the cost of the personal growth and independence of the employee. Another issue that both hinders employees and harms companies: when there is a safety net, people don’t perform up to their maximum potential. Ultimately everyone is constrained from soaring.
COMPANYFREEFALLThe idea of the paternalistic company that defined previous decades is one that has been propagated and immortalized in pop culture. Leave It to Beaver and The Brady Bunch depicted the ‘‘perfect’’ family where the wife stayed home and the husband came back at 5:30 pm. Families were able to live off of one income. Families spent time together. They talked around the dinner table.
But in reality, this didn’t last long. Family structures and dynamics profoundly changed as social values shifted, divorce rates increased, and more women began to work outside the home. Dual incomes became necessary as property values, the cost of living, and people’s expectations all rose.
As society and culture changed at the end of the twentieth century, the role of companies also began to shift. Paternalism became less pronounced as companies couldn’t afford to care for their employees at all costs. With increased global competition and need for responsiveness, companies have had to make trade-offs to survive or thrive in this new world. One of the first trade-offs was to give up some of the trappings of the paternalistic company, particularly the notion of lifelong jobs. Whereas corporate jobs once offered security, corporations themselves ceased being as stable. There were no more job guarantees; there was no such thing as freedom from layoffs.
Pension plans, monthly checks paid upon retirement for the rest of an employee’s life, were replaced by defined contribution plans like 401(k)s, which employees paid into and which were first widely adopted in the 1980s as an alternative to the traditional retirement pension. In essence, the 401(k) shifted the burden for retirement savings from the employer to workers.
By 2007, according to the Bureau of Labor Statistics, 33 percent of companies with one hundred workers or more offered a traditional pension (defined benefits) and only 9 percent of firms with fewer than one hundred workers did).8 In 2009, at least twenty-one large companies announced plans to freeze their pension plans, according to the Pension Rights Center, including Wells Fargo, Cigna, and Anheuser-Busch.9
According to the consulting firm Watson Wyatt, some 45 percent of Fortune 100 companies currently offer traditional or hybrid pensions to new hires, down from 49 percent in 2008 and 90 percent in 1998.10 For many, the safety net for retirement has now ceased to exist.
The once formal recognition of loyalty and dedication also waned. Whereas receiving a gold pen or special badge for an anniversary of service was once standard operating procedure, and companies like IBM sent employees a silver spoon when a new baby arrived, these practices have been largely eradicated.
Indeed part of this change reflects a new ideal around company longevity. Employee tenure at companies has plummeted. The number of people working more than ten years at one company has declined significantly between 1973 and 2006.11 At the same time, there is significant ‘‘churn’’—workers leaving jobs after less than one year—and young people today are far less likely than their parents to have a career characterized by a ‘‘lifetime’’ job with a single employer.12 In fact, statistics show that the Generation Y (individuals born between 1978 and 2000) employee will have ten jobs by the age of thirty-eight and stay an average of 1.5 years at each job.13
In the last decade, paternalism has mostly vanished from many larger companies,14 and there’s a growing mistrust of corporations to take care of you the way your father would. Workers have become angry with the company for letting them down, for changing the dynamic—for abandoning them. But it’s not entirely fair to vilify corporate America as deadbeat dads in this way.
It’s not as if companies just decided to turn callous and roll back systems that were intended to be good for employees. A lot of companies promote the idea that employees are number one,
How Paternalistic Is Your Company?• What’s the average tenure of employees? More or less than five years?
• Does the company spend more on holiday parties or on training?
• Does it have routine holiday bonuses? Or are bonuses based instead on corporate profits or individual achievements?
• Does the company reward years of service more than contribution? Does it give awards for tenure (service badges, gold pens, seniority-based promotions)? Or are people recognized for directly impacting corporate success, such as generating new customers, creating a new product, or developing areas of expertise within the company?
• Does the company have an egalitarian approach whereby everyone benefits the same regardless of how someone performs, or does it reward top performance?
• When employees leave, are they shunned for not staying loyal to the company, or are they thanked and celebrated?
• How transparent is the culture? Is the company afraid to share org charts or recognition internally or externally because it thinks this information may offend employees or potentially enable recruiters to poach employees, or does it let everyone know when someone is a good performer?
Answers: In each question there are two choices. The first choice
describes a paternalistic practice. The second choice describes a
culture that is more representative of a meritocracy.
and many of them—eBay, Google, DreamWorks, Southwest, and salesforce.com, to name but a few—do their best to actually model this practice. But in reality, businesses exist to make money and provide returns for investors and shareholders, which we, hope, include employees. Businesses function—rightfully so—to provide a return to shareholders, not a free pass for their employees.
All trends point to the fact that the paternalistic company of yesterday is just not as real a possibility in today’s world. Companies are simply not in a position to be as loyal to employees as they once were. Companies themselves are no longer in it for the long haul.
The speed at which companies come and go, succeed and fail, is different than it was even only a short while ago. The half-life of a company is diminishing incredibly quickly. One-third of the companies listed in the 1970 Fortune 500 were gone by 1983. (They were acquired, merged, or split apart.) The average life expectancy of a company in the S&P 500 has dropped from seventy-five years (in 1937) to fifteen years today, according to John Hagel III at Deloitte Center for the Edge.15
Simply put, companies don’t exist long enough to give you a job for life. We’ve seen large corporations engage in highly publicized layoffs in response to global competitive pressures. There’s something else interesting to recognize here. CYBAEA, a consulting and interim management organization in the United Kingdom, looked at profit-per-employee at 475 of the S&P 500 companies and found that as companies triple the number of employees, productivity drops by half.16 So the more people companies employ, the less the company gets done? How can that be?
THENEWMOBILEWORKFORCEIt used to be that you had to move for job opportunities; that’s certainly what I did when I was living in Frame 1. Today, however, for the vast majority of employment options, the world has opened up dramatically. The idea of location trumping everything else is now archaic.
REALITY CHECKFor employees : ‘‘Loyalty’’ and ‘‘family’’ sound warm and welcoming. Who wouldn’t want his or her employer to embrace these values? But it’s not that simple. This type of corporate culture also expects employees, like children, to be dependent. It does not empower individuals and doesn’t encourage enough independent thinking or self-motivation. When people assume the boss will manage everything, they are deterred from stepping up to new challenges or even adopting a strong solution-oriented outlook. This is limiting because the boss usually offers only the options that are most in line with his or her self-interest or that of the company, and there are times when those options are directly at odds with the best interest of individuals.
For employers: Paternalism does encourage taking care of employees, which feels good, but it is a dangerous management style. It’s expensive to give out routine bonuses that are not tied to performance, and they do not inspire employees to strive for outstanding performance in the same way that ‘‘spot’’ or performance-related bonuses would. Rewarding face time and loyalty as opposed to contribution to business outcomes leads to average performance. Research shows that business health tends to decline and stagnation results from such paternalistic behavior.∗
Employers must evolve their thinking to understand that they need not be limited to hiring the person closest to headquarters. Companies that want to remain competitive need to hire the best resources, regardless of where they reside. In the future, workers will realize that they can work for the best companies, from wherever they want to live. Horace Greeley’s mantra needs to be updated: opportunity is not about going west; it’s about being the best.
Of course it’s hard to accept this kind of attitude shift when workers are still brainwashed into thinking otherwise. I am always stunned to come across major stories in magazines, newspapers, and blogs about the state of work that allege that work is rooted in certain locations. Each article cites some city or region as the job hotbed du jour. They advocate a move to Lincoln, Nebraska; Fargo, North Dakota; or Sioux Falls, South Dakota—only because they boast jobless rates below 5 percent. That amazes me. If you want to live in Fargo, fantastic, but if you’re not a fan, forget about moving there for work.
The trick to finding work outside of Frame 1 is not to look at the Bureau of Labor Statistics monthly metro report and pore over the unemployment rate. The secret is to change how we think about work. It’s no longer about accessing the local or cheapest labor source. The Internet’s ability to allow the exchange of digital data with anyone, anywhere, and at any time has changed the way we talk to each other, how we access information, how we shop, and how we socialize. It’s changed everything, and the next—and perhaps most enduring change—will be in the world of work.
Geoflexibility is going to play a major role in defining the future of work. We now have the tools and technology to work from just about anywhere. Individuals already work 24/7 from home, on vacation, in coffee shops, and from virtually anywhere. Employees will increasingly demand the flexibility to work when and where they want to. The best employees—the best individuals—will thrive working in a meritocracy. Employers that embrace this will be much preferred over traditional companies where face time is more important than outcomes.
Something that has always amazed and disappointed me is how we treat humans more poorly than we do our buildings. We treat them as more fungible. Our building leases are for set periods of time, so we can’t get out of them; so we lay off our people and keep the buildings. There’s always a mismatch in that businesses are continuously looking for talented people, but in tough times they have too many people in aggregate, and in boom times they lose a lot of business opportunity because they don’t have the bodies on hand to capture it. I think there’s a better way to address this challenge: being less reliant on physical buildings, which will enable a more elastic workforce. This will have an incredible impact on companies. Hiring on-site is rigid, expensive, and time consuming. It takes fifty-two to ninety days to hire someone. Hiring a freelancer is much simpler; for example, online job workplace oDesk has an average hiring timeline of approximately five days—which benefits both companies and workers.
One of the best parts of being at LiveOps is hearing from our independent agents and learning how they leveraged new technology and new thinking to break out of Frame 1. Instead of working as employees, they work as free agents, which allows them to build their careers without sacrificing the other priorities in their lives. These people have seen significant ‘‘returns’’ and have achieved a much better life. Take one independent contractor in Florida who used to race home during the workday to check on her elderly father. As an independent agent, she works from home on her own schedule, allowing her to tend to both work and family needs. Another contractor, a young woman in Philadelphia who dreams of becoming an actress, loves the flexibility that independent contracting provides: it allows her to fit work into her unpredictable audition schedule. And a working mom cherishes being able to see her son when he comes home from school.
These are all simple—but necessary—things, and they are things that work (as we know it) has stolen from us. Who wouldn’t want to see their children when they get off the school bus? And yet work schedules often interfere with this very simple joy.
I get incredibly excited because it doesn’t have to be this way anymore and because we have so many business cases to demonstrate that it shouldn’t. We can easily eradicate the tension between work and home lives. We must start to look at them more holistically. It starts with lifting the expectation that we must go to work.
Maybe letting go of location, location, location sounds scary, or even impossible. I personally had a hard time giving up some of yesterday’s work models, such as having my own office. When I started my career, I used to pride myself on being the first one to arrive at the office and one of the last to leave at night. I loved having an ocean view from my office at Gateway and my own conference room. When I got to eBay, I was floored that I was in an open office, in a cubicle! And the CEO, Meg Whitman, was too!
But what I soon learned by living it was that those old perks—the big office, the fancy furniture, the nice view—were not what made a company effective. They fed our egos, but egos don’t grow intellectual capital or revenue or profits. We were wired to think that they would, but they resulted in nothing. On the contrary, not being siloed off in our own offices helped bring democracy and transparency into our organization. We gained access to different levels of management and helped eliminate some outdated and unnecessary hierarchies.
Now the office plan is evolving to a no-office plan, with people increasingly working from home. It makes complete sense, as estimates show that approximately 40 percent of jobs could be performed remotely, at least part of the time. More important, people are looking for something different from work. Almost 80 percent of employees say they would like to work from home at least part of the time, and more than a third say they’d choose the option to work from home over a pay raise.17 We see across the board that allowing people to work from wherever they want enhances attraction and retention.
Another trend we are seeing is a move away from working for just one employer. Some 80 percent of young people want to be entrepreneurs. High school students are telling pollsters that they never plan on working in a real corporate environment.18 They want to be CEOs of their own companies. And, having witnessed the collapse of institutions like Bear Stearns, Washington Mutual, and Lehman Brothers (to name just a few), who can blame them? The only safety net they can count on is themselves: their experience, their skills, and their values. Interestingly, research by Deloitte Center for the Edge found that self-employed people are more than twice as likely to be passionate about their work as those who work for firms.19
These passionate visionaries who want to do things differently are the individuals who companies want to help them define the future. Companies therefore must figure out a way to harness this shift. Soon they will have no choice.
Some businesses are already enlightened when it comes to the new way of working—and seeing the amazing upside. Real estate is the second-largest expense for most organizations,20 so determining ways to reduce space results in significant costs savings and competitive advantage. Sun Microsystems, now part of Oracle, recognized how much office space was being wasted and embraced a telework initiative that resulted in more than half of the company’s employees working remotely and in a net savings of $80 million a year in facility costs. How so? Flexible work options saved Sun $68 million a year in real estate costs, $3 million a year in reduced power consumption, and $25 million a year in IT expenditures. Sun cofounder Scott McNealy said that the company achieved 10 to 15 percent more activity per employee per week (for those teleworking) versus those who had to come into the office, and those teleworking employees were happier.21
Sun was so pleased with the results it achieved that it spun the initiative into a separate company, Better Workplace, which is bringing these benefits to other companies throughout the world.22 For example, defense contractor Northrop Grumman worked with Better Workplace to develop Northrop’s mobile work strategy and devised a plan to achieve annual savings of $110 million based on 20 percent employee participation. TIAA-CREF, a Fortune 100 financial services organization, used Better Workplace’s software tools to manage and scale a flexible work initiative that resulted in the reduction of seventy-five thousand square feet of office space in midtown Manhattan and cost savings of $15 million a year. Though managers were initially concerned about performance issues with employees working remotely, nearly every manager surveyed responded that employees performed as well—or better—when working from home. In another example, ATB Financial, a full-service financial institution headquartered in Edmonton, Alberta, Canada, which was named one of Canada’s 50 Best Employers by Report on Business magazine and one of the 75 Best Workplaces in Canada by the Great Place to Work Institute, wanted to explore a more flexible work initiative to remain competitive and maintain its stance as a great employer. Through a pilot program, it discovered it could reduce office space by eighty-eight thousand square feet and save approximately $2.6 million annually. It also found that each employee who participated in the program could save approximately one week a year in commute time!
At LiveOps, we see the advantages our customers gain with flexibility and elasticity: ProFlowers enlists our agents during high traffic times such as Mother’s Day or Valentine’s Day, and benefits from having an on-demand workforce that it can ramp up or down.
The advantages of a more flexible workforce are evident: lower overhead for the company, broader access to talent, and greater elasticity in getting work done efficiently. Traditional work is becoming increasingly flexible in accommodating the new work paradigm. That makes sense. Consider that the Telework Research Network found that having employees work from home half of the time could save employers over $10,000 per employee per year as a result of increased productivity, reduced facility costs, lowered absenteeism, and reduced turnover.23
Enlightened companies see the world of work differently: there is a global economy consisting of suppliers and buyers of talent. In many ways it’s the eBay way. Just as eBay revolutionized the world of e-commerce (and eradicated the sole reliance on stores, set prices, and shopping for items only within driving distance), we can now tap into this same idea to revolutionize the world of work. There are new ways to get work done, which eliminate the dependency on office buildings, commuting, and set work hours day in and day out.
Jobs will come back when the economy recovers, but they will never be the same. My kids will never have to move for a job the way I did. They won’t have to go to an office every day—something I had to do through much of my career, and something that denied my living near members of my family.
Much as I realized that IBM would not take care of me in the paternalistic way I once believed it would, and realized that I am the only one who can take care of me and my career, you too have probably recognized that you are the only one who can take care of yours. But we need to go a step beyond. We need you not only to take charge of your own destiny but also to take charge of changing work. We can’t wait for CEOs to change it for us (even if it makes sense for them to do so); we must be the ones to spur change in the world of work.
Rebecca Graf didn’t want to admit it, but the way she was working simply wasn’t working. On paper, things looked perfect. An accountant for twenty years, Rebecca had a good job working in the finance department at a pharmaceutical manufacturing company in Milwaukee, Wisconsin. She made a nice salary and received a raise of at least 7 percent every year, and she always got a bonus. There were also attractive benefits, including health insurance and a 401(k) plan, which helped her feel secure.
But while the job kept her family’s finances relatively in order, the rest of Rebecca’s life was in disarray. Married with three school-age children, she had tried a variety of child-care options over the years: an aunt watched her kids at one point; later they went to a public day care, and they eventually enrolled in private day care at a school where Rebecca’s husband, Travis, worked. She never saw her kids leave in the morning, and she wasn’t there when they came home in the afternoon. She missed all of the parent-teacher conferences and never went on field trips. ‘‘I felt like I wasn’t a part of my family,’’ Rebecca says. She also admits that her house was a constant mess, which stressed her out further.
61Rebecca worked the hours her company demanded, which meant until 1 or 2 am when it was time to close the books each month. Although she regularly started work at 5 or 6 am,two hours before her boss arrived, she got reprimanded for leaving fifteen minutes early for medical appointments, although she had been granted permission to do so. Her boss said her early hours didn’t count if no one was there to see them.
This was the corporate culture, which Rebecca describes as ‘‘harsh and demanding.’’ ‘‘They wanted to follow everything by the book, even if it didn’t follow common sense,’’ she says. Although there were only two hundred people on-site, the company was owned by a global conglomerate, and the division followed the larger company’s rules. Although this location didn’t contract with the government or do any highly secure or confidential work, only employees were allowed past the lobby. Rebecca’s husband couldn’t go to the cafeteria to join her for lunch, and her six-year old daughter couldn’t visit her office when her family picked Rebecca up at the end of the day. Management wasn’t sympathetic when one of her children was home sick. When she asked for two days off to attend her father’s funeral, her boss stressed his concern about how to classify her absence on the attendance sheet—before he offered his condolences.
Rebecca wanted more control over her life, but she felt trapped by the security of a salary and benefits. She also felt that she was obliged to keep her job and be grateful to have it. Her father, who was born in the late 1920s, only changed jobs when he became too elderly to do physically demanding work. Growing up with that as a model, Rebecca believed that you stayed in the same job until ‘‘you got the gold watch.’’ Rebecca was trapped in Frame 1.
Then one morning Rebecca had an epiphany when her boss told her that as his daughter waved good-bye at the window, he realized he hadn’t seen his little girl in a week. At that moment, she realized that when she died, the company wouldn’t care, but her family would. She discussed her desire to find a more flexible job with her husband, who supported her decision, and soon after handed in her notice.
She took a job as a financial analyst at the American Society for Quality, a nonprofit network of institutions and organizations across various industries that provides education and certifications. The job offered her flexibility, and she was able to work from home when family circumstances, such as a sick child, required her to do so. Then Rebecca’s husband got transferred for work, and she telecommuted for a year until the demands of the job required that she be in the office every week. Her company put her in nice hotels and paid for her meals, but she wasn’t seeing her kids, which took too great a toll. She negotiated a new package in which she would give up being an employee but continue working as a consultant. The new role would allow her to telecommute and work her own hours. She would have to sacrifice her benefits, but it was worth it. ‘‘I took control and got to work on my own terms.’’
Rebecca enjoyed the arrangement for a little more than a year and even saw an increase in salary when she was paid for her time, but by 2009 the organization began to face financial difficulty, and she was let go. That change was not as jarring as it would have been had she still been an employee with an always consistent income stream and benefits. Already accustomed to being paid for her time and setting her own hours, she transitioned into the world of freelancing fairly seamlessly.
She found a freelance job as a virtual assistant, and although she did not make as much money as she had before, she still had the ability to work from home and set her own hours, enabling her to attend her daughter’s volleyball games and chaperone her son’s field trips. Part of her job included writing articles and testing out blog platforms. She fell in love with the work. When the family moved to South Dakota for her husband’s new job teaching history and English at a public high school, Rebecca was able to continue working the same job. She even pursued her dream of going back to school to become a teacher as well, enrolling in online classes. She’s found her true passion in writing and has found the time and drive to write a book, a romance mystery novel. She’s also collaborated with friends to start her own publishing company, Silver Tongue Press, which publishes other writers’ works. ‘‘We are living our dreams now,’’ she says.
Rebecca admits that money is tighter than before, but whenever she starts to worry, a new writing assignment comes in, and she says that her income is starting to increase. She’s structured her schedule so that she can spend more time with her family, and she saves the biggest paychecks to splurge on road trips. ‘‘I can go on a family vacation or go stay at my mom’s house for a few weeks and help her,’’ Rebecca says of her newfound flexibility. ‘‘With an Internet connection, I can work whenever from wherever I want.’’
She also says she’s exponentially happier living in Frame 2. ‘‘I’m so close to achieving what I want to do,’’ she says. ‘‘I’m loving every minute of it.’’
PATERNALISTIC ERA THE AGE OF ENTREPRENEURSHIPFrame 1 Frame 2
Company Man or Woman CEO of Your Own Destiny • You are a high achiever.
• You have a great attitude.• You are highly successful.
• You opt in to being fully on the team every day.
• You work to build a network RECOMMENDATION: outside the office “walls.” Continue your emphasis on high• You have great and fulfilling
• You are not progressing in your
career at the speed you expected.
• You believe your circumstances
to be someone else’s problem.
do on the terms you are willing to do it.
• You may not be addressing the gaps between your desires and your skills.
RECOMMENDATION:
Take a meaningful look at what you want to achieve and the steps you will take to achieve it.
RECOMMENDATION:
Reassess your value proposition to understand why your view of your value is not aligned with your current environment; make
appropriate course corrections.
There are millions of hardworking people who, like Rebecca Graf, have found that corporate careers just don’t cut it for them any longer. This sentiment has only grown in a persistent down economy, as many companies no longer offer the same security or incentives they once did, with salaries flat and health care and other benefits scaled back. (In other words, the great job with the 7 percent raise Rebecca received in 2004 often doesn’t even exist today.) Concurrent with this reality, today’s most inspired and achievement-oriented employees spurn the idea of ‘‘golden handcuffs’’ and yearn for more choices in this complex world. Some employees just don’t think that the shackles of corporate jobs—showing up on a certain schedule at a certain location—are worth the personal sacrifices. For others, there’s nothing like the freedom, excitement, and flexibility of working for themselves. Studies have shown that workers are more than twice as likely to be passionate when self-employed.1
It sounds liberating to live in Frame 2. It sounds empowering. It sounds different. Maybe it even sounds impossible. Amazingly, however, becoming the CEO of Your Own Destiny is neither a new idea nor a novel approach. In fact, for most of history, individuals worked for themselves. For most of history, people have been in charge of their careers—and their lives.
Prior to the Civil War, most Americans worked in agriculture or as small merchants and tradesmen.2 Success was the result of self-direction, self-motivation, and self-determination. In a way, everyone was self-made.
The Industrial Revolution brought opportunities to work outside the home, reversing the entrepreneurial spirit and giving rise to the paternalistic company, but now the Age of Entrepreneurship brings it back.
As companies have tried (and failed) to keep up with global competitiveness and corporate culture has changed, so too has the psyche of employees. Work-life balance became a topic of hot debate, and people began to express their disenchantment with work. The modern workforce evolved into one that is striking back at the company: it longs for freedom and feels shackled by the old methods. Generation X, the forty-six million born between 1965 and 1978 and the ones primed as today’s leaders, are massively disenchanted with work. They report that they are working more than ever, with 31 percent of high-earning Xers having an ‘‘extreme job’’ and 28 percent working an average of ten hours more per week than three years ago, according to research by the Center for Work-Life Policy (CWLP, now known as the Center for Talent Innovation).3 They report serious repercussions for their health and family relationships. The CWLP study finds that with ‘‘little chance of fulfilling their career ambitions or being rewarded for their efforts, 37% have ‘one foot out the door’ and are looking to leave their current employers in the next three years.’’
Frame 2 is the sweet spot for work because people who operate with a Frame 2 mind-set know that they are in charge of their destiny. They fully embrace and accept the accountability for this and thus are far more likely to actually achieve their dreams.
There are people like Rebecca who fully live in Frame 2 and embrace being the CEO of their own destiny so completely that they can’t stand the idea of working for anybody else ever again. I see this a lot in the entrepreneurs whom I fund in the startup world. However, this represents only a small portion of the population. There are far more people who want to live with a Frame 2 mind-set—they want to be in control—but who, for myriad reasons, are unwilling to deal with the risk of starting their own business or working entirely on their own as an independent contractor. There are headaches they want to avoid, such as the responsibilities of health care payments, funding their own retirement accounts, and having to do everything from marketing to IT to billing and collections. Many people simply enjoy the camaraderie and collaboration that a corporate environment can provide.
There is nothing wrong with this, and many people can be very successful at keeping a Frame 2 mind-set but still work for an organization. Most of the top executives with whom I have interacted actually operate with a Frame 2 point of view, although they have worked most of their careers in companies. This is actually where I spent the majority of my career once I left IBM; I was a successful executive who enjoyed working for companies, but who understood that I was accountable for how farIwouldgoinmycareer.
Companies are consistently looking to hire the best and the brightest talent. Hiring somebody who lives in Frame 2—who understands the importance of personal responsibility and is passionate about his or her career—is an excellent way to get great talent. Frame 2 people will be more likely to jump at other opportunities if they are not challenged and growing at their current companies; it is therefore in companies’ best interests to continuously hone their effectiveness at ensuring that their top talent continues to learn and to be constantly challenged.
I am always amazed about how excited we are, both from a company and an employee perspective, on day one of a new job. The employee is, one hopes, a very talented person who had lots of opportunities and decided to select employment at this particular organization. The company, one hopes, had lots of talented people who wanted the opening, and it chose the new employee for the open slot because he or she was the best. In other words, everyone was voted on to the team. Everyone is happy. Unfortunately, however, all too often, that energy quickly dissipates. The talented employee comes to feel that this is just a job, and the employer starts thinking that the employee is lucky to have a job and be there.
The truth of the situation is that talented employees always have lots of options for working and that companies that want to keep talented workers will only do so by being the place that these employees can learn the most, accomplish the most, and enjoy the most. There are tough problems in every company, but when employees are cherished and challenged and they know the company has their back, they will do amazing things. Employees who join companies and don’t do a stellar job are in danger of failing to fulfill their career aspirations and in even more danger of actually losing their job. Adopting a Frame 2 mind-set will help individuals feel a stronger sense of purpose and make them more successful, whether they work for themselves within an organization or entirely on their own.
More people are creating new ways to make living in Frame 2 a reality, and in doing so, defining a new way for everyone to work. Take, for instance, Campbell McKellar, a young woman I met though my investment network. Campbell had always been an entrepreneur. She started her first business, a photography company, when she was at Princeton, and later launched a nonprofit that provided consulting services to other nonprofits. But by the time she graduated from college and earned her MBA from Stanford, she had a pile of student debt. She took a corporate job at Goldman Sachs to help pay it off.
Campbell was the archetypal Company Woman. Entrenched fully in Frame 1, she describes the Goldman job as ‘‘gold plated.’’ She explains, ‘‘They paid for my dinner every night. A black car took me home.’’ However, she was well aware of the costs. A nice lifestyle didn’t result in a nice life. She worked from 5 am until 7 pm, seven days a week. ‘‘Some people thrive on that. That was so not me,’’ she says.
Wanting more mobility and freedom, Campbell took a job at a commercial real estate company where she could work from wherever she wanted. She did, completing assignments from Guatemala and northern Maine. That experience brought her an entrepreneurial epiphany: she realized that she could do her job remotely—and a number of her friends probably could too—but sometimes, she also wanted a defined and productive place to work. Thinking about all the workplaces with empty desks and spaces that could be rented out, she created Loosecubes as a community marketplace to connect open work space with people who need it. Similar to Zipcar, Loosecubes brings a communal time-share model to work. The benefits of sharing a work space with other professionals are more than economic, however; these people gain the additional benefit of sharing space with potential new collaborators, clients, and contacts. This ‘‘coworking’’ opportunity, which enables a benefit of ‘‘crosspollination,’’ has even caught the attention of bigger employers. Nearly 10 percent of U.S. coworking users in 2011 were employed at companies with more than one hundred people, according to Emergent Research and the coworking site Deskmag.4
Campbell says that since switching to a remote-work model, she works the same number of hours as when she was at Goldman Sachs, but she does it differently. Dictating her own hours, she comes into the office after 10:30 am, preferring to exercise before work and stay later in the evenings. Similarly, Loosecubes’ members, a combination of mobile workers, remote employees,
Workplaces in the Cloud The following sites connect talent to jobs:CrowdFlower: a platform that takes large, information-heavy projects and breaks them into small tasks that can be distributed to on-demand contributors worldwide.
Elance: a platform for online employment, connecting talented individuals to businesses looking to staff-up a team on an hourly or project basis.
Guru: a marketplace for online talent that allows businesses to find, hire, and manage freelancers.
LiveOps: a cloud-based contact or call center that has a community of twenty thousand independent agents who work from wherever they want, whenever they want, and handle more than seventy million customer interactions per year.
oDesk: an online workplace that enables businesses to select professionals based on work history, portfolio, feedback ratings and reviews, and test scores.
Samasource: a virtual work marketplace comprising thousands of women who live in refugee camps in Haiti, Kenya, and other countries. The company has set up digital work tents with high-speed Internet connectivity, where the women perform computer-based work (such as content review) on behalf of Silicon Valley technology companies.
entrepreneurs, and business travelers, also work in untraditional ways. She says they share common values, looking for ‘‘more out of work and life.’’ Many of Loosecubes’ clients are not pursuing one job but instead doing multiple things and doing them at all sorts of hours, evidenced by the demand to rent work space on the weekends and in the evenings.
‘‘The way work has changed: you no longer have a company, a title, and a role,’’ she says. ‘‘People are weaving work and life together at times that work best for their lives.’’ Campbell built her business on the premise that workplaces should be people-centric rather than company-centric, something she believes defines business as we know it. ‘‘Work has changed,’’ she says. ‘‘The office needs to catch up.’’
Campbell is right, but instead of waiting for the office or the employer to ‘‘catch up,’’ everyone must be empowered to ignite his or her own change. What do you want to do? Your change need not be as grandiose as quitting a high-paying job to starting your own business. Perhaps your dream is to make as much money as you do now and still be able to pick your kids up from school. Or maybe it’s to cut down your commute and work more flexible hours. Maybe you want to stay at your current job,
Why Freelancers Freelance According to a survey of contractors by online job workplace oDesk,∗• 87 percent of contractors said that they want to be selfemployed.
• 74 percent of contractors said that they preferred an online workplace to an on-site workplace.
• Reasons cited for preferring online work:
• 92 percent said that making money is important.
• 89 percent cited flexible hours.
• 83 percent wanted to be able to work wherever.
• 63 percent wanted to be able to find more interesting work.
∗ oDesk’s survey results were based on 8,472 responses from the online workplace’s active contractors, who tend to be well-educated early adopters and innovators of technology.
but work from home one day a week. We live in an era in which all of these options are possible.We have so many myths about work. As we’ve already discussed, most of us go to work; we put in set hours Monday through Friday; we get defined vacation time and sick days each year; we work for one or a few companies. Many employers are starting to get it, which helps bring this revolution—and the attainment of Frame 2 status for everyone—closer to reality.
The trend toward adopting flex work is under way and gaining momentum. Flexibility is important to today’s workforce; in fact, it’s the most important factor. That’s what we found at LiveOps. According to a survey of LiveOps’ independent agent community, 66 percent of respondents cited work flexibility as the numberone reason they have chosen to contract with LiveOps. Zappos, which has paved the way in customer satisfaction, has also become a model for employee satisfaction by providing each customer service rep with a degree of choice and autonomy that far exceeds that of reps at other contact centers.
The model is very different from the one that most generations grew up with, which measured work ethic by physical presence (face time). Although this new metric is immediately liberating, it is the individual’s long-term responsibility to understand it. You have to be aware of trends and what’s hot and determine for yourself where you’ll be relevant. Companies won’t do this for you. The new world of work is about accepting responsibility and taking initiative.
In the old paradigm, workers might have felt safe, but work was not as fulfilling, and there was little opportunity to make choices. This security was a way to manage risk, but not a way to achieve one’s destiny. There’s a danger that comes with complacency. Workers do not strive to be their best. Furthermore, managers don’t demand it. They manage to the average—not to the excellent. It’s time for all of us to demand more.
The opportunity to push these ideas forward and into the future is exciting. We are only at the beginning of the changes in work. The next ten years will bring even more profound ones as technology continues to advance to become faster, better, and easier to use, as well as even cheaper, making it accessible to everyone. The importance of location will continue to dissipate in the wireless, hyperconnected, global world. With this freedom will come reduced dependence on a company; in fact, the employee-employer relationship will eventually cease to exist. Individuals will become their own employers, deciding what kind of work to accept and working on many projects or for several entities at the same time.
Work is dramatically different from where it was fifty years ago—and from where it will be in the future.9to5
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This is the future of work. When individuals recognize the fundamentals of Frame 2—that they are in charge and must stop ceding control to a boss or looking externally to an employer for security—they will open up entirely new possibilities in which they can decide what to work on, when to work on it, and where they want to work.
When you live in Frame 2, you experience an interesting mix of total freedom and total accountability. It is fantastic to totally control what you want to spend time on and with whom, every day. However, Frame 2 also requires you to be relevant every day and to be voted on to the team you want to play with. With unparalleled degrees of freedom comes unparalleled accountability. It’s invigorating and scary at the same time, but real entrepreneurs wouldn’t want it any other way.
In the spirit of providing mentoring and guidance, I’ve developed a worksheet that can help you on the way to becoming CEO of Your Own Destiny. The questions and concepts below are designed to help you build a credible and achievable path to your dreams. An extended version of this worksheet for you to fill out, as well as sample worksheets that I’ve completed at various inflection points in my career, are also included in the appendices.
Becoming the CEO of Your Own DestinyProject yourself five years into the future. You are back in that room on stage. Tell your audience where you are in your life. What has your audience in awe? What would you view as wild success? If you hear ‘‘I can’t,’’ when you try to think about your dreams, write down the impediments that you see.
Realize how much is holding you back. Now, consciously let it go.Start again. Think about what you want. Dream big. Think about your personal and professional lives synergistically. These are not separate dreams. What is your potential, your life purpose? What does success look like to you?
Now, what does success look like in nine months?Note: This Aim High step is not easy. If truly done well, this will take some energy and soul searching. When you take time to really ponder what you want to do, it is very likely to be hard and even uncomfortable. That’s okay.
If you are having difficulty articulating clearly what your ‘‘Aim High’’ goals are, stop and answer the following questions.• Does combining personal and career goals cause the problem? If so, do the worksheet separately for each and then do the consolidated one.
• Can you articulate Aim High goals in your personal life? If not, think about the things that are holding you back from being able to articulate the goals. Write them down. If your goals are still unclear, you may need to seek some outside coaching or counseling. Dedicating time to talk about these issues will help bring some of the answers to light.
• Can you articulate Aim High goals in your professional life? If not, what questions come into your head that prevent you from achieving clarity? List the questions individually and write down the answers to the best of your ability. If your goals are still unclear, you may need to seek help from a mentor. The most important aspect of the Aim High exercise is to be totally honest in what YOU want to achieve. Don’t get intimidated by the sacrifices required to achieve your ultimate potential. This section of the worksheet is about your aspirations, not your impediments. (We’ll worry about those later.)
What matters most to you in your life? Life is not about pursuing a single purpose. We all have many roles and we’ve compartmentalized our work and home lives. People have looked at these as separate spheres. I encourage you to look at them holistically. Here’s what most people don’t understand: these dual roles do not have to compete. They can co-exist and work together, even complement one another. Achieving this, however, requires some planning. You can’t have it all with a haphazard approach.
List the different successes that you want to achieve. Be specific. Some examples: ensuring that you are fully available for your children; providing for their college education; being a fully present partner or spouse; achieving economic freedom; having a successful and fulfilling career. The trick here is to recognize what is most important. Prioritize the list.
I want you to dream big, and with the advances we talked about you can achieve more than ever, but you still need to determine what matters most to you. Even if you’ve embraced the spirit of ‘‘AND’’, AND you want to do it all, you must recognize that you can’t always achieve everything. You must make decisions to determine what’s most important so that you can ultimately achieve your goals.
You must always ask the hard question: What trumps what?Are there examples, role models, and resources available that illuminate how to achieve your goals? Who else is doing what you want to be doing? What can you learn from them?
List the people you are inspired by who can serve as role models. (You do not have to know them personally.)
Determine how you will figure out their secrets to success or whatever it is you admire most about them. What will you read about them? Is it possible to engage with them?
Given what you’ve learned, what have you determined your path should be?Southwest Airlines CEO Herb Kelleher once said, ‘‘We have a strategic plan...It’scalleddoingthings.’’It’stimetodothings.It’stimeto commit to an action plan—one that you can follow.
List three to five things in each of the following categories:Now that you have gone through this process and have some perspective, go back and think about your Aim High goals. Do they still resonate with you? Has anything changed?
Success builds on success, so checking in frequently on the goals and readjusting them as you progress is important.Iremember receiving some early coaching advice from an MIT professor. He told the seminar class a story around taking his daughter crabbing in the Boston Bay. She was very worried about there being no lid on the pail. The professor told his daughter that no lid was needed — anytime one of the crabs started working his way to the top, another would reach up and pull him down. The moral of the story was that chronically negative people (crabs) would bring the whole team down and never allow any one of them or the team to reach new heights.
I often ask managers how many of their team they would rehire if they were starting over. In my entire career, there is only one time that a manager told me that he would rehire everyone on his team. We actually should be striving to have a team full of high-potential, high-performing individuals. If you have a couple of Frame 3 employees on your team, I assure you that your entire team will suffer.
If you live in Frame 3, please look hard at yourself in the mirror and realize that it’s time to take the steps needed to get to another frame. I find that people who live chronically in Frame 3 tend to have a detrimental negative outlook — and with it come
79significant ramifications: other people will be far less interested in spending additional time with them, offering them additional opportunities, or cheering them on. Any other frame is better than Frame 3 — and a step closer to Frame 2, where we should all want to be.
PATERNALISTIC ERA THE AGE OF ENTREPRENEURSHIPCompany Man or Woman
• You are a high achiever.
• You have a great attitude.
• You are on a promotion track.
• You have only as much future
as the company you are with. CEO of Your Own Destiny
• You are highly successful.
• You are self-aware.
• You love the freedom this choice
has given you.
• You opt in to being fully on the
team every day.
• You work to build a network
outside the office “walls.”
• You have great and fulfilling
career options.
Frame 3 RECOMMENDATION:
• You are not progressing in your• You fully embrace controlling career at the speed you expected.your own destiny.
• You believe your circumstances• You don’t have enough work to to be someone else’s problem.
• You may not be addressing the gaps between your desires and your skills.
RECOMMENDATION:Take a meaningful look at what youRECOMMENDATION: want to achieve and the steps youReassess your value proposition to will take to achieve it.
understand why your view of your value is not aligned with your current environment; make appropriate course corrections. RECOMMENDATION:
You can work for yourself or a corporation and still be the CEOOn-the-job stress is cited as the number-one reason for employee dissatisfaction in the American workforce: 40 percent of Americans say their job is ‘‘very or extremely stressful’’; one in four employees view it as the number-one stressor in their lives; 42 percent say the stress interferes with their family or personal lives.1 The prime causes of all this stress, according to a Harris Interactive poll, are low pay, commuting, unreasonable workload, and fear of being fired or laid off.2
The statistics are alarming — this type of stress and unhappiness leads to Frame 3 — the worst place for employees to be. I really worry about people who spend the majority of their time in this space. It’s unhealthy for companies and for individuals.
Studies have found that unhappiness at work has a significant negative impact on one’s health. Unlike one hundred years ago when work was physically dangerous, in this century, work has become more psychologically dangerous. Sounds crazy? Not really: research shows that chronic levels of work stress increase the risk of everything from the common cold to Alzheimer’s, heart disease, and depression. In fact, numerous studies have found that ‘‘psychosocial’’ factors — like work-related stress — represent the single most important variable in determining how long somebody lives.3
Here’s the amazing thing about what causes the most stress in our modern world. What stresses people out the most is not the number of hours in the workday or the bad nature of their boss but the feeling that they have little say over their day. People are most unhappy when they can’t choose their own projects or make their own decisions about what to focus on first.4 Therefore, folks in Frame 3 — those who feel least in control and most a victim of their fate — are the most at risk.
It’s an unfortunate state of affairs that people are so unhappy at work, especially when Americans spend so much of their lifetimes in the office. This is especially disheartening when we consider how easy it is to change. People who are living in Frame 2, those who feel that they are the CEOs of their own destinies and calling their career shots, are happier. A Gallup poll found that self-employed people in the United States are the happiest workers and work the hardest5 because they have a ‘‘higher measure of self-determination and freedom.’’6 Furthermore, this free choice, or being ‘‘the boss of you,’’ was a bigger predictor of happiness than making more money or achieving a greater sense of democracy and social tolerance.7 Need further evidence? The research of Italian economist Paolo Verme found that freedom and control are by far the most significant predictors of life satisfaction anywhere in the world.8 They come before money, demonstrating that pursuing what you want is a lot more rewarding that pursuing a paycheck.
That’s why we see that home-based workers are sick or absent less often than people who work in an office. Not only does work make some people sick, but there is a whole population of people who fake an illness to shirk work. Consider that 78 percent of employees who call in sick aren’t really sick.9 These individuals are stuck in Frame 3, unhappy with their jobs and cranky about it, but not doing anything meaningful to change it. And Frame 3 is certainly costly to companies: these unscheduled absences cost employers $1,800 per employee per year — totaling $300 billion per year for U.S. companies.10 Employers could stop this waste and use the savings toward other functions that produce a return, such as investing in innovation.
Living in Frame 3 isn’t sustainable. Luckily, there’s a clear path out: understanding how you got here; taking the time to• Accept that you are in an unproductive place.
• Own that it is your responsibility to get to a better place.
• Understand the issues or perceptions, either real or imagined,
that led to your living in Frame 3.
• Assess the reality of the situation:
• How much positive support do you have among your peers,
managers, and upper management? (Would they rehire you now that they know the kind of work you do?)
• If there is damage, is it recoverable?
• Do everything possible to remedy the situation (as Stephen Covey would say, seek first to understand before being understood), either in this situation or in the next job.
• Commit to doing and perceiving things differently, then follow up on that commitment.
• Find a way to give heartfelt praise to coworkers when something is well done.
think about what you really want; creating a plan, as discussed in Chapter Five; and working with a few trusted mentors and advisers, as we’ll discuss in the next section.
THEMENTORMANDATEWhether you are a winning gymnast in the Olympics, a tennis player in the U.S. Open, or a pitcher in the major leagues, you got to the pinnacle of your career with a mix of natural ability, hard work, and coaching. We understand that in sports there is a great coach behind every great player, and we celebrate these folks, but in work we somehow forget their importance. We leave behind what we learned in school athletics and approach our professional lives without giving much thought to coaching (mentoring) or where to look to continue to build our skills and abilities and be the best we can be.
That’s a mistake. Everyone does better with someone watching. All of us can benefit from a mentor who can observe, offer insight, and guide us. Atul Gawande, a successful surgeon, asked a former teacher to serve as his mentor, even though Gawande was well established in his career. It was an untraditional move, and one that unnerved some of his patients, but Gawande felt that the relationship made him better in his craft — helped him understand things he might have missed because he was set in his way of doing things. He compared the experience of this kind of coaching in medicine to the way professional musicians have coaches, whom they refer to as ‘‘outside ears.’’ He wanted to bring that perspective into his profession — and into others, to anyone who ‘‘just want[s] to do what they do as well as they can.’’11
I owe much of my personal and professional success to mentors. As it did for most people, this guidance came in its earliest form from my athletics coaches. Charlie Rowe in Little League and Abner Bigbie in high school football helped me find my talents and hone my skills. Cognizant that I had lost my dad, they stepped in and served as role models and inspiring coaches both on and off the field. Later, I found mentors at work. At IBM, one of my mentors, John Martone (a guy with a wood desk, signifying that he’d made it), suggested I start dressing more professionally, and then helped me do so by giving me some of his old suits. He told me to walk with purpose (as though I knew where I was going), and he helped me crisp up my writing.
Even though I was, for much of my career, a company guy, I consistently looked for inspiration outside the walls of my organization. Perhaps I did that because I understood the influence of my coaches in my youth, but most of all because I needed to. When I left IBM, I worked for much smaller companies that didn’t have nearly the same focus on people that IBM did. There were no formal programs offered, so I had to develop mentors and coaches on my own. Furthermore, as my career progressed, I found that the right kind of mentors and role models I needed to help me grow did not exist within my company. In 1992, I was an IT network director (working on how computers and people interact with each other) when I decided I wanted to become a chief information officer (CIO). It was a very cool emerging new job that would put me in charge of the internal systems and infrastructure processes that companies use to operate all of their business and interact with customers and suppliers. It’s a challenging job no one wanted; you have to get multimillion-dollar projects done on time and have to convert tech talk to business speak. There wasn’t a handbook on how to do this, particularly as the role evolved in the late 1980s and early 1990s. (It was during this time that tech guys were first elevated to the executive suite.) I wanted to be a part of this growing field and was especially excited about the next wave that incorporated information technology into business strategy.
Not knowing whom to tap for advice at my own company, I took matters into my own hands. I subscribed to CIO magazines and created a database of people I admired. I read studies and discovered the thought leaders in the burgeoning space. I went to industry events and listened to luminaries in my field. I got to know who they were, what they were about, and, most important, what success looked like to them.
I created a ‘‘CIO List’’ from the database I developed. I tracked who they were, how I knew them, and their remarkable accomplishments. I urge you to do this, but please be mindful of people’s time and respectful of their boundaries. Remember that creating relationships with your role models can be about giving more than getting. I didn’t want to meet these individuals for their fame; I wanted to learn how they achieved and sustained their success so that I could become better at my trade and ultimately make a better contribution to this space. Today, making these kinds of connections is easier than ever, as so much of this valuable information is available on the Web. Yahoo! and Google made it possible to search anything. Nearly everyone has a LinkedIn profile that highlights his or her career path. Industry leaders write articles and position papers and blogs. Read them.
With office buildings and hierarchies on the wane, workers have to go out and build connections themselves. I urge you to see the importance of mentors, but untangle them from the workplace. Like everything else in the changing world of work, these pivotal relationships will not develop in the office. They will come from your network. This is good news and a serious upgrade: the network has more power and influence than does one assigned mentor. With a network culled from a variety of areas, you gain access to the best and brightest minds that have the most experience specifically relevant to you and your dreams.
Once upon a time, mentors and coaches were assigned to employees. Workers were given a very clear road map to follow, and the definitions of success were clear (even if some of them were crazy). This kind of defined structure scarcely exists anymore, for a few reasons. Employee tenure has consistently become shorter, which makes getting advice or help from one’s company less practical than ever. In addition, middle management has been slashed, and there are fewer folks with enough bandwidth to help. Competition is fierce, and in some cases, people worry about
Nurture Your NetworkWho does your current job — or the job you want — well? Read industry publications and websites and blogs to identify the best people in your field. Search Google. Find them on LinkedIn. Connect with them on mentoring matching service, a company that I helped create. What is their magic? Create a database of who they are, what they’ve accomplished, and what you can learn from them.
• Seek advice from the best people. (Don’t be shy. Reach out.) People love to mentor, help, and coach. Ask your mentors what success looks like to them. Ask them what they think has made them successful. Ask them to share their story. (People love talking about themselves.)
• Bring value to the network.Ask what you can do to help your mentors. You may have assets they need. Don’t be a pest, but do send a relevant article or a post they might find interesting, or promote their work to your network. Social media tools make this easier than ever.
• Ask questions.training their own replacement, someone the company may view as newer and less expensive. With people concerned about making themselves redundant, there’s no longer an opportunity to receive years of coaching from one boss. This shift away from internal coaching is only going to be exacerbated by further shrinkage in employee tenure, and location will matter less as more people work remotely and become more entrepreneurial (either starting their own companies or becoming freelancers). Also, mentoring seldom exists at underresourced, fast-paced start-ups.
Where does this leave us? Jim Billington presciently wrote in 1997 that ‘‘the traditional mentor-prot´eg´e relationship has gone the way of the mainframe computer — while it hasn’t completely disappeared, it isn’t nearly as common as it used to be. Reengineering, flatter organizations, and a lack of gray-haired senior vice presidents have all contributed to the decline.’’12 Now, more than fifteen years later, in the age of iPad and tablets, the mainframe has disappeared, and the mentor-prot´eg´e relationship has gone with it.
We have to acknowledge that in the Age of Entrepreneurship, the onus of personal and professional development is on the individual, not on the company. I hope that instead of fearing this new responsibility, you’ll see the many benefits it brings. One of the most crucial improvements is that it eradicates the inherent conflict of interest that comes from getting advice from your employer. There are very few mentors within your company who are actively committed to having you consider extending your career outside their company (especially if you are a star performer). You can understand why: there are never enough of the best resources on hand, and it would take a very selfless leader to be willing to lose a great resource. Just think of how upset companies get when others (particularly competitors) recruit their best people. They call it poaching — clearly looking at it through a lens that focuses on the loss to the company, not the possible personal gain and benefit to the employee. (This is not an approach that benefits individuals. Professor Matt Marx at MIT’s Sloan School of Management studies how some workplace practices, such as noncompete clauses, have a negative impact on employees. His research finds that when noncompetes are in place, employees will often stay at their current job — even if unhappy — simply to avoid any legal risk. If they leave, they often switch industries, to the detriment of their own economics and long-term potential as well as their industries.13) In short, policies that are designed to ‘‘keep’’ people ultimately hurt the employees’ personal growth, the company’s culture, and the industry these stars might defect from.
When I was at IBM, I had some good managers and advisers, and they encouraged me to take on special assignments and roles that provided visibility to senior corporate execs. I remember in my early career having built a very good reputation in computer security and being groomed to eventually move up the ranks into ‘‘corporate’’ in that field. The computer security department was moved into the IT department, and I acquired a new manager. Within a few months, he offered me a unique opportunity to move into financial systems in Boca Raton. I took the job excitedly, but I remember getting a very angry call from the head of security telling me that he was displeased that they were ‘‘losing’’ me.
The intrinsic problem with receiving coaching from your boss is that what might be a win for you is a loss for him or her. Companies don’t want to relay how valuable you might be to someone else. And for someone who doesn’t want to spend his or her entire career in one place, that makes mentoring as we know it a system that doesn’t work very well.
Employees are aware that the system doesn’t work. In a 2007 interactive poll by the Human Capital Institute about the business value of coaching or mentoring programs, participants were asked, ‘‘How effective is your organization in evaluating the business impact of coaching?’’ Sixty-six percent of respondents answered ‘‘not effective,’’ 32 percent said ‘‘moderately effective,’’ and 0 percent replied ‘‘very effective.’’14 It’s like the mainframe: it’s outdated technology.
Mentoring 101 for Individuals• Be open and welcoming to the concept of mentoring and coaching
• Accept whatever help is available from your company.
• Solicit help from outside your company (ideally from trusted and knowledgeable sources).
• Develop a robust network that helps challenge you and educate you about the possibilities that exist.
• Be willing to give advice and help to others.
• Understand that the way to access the best opportunities is to continue to execute on your current ones. Remember that you need to be voted on to the team every day.
In the last decade, the social networking trend was born. Most if not all of us are familiar with Facebook, Twitter, and LinkedIn, but I’ll admit I was initially turned off by these sites. As a busy executive, I spent much of my time focusing on big company issues and had little opportunity to network with random or long-lost acquaintances. The thought of putting my name out on LinkedIn so that folks could ‘‘network’’ with me on their terms was not appealing. I was amazed that people would put so much of their lives up on Facebook to share with mere acquaintances. I got most of my information from the web and newspapers.
Over time, though, I warmed up to the power of these networks as I realized that you can learn a lot quickly, and I developed protocols to protect my privacy. Soon I realized I had more bandwidth than I’d thought and that I could handle the additional streams without their distracting me from what I needed to accomplish in my day. Today, I get almost all of my latest-breaking information off of RSS feeds to my smartphone through Yahoo! and Twitter. I have more than one thousand contacts on LinkedIn. We are building special private networks within LinkedIn for my investment network (WIN) to collaborate on deals. I use Facebook. At my thirtieth high school reunion, no one knew how to find me; now, in time for my fortieth reunion, I am ‘‘friends’’ with more than fifty former classmates and can quickly get updated on their lives. I am able to keep up with many colleagues, and it adds a richness to know about their families and hobbies and see them as people instead of just as work colleagues.
But enough about my personal life and productivity. Who would have envisioned the power of these networks to topple regimes around the world — Tunisia, Egypt, Libya, and who knows what other countries coming next? We’re still in the early days of seeing the power of communities applied to companies, but it’s evident that having these external networks vastly increases our work opportunities and options. This is the power of the new network.
Maintaining your own personal networks is much easier than ever before — even more so, it’s becoming mandatory as the people who do this well gain a significant advantage. Today, it’s possible to access almost anyone — and that introduces incredible opportunities to build networks that can enable our careers. This external board of advisers can offer insight, direction, and introductions. These mentors can make a tremendous impact on your career and your life.
Much has been researched and written about the value of mentors at work. The relationship produces results: a large body of research demonstrates that when looking at career mentoring in terms of objective career success, better mentoring
Mentoring 101 for Companies• If you don’t have formal mentoring practices in place, implement them. Explore services like Menttium or my new company, which businesses use to provide mentors to employees.
• Expand your view of career development beyond your company’s boundaries. For example, Bain & Company, a management consulting firm, has an excellent ‘‘externship’’ program in which consultants leave Bain to embark on a six-month working engagement at a company of their choice and then return to Bain. For employees, it’s a low-risk way to gain experience in another company or role that interests them; for the company, it’s a way to keep their best talent learning, challenged, tackling new experiences in new industries, and building specializations that they bring back to the company.
• Build differentiation against other employers by truly putting the employee’s career interests first.
• Understand that the best way to keep top employees is to ensure that they keep learning, growing, and being challenged. As an employer, you should operate as though your employees were deciding every day which company to join.
resulted in greater compensation, greater salary growth, and more promotions.15 In addition, people benefit personally. Other studies have found that people were more clear about their ‘‘professional identity,’’ meaning their unique talents and contributions at work as well as their personal values, strengths, and weaknesses.16 Perhaps this is one of the reasons why the existence of a formal mentoring program is now a criterion against which the ‘‘Best Companies to Work For’’ are judged.17
So why do so few of us actually invest time in building relationships with mentors or coaches? When looking for advice, people most often go to the most convenient sources, but not the right ones. They haven’t developed their own networks, so they ask for advice from whoever is right in front of them. Perhaps it’s their boss, or colleagues at their company. Often it’s their spouses, parents, or friends. Is this really the best way? Friends are great supporters, but do they really know how you can best leverage your skill set to advance in your changing industry — an industry that is different from theirs? Your mother might know you best and be your biggest fan, but does she really know how much you are worth in the marketplace?
And mentors at work? Besides the conflict of interest we already discussed, the way mentoring is approached inside companies is somewhat misguided. Too often, mentoring takes place at specified times, such as during a performance review. There are several problems with this. First of all, it happens infrequently, usually once or twice a year, which is not enough. Second, it’s tied to compensation, which often makes the conversation very tense. That’s not the right time to absorb advice. People do not feel receptive and open at a time when economics are at stake. Finally, this hierarchical boss-employee structure is more like a parent – child relationship, which is not what the mentoring relationship should replicate. It also can be ruled by politics rather than reality — that is, managers are instructed as to how to rank employees, and conversations are often dictated by the need for an employee to fit into a certain slot rather than by the truth about his or her performance.
It’s best to discuss development and future goals in a different zone, when people are in a more receptive place and thinking about the future as opposed to being judged for the past. Increasingly, next-generation companies are looking to new systems to change annual reviews and performance conversations to offer real-time feedback. Companies including Facebook, LivingSocial, and Spotify use social technologies such as Salesforce Rypple to enable continuous advice, feedback, and recognition from people across all levels of the organization. This is a much more modern way to manage; it eliminates hierarchies and empowers and enables people to do their best work. Services like Rypple work within an organization, but as organizational walls break down further, we’ll need to add external solutions to help identify mentors and work with them.
Rebecca Graf, whose journey from Frame 1 to Frame 2 we followed in Chapter Five, and who had her share of moments in Frame 3 in the process, credits her very supportive friends who ‘‘got her through everything.’’ Interestingly, these weren’t Rebecca’s former classmates or colleagues. In fact, some of them she never even met in person. As Rebecca began her career as a freelancer, she kept in touch with others in a similar position — a proofreader, an editor she met on an assignment, a classmate from her new online school — and built a network of people who had been through some similar experiences and understood her goals. She kept in touch with them on Facebook and LinkedIn and via email and Skype, and says she would reach out to them when she was struggling with something — whether facing a plot snafu in her book or just needing some encouragement that it would work. ‘‘They are the reason I keep going,’’ she says. These people also became trusted colleagues and cofounders in her new publishing endeavor.
As Rebecca has found, there’s a network of trusted advisers. In incredible merit to havingthe process of writing this book, I looked for formal mentoring services that could help individuals build their own external networks to which they could go for insight, advice, and encouragement. There wasn’t one service that was implemented broadly, so with a team of great entrepreneurs, I created a company, which connects people with experts who can give them appropriate advice. Think of it as eHarmony meets LinkedIn. Developing personal networks takes time and effort, but with social technologies it’s easier than ever to find great mentors anywhere.
Too often we are guilty of making a terrible mistake: we keep our dreams and aspirations near and dear and are reluctant to share them with anyone. But when dreams are kept private, it’s harder for them to take off. However, when we share them, amazing things can happen. Just ask Marc Benioff. When he started salesforce.com, he was, unlike many entrepreneurs, open to sharing his idea with trusted advisers and mentors and was thus able to tap into helpful expertise and a critical network. One of his mentors, a successful entrepreneur named Bobby Yazdani, the founder of Saba Software, introduced him to three talented developers who became Marc’s cofounders and helped him build an incredible service and company. In fact, Marc has described meeting Parker Harris, one of the developers, as ‘‘the luckiest thing in my life.’’ It wasn’t luck; it was the result of Marc’s articulating his vision and sharing it with a mentor who had experience, understanding, and a desire to help.
Marc Benioff’s passion, energy, and enthusiasm for creating a whole new space called cloud computing inspire me. He had a vision for changing the software industry, and he didn’t stop with cloud computing; he extended it to leverage social technologies. Most of all, he does everything with a big heart. In a similar vein, Steve Jobs’s unbelievable dedication to creating great products
REALITY CHECKThere are a lot of people who can inspire you, even if you don’t know them. Coaching can come from all kinds of sources. It can come from reading about people or reading what they write; for example, I feel as though I know Stephen Covey even though I’ve never met him. It can come from watching people you admire and respect. It’s ideal when mentoring comes in the form of a direct relationship, but don’t overlook people you may never meet. Be adventurous in thinking about finding answers from people whom you might not have to know to ask a question.
As much as I’ve learned from Meg Whitman and Marc Benioff, I’ve also learned from observing the careers of people I never met. I learned that CIOs came from the application side, not from the infrastructure side, and I adjusted my career path to mimic what I discovered to be the right path. A source like LinkedIn can help you understand career trajectories you may wish to emulate. For example, it will illustrate how many CEOs come from sales and marketing, not R&D or finance.
that are focused on the customer experience has taught me many lessons. I admire Meg Whitman’s ability to see what needs to be done, and to articulate it and inspire a team. She has a willingness to tackle hard and significant problems — which is why she ran for governor of California and why she is now heading up one of the world’s biggest technology companies, Hewlett-Packard, even though she has already accomplished so much. These people have served as important mentors to me, and they have given me direction and purpose that has greatly affected my career and life.
The exercise in Appendix A on becoming CEO of Your Own
Destiny can help you determine and then articulate what you want to achieve at work and at home. Even though you might still be a long way from reaching your goals, sharing them with a trusted adviser is an important step to making them happen. Like my friend Marc Benioff, I believe that it’s key.
Of course, the choice of the people with whom you share your goals is also an important consideration. Peter Gollwitzer, professor of psychology at New York University, who has called attention to some of the dangers of sharing goals too broadly, says that should you wish to make your goals public, you should tell only one or two people who ‘‘hold power over you’’ (metaphorically speaking), so that they will help you adhere to your intentions.18 Jim Billington advised a network of three: ‘‘One mentor in your company, another in your field, and a third in your career together can form the narrow, but broadening, network that you need.’’19 We know that the definition of ‘‘company’’ may be different now, but the guidance still holds. There’s a big difference between telling a few carefully selected and cultivated mentors and a few hundred friends, colleagues, relatives, and Facebook connections.
Always aim high, but be very specific about what you want to achieve and how you will achieve it, and share these plans and aspirations with a few key advisers and mentors. Doing so makes you more committed and gets others invested in seeing you reach your dreams.
I get inspired by doing new and innovative things, but I know that not everyone is as enthusiastic as I am about this. The tougher the challenges, the more intractable the resistance to change can be. And when it comes to revolutionizing work both on a micro and a macro level, there are many intimidating roadblocks.
Our technology and our digital lives have been advancing at a breakneck pace, and we have seen some of the intricate challenges that our social, business, and policy leaders are facing to keep up with this changing world. Our human hardwiring makes us fear behavioral change, and the way our businesses are structured makes it hard for management both to grant new freedoms to workers and to institute dramatic changes as a company. As technology and policy move forward, our first reactions are often based on fear. We become more protective of the old ways of doing things and often resist innovation and change.
Although we are seeing an increase in telecommuting and flex hours, corporations for the most part still adhere to yesterday’s management principles, which are poorly suited for today’s world. When it comes to adopting the less traditional and more innovative programs that will enable us to fix work, the most commonly cited obstacle is lack of management buy-in. Managers fear that, left unmonitored, employees will not work as hard as they otherwise would. That’s baloney, though. Study after study demonstrates that people who work from home are more productive than their office counterparts. Why? In part it is because home-based workers have fewer interruptions, as they aren’t distracted by chitchat, coffee breaks, birthday parties, fantasy football pools, and all the black holes that suck time out of every day in the office. Amazingly, office employees admit to wasting two hours a day outside of lunch and scheduled breaks. It adds up: businesses lose $600 billion a year in workplace distractions.20
We have to address the serious problems with the world of work and stop living in fear of failure and fear of change. We have to take a How Can I? approach. Jeremy Lin, formerly of the New York Knicks, and now with the Houston Rockets, moved from an obscure backup to a team star, and even though his coaches couldn’t believe how far he’d come, it wasn’t all that ‘‘Lin-sane.’’ Lin wasn’t living in Frame 3, filled with bitterness and a crabby attitude when he was sitting on the bench. He was always working on bettering himself to get where he wanted to be. He started practice early every morning — hours before his former teammates rolled in. With hard work, dedication, and a new can-do attitude, we can change our lives and take charge of our destinies.
One of the most important lessons I’ve learned in my career is that ‘‘miracles’’ happen every day in the workplace. I’ve been lucky enough to experience several in my career. When I went to eBay in 1999, the company was battling some significant technology issues. Many people said I was crazy to join in the midst of such turmoil. Certainly during those dark days at eBay, no one believed the company would evolve into the world’s largest online marketplace and transform the world of e-commerce. But the real miracle I witnessed was not eBay’s rise to greatness but rather the many moments when I saw teams unleash their potential and brilliantly solve what was previously deemed impossible.
At the time, the site’s architecture couldn’t handle the company’s sudden growth, and the site kept crashing. At its worst, there was a twenty-two-hour outage that nearly destroyed the company. Things were so bad that employees put paper over the windows to keep the reporters from seeing in. Users grew wary, and the stock tanked.
There was a traditional way that these issues were handled: stop everything and figure out exactly what was bringing down the system. No changes. No new code. No innovation until the system was stabilized. But in an online world, that old model didn’t make sense. Why did a company have to choose between stabilization and innovation when it really needed both? I realized that we needed reliability and new features that could handle increased volume. We had previously seen the dangers of making the wrong choices when eBay froze product development for three months to stabilize and we fell far behind in our development plan. In those few months, Yahoo! went into Japan and built the market, which they still dominate today.
This time we turned our back on the old-fashioned way and embraced the Spirit of ‘‘And’’: we committed to stabilizing the system and making it better. (We also refunded sellers who had live auctions at the time the site went down.) As we restored trust with users and our partners, we also earned a better relationship with Wall Street.
I again saw a tech team achieve greatness against the odds when we had issues with getting search to scale at the massive rates at which we were bringing in new products. It would take twenty-four hours to index description listings before they went live, angering sellers who were paying for the service. In addition, the infrastructure updates cost the company millions. Solving this technology puzzle was not eBay’s core competency, so the management team looked to buy a solution rather than build it. We approached Google and Yahoo!, but ultimately, given the uniqueness of our needs and the urgency of the situation, we decided to build it ourselves. The developer team knew their mission and didn’t have to be driven hard. They were self-motivated and inspired and engaged to create change. That self-direction — as opposed to command-and-control pressure from above — made all the difference. What should have been a twelve- to eighteen-month project was achieved in two months. The newly built solution allowed us to get listings up in minutes and saved us millions of dollars.
My most favorite miracle at eBay, though, was what the team accomplished in response to 9/11. Moments after the attack, I got a call from eBay’s trust and safety division: someone had tried to auction rubble from the Twin Towers on our site. It was our policy not to allow sellers to profit from disasters, but we realized that something bigger could be done than just stopping the vulture postings. That afternoon, Governor Pataki called and asked if we could auction items that were given to the state of New York and then send the proceeds to charities. What about doing something more compelling, we asked? What about firing up our community of sellers to help set up an auction and raise money for victims of the disaster?
We had never done a project like this, which we soon named Auction for America. We needed to get toll-free 800 numbers and create the capability for people to answer the calls. (Previously we had relied on emails.) There were also tax considerations and government regulatory issues and approvals we needed. And on top of that, the coding itself was massively complex. In the past, this would have taken us six months, but we didn’t have that kind of time. And as it turned out — as the team showed us — we didn’t need it.
We worked night and day, literally, for four nights, and maybe that sounds hellacious, but it wasn’t. In that time we built a fully functioning auction site. Jay Leno donated his motorcycles, and Bo Derek donated her bathing suits. By letting go of the old way of doing things and unleashing the potential of the team and the community, we raised $25 million.
Every day I am inspired by what’s possible. People thought it was impossible to walk on the moon, get fingers to grow back, or talk to anyone in the world in real time through the computer. I’ve been fortunate enough to learn from some of the best ‘‘and’’ entrepreneurs. And the results are impressive: Omar Hamoui dropped out of Wharton to start AdMob and transformed an industry in eighteen months (and had two industry titans fight over his company in their quest to dominate the mobile landscape). Marc Benioff quit an executive post at Oracle to change the enterprise software industry and pioneered a phenomenon now known as cloud computing.
There’s a false notion that success is a zero-sum game. That to win in our careers we have to give up family. That to work hard we have to sacrifice sleep. That to be successful we must take (or borrow or steal) from somewhere else in our lives. It’s just not the case. Working harder is not a sustainable solution, and it’s not how people meet their destiny. It’s time to get more creative. Instead of choosing one thing we love over something else we love, we must ask, ‘‘How can I do both?’’ And, then, we can find solutions (perhaps by eliminating something we hate, like commuting).
There’s never been a better time to change the way you think. Replace every ‘‘I can’t’’ with ‘‘How can I?’’ This might sound like semantics, but I promise that this shift in thinking will bring whatever you want to accomplish much closer to reality. Things that you thought would take six months might take six weeks, or even six days.
Where do you see yourself in nine months, two years, and five years? Where do you see yourself in the future? I think that in the future, companies will compete better, individuals will have great careers, and the planet will be sustainable. I urge you to join me. It’s much more rewarding to be inspired by all that you can do rather than to be afraid that you can’t.
Focus on being voted on to the team every day. Make sure you do something every day to show others you deserve to be part of their team. (This same rule applies to companies if they want to keep great talent.)
It’s all about integrity. Do what you say. Say what you do. Always act in a way that makes people remember you positively. For my life, my test involves an imagined simple interaction with a former colleague or employee twenty-five years from now. I am sitting at a park bench. I’m no longer the boss. I no longer can give the person a job or a promotion, so there is really no reward in being nice to me. Will this person come up to me sitting on that bench, happy to see me again, or will he pretend not to notice me and walk by?
Have a great attitude. You might be brilliant, but if you are hard to manage, it’s easy to find someone else. You have to be fun and easy to work with.
Work forahigherpurpose. At eBay, we didn’t sell stuff from people’s attics. We created e-commerce and empowered a generation of entrepreneurs. No matter what your job is, understand that its impact is broader than making money. You will find more meaning in what you do every day, and a higher purpose will guide you through the inevitable tough days.
Pick your battles. There are a million things to be upset about in any work situation. Fight only about things that are really important and will move the needle.
Don’t be afraid of change. As you advance, don’t look back and wish for things to be the way they used to be. When I joined eBay, the company was at a few hundred million in revenue. This is kind of hilarious to think about now, but people who had been there since the beginning would say, ‘‘This was so much more fun when we were smaller.’’ Well, companies don’t stay the same size: they grow or they shrink. I’d rather grow.
Be brutally honest with yourself. Be harder on yourself than anyone else will be on you. Know your strengths and weaknesses.
Don’t confuse action for traction. Focus on outcomes, not face time. So many people work very hard and are utterly exhausted, yet they don’t achieve anything that will matter in the long run. So how do you know where to focus your energies?
Focus on expanding your sphere of influence. Don’t get upset about things over which you have no control. If you invest your energy into expanding your sphere of influence, you can make a dramatic impact over more zones.
Take time to sit back and reflect on where you are and where you want to be. Make time for a ‘‘compass check.’’ It is so easy to fall into a routine and not take the time to see if you are heading where you want to go. Assessing your career goals shouldn’t just be tied to birthday milestones; use the exercise in Appendix A to help you outline your goals and aspirations.
Be brave and be bold. Most things worth doing are hard. Successful people get to where they are in their careers because they make the hard appear easy.
I grew up in the generation that experienced Woodstock, the era that celebrated personal freedom—yet, ironically, my peers jumped into companies and corporate ladders and defined hierarchies, and thought it was fantastic. It was cool to work at IBM, and we were blessed to get a job there.
It’s so different now. Today’s generation of people between the ages of twenty-five and thirty-five are starting businesses at three times the rate that Baby Boomers did at the same age.1 And many people today—especially Gen X and Gen Y and younger—cringe at the thought of working for a big company. Seventy percent of Xers prefer to work independently. Of those who like being their own boss, 81 percent say the reason is that they value having control over their work, according to Center for Work-Life Policy data.2
For today’s youngest people entering the workforce, this notion is even more amplified. Gen Y aspires more to entrepreneurship than to rising in established corporate ranks. In Silicon Valley, the nexus of start-ups, recent graduates of Stanford University considered taking a corporate job, even from the hottest companies like Facebook, Twitter, or Google,
105a ‘‘backup plan.’’3 Plan A was to start their own companies. Now, more than ever, Stanford MBAs are rejecting corporate jobs and instead launching their own enterprises. An all-time high of 16 percent of the class of 2011 chose to start their own companies at graduation. This reflects a threefold increase from only 5 percent in the early 1990s and is a third higher than the 12 percent peak during the dot-com bubble.4 We are also seeing a generational shift among MBAs, who are preferring to work for smaller companies or start-ups—places defined by a more entrepreneurial culture, with structures they describe as ‘‘flat’’ and ‘‘nonhierarchical’’ and that promote personal responsibility, ownership, flexibility, and mentorship.5
I’m in awe of all of this—I admire this entrepreneurial mindset and believe in entrepreneurship as the answer to solving many of the world’s issues. But unfortunately the reality is that sometimes dreams and drive aren’t enough for success.
I’ve seen a number of people with great ideas and great ambition and who work extremely hard, but who don’t see their careers or businesses take off. There are infinite reasons: too much competition; the product or value proposition isn’t right; the market isn’t ready. This is Frame 4. People in Frame 4 have the right attitude, but they are not achieving the economics they need to make everything work.
Life in Frame 2, living as the CEO of Your Own Destiny, carries unprecedented responsibility. When you are in the center of Frame 2 as an entrepreneur or independent contractor, you are responsible for paying for your own health care; there are no paid sick days or vacation days; and in some states, such as New York, there’s an additional tax for being self-employed. All of this can be challenging and costly. These factors are what makes Frame 4 such as common pit stop for so many people on their way to Frame 2.
PATERNALISTIC ERA THE AGE OF ENTREPRENEURSHIPCompany Man or Woman
• You are a high achiever.
• You have a great attitude.
• You are on a promotion track.
• You have only as much future
RECOMMENDATION: CEO of Your Own Destiny
• You are highly successful.
• You are self-aware.
• You love the freedom this choice
has given you.
• You opt in to being fully on the
team every day.
• You work to build a network
outside the office “walls.”
• You have great and fulfilling
career options.
Frame 4
RECOMMENDATION:
Continue your emphasis on highAspiring Entrepreneur You can work for yourself or a
you are.
• You are not progressing in your
career at the speed you expected.
• You believe your circumstances
RECOMMENDATION: Reassess your value proposition to Take a meaningful look at what youunderstand why your view of your want to achieve and the steps youvalue is not aligned with yourwill take to achieve it. current environment; make
appropriate course corrections.It’s my hope that people in Frame 4 are in this box only temporarily, but the danger is that they stagnate here and then don’t acquire some of the skills and experience that will be necessary to achieve economic success. Oftentimes, the path out of Frame 4 is not a nonstop trip to Frame 2, but involves making compromises, such as taking another job to make ends meet, going back to school to gain new skills, or going to a corporate job to gain necessary experience.
I was in Frame 4 at a crucial point in my career when I jumped from blue-collar work as a security guard to a white-collar job in product and computer security. It was a great opportunity in the long term, but it came with a significant economic cost in the short term. The new job was much better, but ironically, the pay at the old job was better. As a security guard, I worked the second shift, 4 pm to midnight, which carried a 10 percent premium in pay because of the inconvenience of working nights. The job required seven-day coverage (weekends off were sporadic); working on Saturdays earned me time-and-a-half, and working Sundays earned me double time. Holidays paid double time-anda-half. None of this included overtime, and I was an overtime machine, willing to work whenever there was a need. All in all, I made almost twice my base pay because of the extra incentives.
Although the new white-collar job came with a better base salary, I lost thousands of dollars in income I had made in overtime. I was accustomed to that money, and I had to take a second job at JC Penney to make up for the lost income and maintain the lifestyle we were living. I worked at IBM in the day, and after hours worked in the shipping area, rang up purchases, and assembled gas grills and patio furniture in the JC Penney outdoor department during nights and on the weekends. It was humbling when people I knew from IBM came in and asked, ‘‘What are you doing here?’’
I don’t regret making that decision and sacrificing income for opportunity. It was the right decision for my family and for me. At the same time, I took classes to learn programming and to make me more marketable. I knew my future was bright, although in the present I was working harder and was worse off economically. I did not stay in this Frame 4 state for too long: I received several promotions, and within a year or two the economics started to work, and I no longer had to supplement my income with another job.
Technology has changed how we communicate and work— largely eradicating the need for working in one place or for set hours. The Internet and the advent of cloud computing have made software dramatically less expensive than it was even a few years ago. For example, just a decade ago, the cost to run a basic Internet application was approximately $150,000 a month. Running that same application today in Amazon’s cloud costs hundreds or a few thousand dollars at the most. With that change, people can start their own companies faster and more cheaply and easily than ever before. It’s also easier for people to work for themselves as independent contractors.
And today, more than ever, people want to be their own boss. According to a survey sponsored by Kelly Services, 18 percent of the Gen X workforce described its status as ‘‘free agent.’’ Only three years later, in 2011, that number rose to 38 percent—a more than 100 percent increase.6
The climate has never been better for entrepreneurs, but the startling reality is that for the past thirty years, the failure rate of new businesses hasn’t changed—and it’s pretty depressing. Whatever way you look at it, the fact is, most companies fail. Data from the Small Business Administration and the Bureau
REALITY CHECKAlthough many young people in Silicon Valley don’t want corporate jobs, the reality is that many corporate jobs aren’t hiring as much in this economy, and there are hoards of recent graduates who would love these jobs. My advice is to get busy and get to work. If you can’t find a job that you are qualified for, find a company you admire and take a lesser job to gain experience and get your foot in the door. If that doesn’t work, start freelancing on one of the many sites that are out there, such as Elance, LiveOps, or oDesk, where you can connect to great work, learn about what’s hot, and continue to hone your skills.
of Labor Statistics consistently show that approximately half of new start-ups no longer exist after five years, and that approximately two-thirds will cease to be in operation ten years after founding.7 Dane Stangler of the Kauffman Foundation notes that approximately five hundred thousand new firms are created every year and that after five years, fewer than half of these companies will remain.8 Shikhar Ghosh, a senior lecturer at the Harvard Business School, looks at start-ups that take in outside money and finds that 30 to 40 percent fail. He defines failure as liquidating all assets, with investors losing most or all the money they put into the company. If failure is defined as not realizing the projected return on investment, then the failure rate is 70 to 80 percent.9
And the start-ups that get big—really big, Amazon or eBay or Instagram or Pinterest big, represent only a small sliver of total businesses. Of all of the technology companies started in the United States in any one year, approximately fifteen ever generate $100 million in annual revenue. Those fifteen companies will ultimately be responsible for 97 percent of the market capitalization of the entire set of companies started that year.10 The truth is, not everyone is born to be an entrepreneur. It’s incredibly hard work. Marc Andreessen, a legendary entrepreneur turned legendary venture capitalist, famously told then-CEO of Loudcloud (and now business partner) Ben Horowitz that when it comes to starting a company, ‘‘You only ever experience two emotions: euphoria and terror. And I find that lack of sleep enhances them both.’’11 Eddy Lu, the entrepreneur who slept in his car when he started Grubwithus and was ferociously trying to make ends meet, couldn’t agree more. ‘‘It’s not for everyone,’’ he says.
What about if you want to be the CEO of Your Own Destiny, but not necessarily the CEO of your own company? The statistics here are similarly discouraging. The number of independent contractors is growing, but that doesn’t ensure individual success. Being a free agent can be especially challenging, especially in the beginning. Some 90 percent of the people who start down the path of affiliating with and providing work through companies like LiveOps and SupportSpace do not make it to the point of earning even a few hundred dollars a month for several months, according to Tim Whipple, who managed our community of twenty thousand independent agents at LiveOps for seven years and who now manages a community of two thousand independent tech support experts at SupportSpace. Of the approximately 10 percent who do make it to that point, fewer than 20 percent earn money equivalent to full-time employment. It’s important to note that this isn’t because the work isn’t necessarily there but because freelancers and independent contractors often are actually choosing to work a part-time schedule. Nevertheless, the takeaway is that in most cases, the economic gain, at least initially, will likely be less than before.
Sara Horowitz, who runs Freelancers Union, doesn’t have exact figures on freelancer failure rates, but believes that the main reason contractors fail is that current laws and practices expect contractors to be experts in all aspects of the business process. Whereas an employee can focus or specialize on a particular topic (for example, marketing), contractors are forced to master these topics as well as benefits, HR, legal, production, and so on. This, coupled with the episodic, feast-or-famine nature of contract work, contributes to the challenges of succeeding as a freelancer.
The good news is that for those who do make it, living as the CEO of Your Own Destiny becomes the only way. We have less than 10 percent attrition at LiveOps after agents make it past their first thirty days, or three hundred calls. oDesk, the world’s largest and fastest-growing online workplace, which has more than two million contractors who have created profiles, about four hundred thousand job posts, and about seventy thousand active billing contractors a quarter, reports that contractors who stick with it actually find working this way to be more financially lucrative. After one year on oDesk, people’s average wage increases by 60 percent; after three years, it increases 190 percent, according to oDesk CEO Gary Swart. Contractors on oDesk work both part-time and full-time, some choosing to work as much as eighty hours a week.
There is often a challenging in-between period, a ramp-up to success, which is very much the definition of Frame 4, but after a certain investment in time (thirty days to one year) and in gaining experience, independent contractors are able to move into—and remain—in Frame 2. And this is a global phenomenon. Marcel
Typical Pitfalls for a Freelancer or Independent Contractor• Has difficulty dealing with the lack of structure and accountability
• Is too easily distracted in a nonstructured environment
• Makes insufficient financial investment in business tools needed to optimize the work
• Is not willing to invest time in the learning or certification needed to do well
• Enters contracts with work providers who overpromise or are misleading about the terms of work or type of work, or does so without really understanding the nature of the work or the outcomes needed to succeed
• Does not sufficiently network with independent contractors who are already succeeding at the same type of work to learn best practices and secrets of success
• Is unable to master the myriad necessary business skills that have nothing to do with the freelancer’s core competency
• Neglects to find mentors and build a support network that will help the contractor stay on course and continuously improve
Morgan, a Jamaican computer programmer, was not getting the types of programming and Web development projects that he wanted in his corporate job, so he started looking for part-time work on oDesk in 2010. He worked hard to build his client list and soon left his job to work full-time as an independent contractor. ‘‘It was a real shock to my friends to quit the highest-paying job in Jamaica, but I wanted to start my own business and work on my own terms,’’ he says. It has paid off. He estimates his income to be at least 20 percent higher than his full-time corporate job,
Do You Want to Be Your Own Boss?You get the technology, but what about the work practices? Answer these questions to see if you are ready to reframe the way you work.
1. Do you have marketable relevant skills?
2. Are you self-directed and highly productive when you are on your own?
3. Do you crave freedom?
4. Do you have the ability to market yourself?
5. Do you embrace continuous learning and improvement?
6. Are you active in social media, such as LinkedIn, Facebook, and Twitter?
7. Are you willing to deal with administration (billing, collections, payroll)?
8. Are you technically savvy enough to leverage the new tools available?
9. Are you willing to live without entitlements and benefits (like paid vacations and company-paid health care)?
Did you answer yes to most of these questions? If so, you have the Frame 2 mind-set and are ready for the freedom and opportunity being the CEO of Your Own Destiny will provide. Go back and look at your ‘‘no’’ responses (if there were any) and determine what you need to do to move them to yes. This will help move you from Frame 4 to Frame 2.
assuming that he works enough hours for the year; so far, he is on target to achieve that.Many of the founders of today’s hottest businesses spent some time in Frame 4 before getting to the promised land of Frame 2. Ben Silbermann, the founder and CEO of Pinterest, always idolized entrepreneurs (he says he thought they were cool the way people think basketball players are cool), but instead of striking out on his own, he took a job at an IT consulting firm when he graduated college and then went to Google, where he worked for the display advertising group. (Frame 1 all the way, he thought ‘‘Google was the coolest place.’’12)Heimbibed everything he could from the company—learning to think big and embracing the importance of working with very smart people. ‘‘Google had the audacity to think at a really big scale... It was inspiring,’’ he said.13
But he wanted to build something on his own, though he wasn’t sure what. He resigned and lived off his personal savings while making iPhone apps with a college friend. They weren’t successful, and he was living in Frame 4—having a big vision, but not a big paycheck. ‘‘I’ve worked on products where they go down in the middle of the night and no one notices,’’ he says of this time.
None of those apps went very far, and neither did Pinterest in the beginning. The company, which launched in an apartment in March 2010, had a low user base and very little engagement. After nine months, the site had less than ten thousand users, and many weren’t using it very frequently. ‘‘It was like stealth without us trying to be stealth,’’ he said. But he found the idea of telling people he failed to be too embarrassing, so he continued to tinker and improve the site. He obsessed over making it right, and after some media attention in June 2011, the site began to reach a tipping point. Today, Pinterest has more than twenty million users14 and is one of the fastest-growing social services in the world. Ben Silbermann’s investment in making the site better and his How Can I? attitude transitioned him out of Frame 4 and into Frame 2.
Maybe you have an idea, but it hasn’t achieved the traction you anticipated. You are living in Frame 4. How do you know whether to keep going or to make a change? You might modify the product, change how you market or distribute it, or examine how external events (technology or regulatory changes, for example) affect it.
Ben Silbermann made incremental changes to improve Pinterest, but he kept the vision and didn’t pivot from the idea of a social bulletin board. Marc Benioff evolved salesforce.com by bringing popular consumer trends to the enterprise, but never pivoted away from his idea of making software easier, more accessible, and more democratic for businesses.
Other entrepreneurs have executed a ‘‘big pivot,’’ changing everything about the product. Instagram, which started as Burbn, a mobile social check-in app with game features, saw that the photo sharing feature was where the majority of its user engagement came from, and pivoted before launch; Fab, the popular design-focused e-commerce site, was a daily deal site before it became a design-focused storefront.15 Switch Video started as Switch Fuel with a vision to make energy out of switchgrass, but its explanatory video opened up new opportunities, and producing videos became the new business. Badgeville was originally called Credd and was a consumer website focused on online reputation. ‘‘People weren’t really excited at all and thought it was a dumb idea. I had to go back to drawing board,’’ says Kris Duggan, CEO. Kris thought about his strengths, which were more in the enterprise space than the consumer space, and transformed the company to play into his ‘‘superpowers.’’ He also talked to leaders at more than one hundred companies to investigate what kind of service they needed. He used that insight and research to create a product that people wanted.
Keep on Trucking, Pivot, or Shut It Down? There are several things to check before knowing whether to pivot:• How long do you have to live? How much cash do you have to continue pursuing your dream? Can you raise more money based on the traction you have?
• Is there traction at all? Are you building something that people like? How certain are you that this will be a winnable market? Are you early? Late? Is your timing off?
• Can you do something that has much more relevance? Have you developed any new insights which demonstrate that you should be chasing something else?
• How do you want to treat shareholders who have invested in you, when you are unsure of where you want to go? Are you able to provide a return to shareholders rather than just burn through the cash?
Amazon founder and CEO Jeff Bezos calls this investigateeverything process the ‘‘regret-minimization framework,’’ urging you to explore all the plausible possibilities—spending extra time figuring out if the idea is worth it, rather than later regretting you gave up too early or didn’t delve deep enough.16
THEEXPERIENCEISSUEAcademic research suggests a basic reason why so many start-ups fail: a large number of inexperienced entrepreneurs start businesses that shouldn’t be founded in industries that are unfavorable to new companies.17
I worry about people who just want to be entrepreneurs, but haven’t taken the time to hone their skills so that they are ready for Frame 2. Frame 2 is the destination, but the fact is, no one starts in Frame 2—it is the result of hard work, experience, and determination. Arriving in Frame 2 is not solely about luck, and it often does have a lot to do with patience.
Perhaps no one demonstrates this better than Kris Duggan, the CEO of Badgeville. (Disclosure: I was an early investor in Badgeville.) Kris, who was born in Australia and moved here when he was five, always wanted to be an entrepreneur. His father moved the family to the United States for his corporate job and to pursue the American Dream—and he did, starting a company when he was in his forties, which he sold to a public company.
Kris looked to his dad as a role model in entrepreneurship. After he earned his MBA, he started his own company, the Oz Network, which was like Yahoo! for Australia. He sold the company for $5 million when he was twenty-six years old.
From there he took a path that is unusual—but that was highly instrumental in paving the way for future success. Instead of rushing to start another company, he intelligently built his resume—and experience. Kris says that one of his mentors, his brother-in-law, a venture capitalist who meets with countless entrepreneurs, guided him on this path. ‘‘Are you going to invest in yourself or cash out on yourself?’’ he asked. Kris knew he wasn’t yet ready to swing for the fences with a new idea. He had more to learn.
He worked for several early start-ups, where he gained knowledge about how small companies got funded and operated. After a few years and a few start-ups, he had gained entrepreneurial experience, but lacked large-company experience (something he needed, considering that if starts-ups are successful they one day become large companies). He went to WebEx, which had several hundred people at the time. Although Kris went to a bigger company and was very successful there—he started as a sales rep and received several promotions, eventually rising to a topperforming director—he wasn’t living in Frame 1 as a Company Man. He was a dedicated and diligent employee, but he possessed a Frame 2 mind-set, as he was there not to ensure security but to gain skills. He says that on the first day, he was already thinking about leaving, deciding he wouldn’t stay more than three years. In fact, Kris did leave in his third year, having achieved everything he came to WebEx to accomplish. He had learned about sales, management, leading a team, establishing a culture, setting a vision, and adhering to corporate values—skills that would be necessary later in his career. ‘‘I would not have known any of these things had I went straight to start my own company,’’ Kris says. ‘‘The WebEx experience is applicable every day.’’
Kris says that he knew he was an entrepreneur at heart, but he still wasn’t ready to start something. He wanted to be closer to the idea process than a big company allowed, so he went to a small software company, where he grew the sales team and revenue and learned what worked and what didn’t. After three years there, he felt he was ready—he’d gained hands-on operating management skills, discipline, and training—and he left, with no idea for a company, but with the confidence, gained from experience, that he could build something successful.
‘‘Raw talent will get you far, but it can’t take you all the way,’’ says Kris. ‘‘You need to have an entrepreneurial spirit, but you also need experience.’’ Looking back, Kris says he ‘‘invested’’ in himself. ‘‘Being patient has been helpful in doing it right.’’
He certainly has done it right. Badgeville, which makes software to inspire people to be more productive, was launched in September 2010 with one employee (Kris). It now employs seventy people and has 150 customers, including Barnes & Noble, Dell, and IBM, which use the service to motivate and engage employees; the company does $10–$15 million in sales. Kris is not only succeeding as the CEO of his own destiny but also helping companies manage employees in a way that is more modern and effective.
Leaving the trappings of a corporate job can be difficult economically. The key to easing the transition and increasing the chance of ultimate success lies in planning ahead:
• Retool your skill set: take classes or look for jobs that will develop and increase your skills.
• Save money. Create a plan to save. Think about bonuses, and earmark any extra earnings to help things stay afloat during this time of transition. Exit your job with a reasonable amount of savings; financial planners usually recommend six months of expenses.
• Reduce expenses; live on less.
• Determine your health care needs and your health care plan, as this will not be supplemented by an employer. Thankfully, this will become far less of an issue with Obamacare, as everyone will have access to insurance, although if you’re self-employed, you will still have to pay for yourself (unless you are on welfare). Also consider looking to industry organizations. Freelancers Union provides independent workers with high-quality, affordable, and portable health insurance. In 2012, it was selected to sponsor nonprofit, consumer-driven health plans in New York, New Jersey, and Oregon, with $340 million in federal funding. Launching in 2014, the plans will expand health care to the nation’s forty-two million independent workers.
• Focus on retirement planning. Working for yourself means there’s no company pension plan or matching 401(k). SEPIRAs are a good tax-deferred way for self-employed people to save for retirement.
• Understand that sole proprietorship doesn’t come with paid holidays, vacation days, or sick days. Plan ahead and budget for these things.
The Millennials already account for forty million in the workforce, and they are set to become America’s first hundredmillion-member generation. How they grew up — with mobile devices, online access, and social media — influences the way they work.1 And it’s influencing the way everyone will work.
Although I advocate the benefits of working as an independent contractor, I understand that doing so is a stretch for many people. I think there is a much larger number of workers who operate with a Frame 2 mentality but have chosen to work for companies for various reasons. There’s the nasty reality that many new companies fail, which introduces the possibility of not being able to provide for your family or build an appropriate livelihood. Some people might want the perks of corporate life such as paid vacations and health care and retirement planning. For these reasons, I believe that many people will still work for companies, but I also believe that how they do that must change.
Today’s workforce is looking for a new way to engage with work, and traditional employers must recognize that. Similarly, start-ups — which if successful, will also become big companies —must also establish a modern culture that appeals
123to today’s talent. Today’s companies need to appeal to today’s modern workforce —not treat people the same way I was treated when I started working.
The problem is that many employers still don’t understand and don’t value the mind-set of this new generation and how it is revolutionizing the way we work. Many companies, such as Facebook, Asana, salesforce.com, Google, and LinkedIn, as well as start-ups understand that there is a huge war for talent under way, and they want their key people to feel challenged and proud of their employer. They offer incredible perks, like massage services and pet-friendly policies, and give them time to work on their own ideas. These companies have also figured out how to connect to them, embracing such practices as more flexible hours, valuing outcomes over attendance, and employing the latest technology. All companies will have to undergo a similar shift, or they will miss out on working with the talent that will dominate the workforce.
Some employers are still turned off by the Millennial’s high opinion of itself and its impatience to get to where it wants to be, but in fact this generation has significant contributions to offer, and its philosophy that every individual is in charge of his or her own fate is a new worldview that corporations will need to embrace. I am amazed when some companies don’t let their employees access Facebook or Twitter from their work environments. People work from home and after hours, and they can catch up anytime through Facebook and their smartphones. Limiting network access to these services inside a company is just lame. We should be holding people accountable for outcomes and results, not dictating what they can do when. It is this kind of behavior that chases young people away from companies.
One aspect of work that employers have to reevaluate and, in many cases, change, is the way they recognize employees. More than anything, today’s employees want to see the difference they make in their organization and be recognized for it. In fact, a study conducted by the Gallup Organization of more than eighty thousand employees found that 82 percent of employees surveyed agree that recognition motivates them to improve their job performance. It found that one of the top twelve key factors in securing employee engagement is regular praise and recognition from managers. Traditional service awards like gold watches and tie tacks don’t motivate or engage employees because there is no meaningful recognition behind the one-time reward, the study concluded.2
We are seeing new ways to recognize employees proliferate in the workplace. Take, for example, Salesforce Rypple, a company that uses social technologies to transform the way companies recognize and reward their employees. (Disclosure: I invested in this company, and in 2012 it was acquired by salesforce.com.) Salesforce Rypple is a service that allows for bits of real-time feedback, goal setting, coaching praise, and public recognition for team members. People feel more engaged and passionate about their work when they feel more valued. Making it easier to recognize good work and deliver praise goes a long way to inspiring employee and company success. With Rypple, instead of waiting for the dreaded annual or semiannual performance review, managers can give continuous feedback, coaching, and thanks at anytime, not just at an artificially appointed review period. There are a variety of ways this can be delivered, in the form of an electronic note, or even a badge that will go on a worker’s profile. (This evokes social gaming practices, and the socalled gamification of the enterprise is one trend we’ll continue to see take off.) Real-time and public recognition makes sense — it happens when the feedback is still relevant and when changes can be more easily implemented, which creates a much more iterative and agile culture. Using a technology that is social, and open for everyone to see, brings teams together and helps them stay focused on what matters. Companies like Gilt, Facebook, Mozilla, and ZenDesk all use Rypple to approach performance management in a different way, one that actually helps improve performance of their employees —and ultimately the entire company. This is just one of the many new tools available to businesses, to satisfy the next generation of workers who care more about being publically acknowledged for their contributions with instant recognition than waiting a year for a performance review.
Similarly, Kris Duggan’s company, Badgeville, is also finding success changing how companies approach performance management. With the traditional way of working, ‘‘You don’t know how you’re doing relative to goals or relative to others. There’s no feedback loop in place to drive performance. Maybe you get an annual review, but with work more distributed and more people telecommuting, there’s a gap in people knowing how they are doing,’’ says Kris. A service like Badgeville uses principles of gamification to connect, engage, encourage, and motivate people to perform and provides transparency into how everyone is doing. It enables a system of meritocracy, which, as I discussed previously in this book, will define the workplace of the future. It’s already resonating —the company’s valuation is one hundred times that of when it started.
THENEWNEWCOMPANYCompanies that we had never heard of a few years ago — Facebook, Foursquare, and Twitter — quickly became the hot places at which to work because in addition to creating innovative products and services, they understood the needs of today’s workers and created cultures that attracted and retained them. Putting it simply, these cultures are more entrepreneurial. Hierarchies are less important.
Although operating as a corporation, Facebook has done an excellent job of creating a culture that epitomizes the Age of Entrepreneurship. It does not assign opportunity based on seniority or title or ability to play office politics, but affords everyone the same chance to make a meaningful contribution. One practice that highlights this best is Bootcamp, where every new engineer, whether a former VP from VMware or a recent college graduate, experiences the same six-week onboarding program. From day one, it gets engineers immersed in the code, offers insight into finding the highest-impact projects, and encourages the embracing of the Facebook philosophy (what they call ‘‘Move fast and break things’’). The system is a meritocracy. The company expects engineers get their hands dirty with real assignments from the first time they boot up, and everyone is tasked with making a change to the live site within his or her first week. What is perhaps most unusual —and really demonstrates how even as employees, Facebookers are in charge of their own destiny — is that at the end of Bootcamp, engineers aren’t assigned a team; they choose one. This approach works for the employee, and it works for Facebook. VP of engineering Mike Schroepfer explains, ‘‘We know they’ll be happier when they work on something that they have passion for, and no doubt that ‘passion multiplier’ will yield far better products.’’
To this end, the company does something else unique. Instead of keeping people on a project when they’re doing a good job — where conventional wisdom would want them to stay at all costs — Facebook tells them to leave. Engineers who have been on the same project for twelve to eighteen months are encouraged to take a ‘‘hackamonth’’ to leave their current project and work on something in a completely different area. (This is a good way to prevent anyone from falling into Frame 3.) Engineers can opt out, but most don’t. Offering people an opportunity to switch technical disciplines and collaborate with different teams is important. Facebook has also found that a month is a significant amount of time to get something meaningful done: an update to the Facebook iPhone app was achieved during a hackamonth, as were crucial improvements in overall site performance.
One of the best aspects of these practices is what they foster long term: relationships that defy boundaries. Bootcamp classmates and hackamonth friends will disperse throughout the organization after these programs end, but participants maintain the relationships they forged with each other and with the senior engineers who served as their mentors and coaches. This gives Facebook a cohesiveness and flexibility that’s important, as its projects are deeply interconnected, and it also gives engineers a view into other parts of the organization and avails them of many more opportunities.
Like bricks-and-mortar stores, companies that were once unstoppable are undercut by newer companies that, like online retailers, rely on new technologies. The video game industry is still going gangbusters, but old-school video game companies like EA and Nintendo stagnated, while Zynga and Rovio (maker of Angry Birds) became some of the hottest companies in the sector. Yahoo!, Flickr, and Shutterfly, which offer online photo sharing platforms, surpassed Kodak, which couldn’t stay relevant, and eventually filed for bankruptcy, when digital photography and photo sharing replaced film and prints.
What is it that differentiates the successful companies? They offer the world new capability and see the world in a new way. They work on the real-time principles of the Internet, and they embrace the shift to a borderless world, one in which people can work from anywhere and connect on any device. Companies of the future are defined by relationships that are more elastic. We already see young people who are less tolerant of the traditional hierarchies, which are less relevant in organizations that have been flattened by new social technologies. We also see that people want to be entertained. They want to be challenged. They want to work openly and collectively and don’t want to be micromanaged. Best of all, they expect and want to be held to a higher standard of contribution.
This is so different from yesterday’s way of working, in which companies hoarded employees like limited resources. For the past hundred years, most companies operated from a scarcity mentality, thinking that there was not enough talent, and they did everything possible to try to keep employees within the company walls. Many instituted incentive policies to keep employees in, and became known as having golden handcuffs. Companies devised programs that would pen people in with contracts to keep them for periods of time or vesting schedules that ensured they’d stay, rather than devising ways to make their company the most attractive place to work so that the best talent would flock there — and stay.
But as talent continues to push for change and more companies embrace innovative ways to work, businesses that want to attract and retain their most important asset, their people, will have to leave the antiquated paternalistic work model behind. They will have to change how they manage, and move from a command-and-control model to a system driven by meritocracy, empowerment, enhanced freedom — and results.
Many companies have already recognized that consumers are in control. The social web has changed everything about how companies interact with customers. Facebook, Twitter, and other social platforms have given power to the individual in every corner of the world — and taken it away from the corner office, which doesn’t exist anymore. Now companies also stand to benefit with more empowered employees. They must transition their focus from commanding, controlling, and owning their employees to retaining top talent and motivating them with freedom and opportunities. All companies can leverage next-generation ideas to change the way we work. For employees and for employers, work is the next killer app.
We have more individuals who want to be entrepreneurs than ever before. It is incumbent on us to help these folks realize their dreams and ensure that this Age of Entrepreneurship becomes far more powerful and accomplished than the Age of Paternalism. It was a far safer age, but safe generally doesn’t lead to greatness.
In the past fifty years, the relationship —and expectations — between workers and employers has completely changed.Length of
time someone stays at a job
Length of
time for
companies get ‘‘hot’’
Length of
time
companies
stay on top
Employer’s
view of
employees
Age of Paternalism Twenty-five years to life.
Age of Entrepreneurship One-and-a-half years.
IBM remained the ‘‘it’’ company for twenty-plus years. Facebook replaced Google as the ‘‘it’’ employer in five years.
Workers work for the company and belong to the
company; when employees leave, they are
‘‘poached.’’
care.
Talent is the most
valuable asset, but it
walks out every night and is on LinkedIn at every moment. Employees opt in; they are not owned.
Nothing guaranteed either for the company or an employee. Real safety is in skill development and contribution.
Company and employee tenure are declining.
We all have days we remember for the rest of our lives — days that change our perception of everything we are doing and where we are headed. I had such a day the evening I met Mitch Kapor, the founder of Lotus, and one of the greatest thinkers in the technology industry. Mitch had left the companies he had created and was working on his own. He said, ‘‘You should come see what I am doing.’’ I enjoyed hearing about his experiences running Kapor Enterprises, working in his family’s foundation, doing nonprofit work, helping start-ups, and lending his time to myriad other projects that he found important and inspiring. He stayed in the same place — the place he wanted to live and work from — and took on work that was interesting to him. I realized that this was the model that I wanted. In November 2009, I began to craft what it would look like for me.
With a plan — I used an earlier iteration of the exercise in Chapter Five to articulate it — I was able to start moving toward the life I wanted. In 2011, I resigned as CEO of LiveOps and
133passed the reins to Marty Beard. I continued to sit on boards I found interesting and where I could make a difference, such as salesforce.com’s, and I joined new boards, including Yahoo!’s. I’d been an angel investor for fifteen years — I’d invested in Niku and AdMob, among others — and I created the Webb Investment Network (WIN) to allow me to fuel my passion for working with start-ups and to continue collaborating with friends and past colleagues. My wife and I put a renewed focus on our family’s foundation, which is dedicated to helping underprivileged young people gain access to a great education. I wrote this book. I didn’t know that writing this book would lead to the founding of a new company, but being open to change enabled that.
Today I spend my days doing the things that matter to me. I have fewer meetings, but ones with greater impact. I spend more time with my wife and family. As I personally evolved from a company man to become the CEO of My Own Destiny, I’ve found it’s a lot less safe, but a lot more fulfilling. It’s liberating not to have to rely on anyone else, waiting for someone to promote you, notice your work, determine if you are doing good by the company. As the CEO of Your Own Destiny, you are accountable for your own advancement. You’ll find great fulfillment in moving out of hope mode and into drive mode.
Ben Franklin famously asked, ‘‘Would you rather set goals and achieve everything, or shoot for the stars and fall a little bit short?’’
I’d rather shoot for the stars and land in the stratosphere than remain in the status quo. We live in fear of making mistakes, but real growth comes when we are not in our comfort zones. As a society, we are trained to be afraid of failing. On the flip side, we love talking about innovation because it’s inherently attached to hope and wrapped in inspiration. I find that curious, because innovation actually carries significant risk. True innovation rests on trying, failing, often pivoting, and trying again. The possibility of failure is perhaps the scariest thing of all, but it also ignites the most spectacular breakthroughs. The results of resilience are nothing short of breathtaking. Thomas Edison failed at forays in mining, construction, and motion pictures, and he discovered hundreds of ways not to build a light bulb before he sent electricity around the world. Babe Ruth held a record for strikeouts, not just a record for home runs. Henry Ford had two car companies tank before he created the one that revolutionized modern production. And Sony originally launched with a rice cooker that allegedly burned rice, before the company went on to become an electronics powerhouse.
Although we like to celebrate only the glorious successes, coming to epiphany and innovation also includes a daunting number of upsets. Kathryn Medina was laid off from her job — an unwelcome event, but one that allowed her to move on to something more rewarding by founding her own company and working from where she wanted. The truth is that her previous corporate job didn’t provide any more stability than her current one, and yours doesn’t either. In March 2012, Apple hit $500 billion in market capitalization, an impressive achievement that only six other companies have hit previously. Interestingly — and demonstrative of how hard it is to stay on top — most of the six are far below that size now.
I hope that this book inspires you to get off the treadmill of your life for a moment and ponder what it is that you really want to achieve. Savor that dream and explore whether you are willing to commit the energy and actions necessary to achieve it. As you think about your career, consider the new world open to you. Work is not confined to the place where you live or to big cities like New York or to fast-growing tech centers like Austin. Work is wherever you want it to be. Today’s flexible workforce — for which, I promise you, there is an increasing demand — can work from wherever they want and stay connected via technology and purpose. Of course, as always, the price of this type of flexibility is that you have to perform — this is a system that operates as a meritocracy.
I urge you to seek mentors on the way, but also, and more important, I urge you to serve as mentor for people you may be able to assist once you have found your way. I have been fortunate to work with individuals who have enlightened me in this area and shown me the power of giving back. At eBay, I saw the power of launching a corporate foundation with pre-IPO stock, as well as the significant impact that Pierre and Pam Omidyar and Jeff Skoll made through their enormous commitment to personal giving, which addresses some of the world’s most pressing problems. Marc Benioff took this approach to a new level when he instituted salesforce.com’s 1-1-1 integrated philanthropic model (1 percent of employees’ time, 1 percent of profit, and 1 percent of company equity go to the community), and his family has made incredible contributions in advancing medicine, including a new world-class children’s hospital at the University of California, San Francisco. These leaders have influenced my approach to both corporate and personal philanthropy. They have shown me that we have an obligation to give back more than we receive. They’ve also shown me how rewarding this can be.
There is so much inspiration and capability in all of us. We could achieve much more individually and as companies if we could unlock the potential that we dream about. And we can do even more if we amplify our impact by helping others reach their aspirations. Finally, we’ll find that by giving more, we receive more. We will create a sustainable and better future.
I wanted to write this book and share this with you because as someone who is interested in change, ready for change, and capable of change, you ‘‘get it’’ the most. You will propel this revolution and change the way the world works. You understand the power of technology — and you use the latest tools — to communicate, collaborate, and be more productive. You value time as an asset and don’t want to waste it. You care about the environment and don’t want to clog our roads with cars, or our atmosphere with pollution. You value common sense over doing something just ‘‘because it’s always been done that way.’’ I believe that with this mind-set, you will change your life and subsequently change the world of work.
Every season, in every sport, we expect athletes to break new records. We expect players to do everything faster and better. And we’re there, cheering them on and excited to see how they will accomplish more than we ever believed imaginable. You have the same opportunity. I wrote this book for you in the hopes that you can achieve your dreams, and with the knowledge that it is possible. In doing so, you will revolutionize work and improve the lives of individuals and families for generations to come.
Just what does being the CEO of Your Own Destiny look like? It’s different for everyone, but the only way to achieve your goals is to set them. For some, it can be intimidating to set goals that are both aspirational and achievable. Where do you start?
I’ve come up with a new way, a set of questions that I’ve used personally and that I’ve also shared with the employees of eBay and LiveOps.
This worksheet helps you take the pain and frustration out of work and achieve your destiny by encouraging you to identify and articulate where you are and what it is you really want.
141Picture yourself on stage in front of work colleagues or people whom you admire the most from your industry. You have the opportunity to tell them your story: all of the challenges, all of the accomplishments, all of the choices you’ve made. When you are finished, you get to see their reactions. There are only three choices:
A. They are amazed.
B. They that think this is what you should have accomplished. C. They are unimpressed.
Clearly we know which camp we want them in. But what’s the most likely response? Probably B. That’s okay. It gives us tools to know what we would like to do differently, and the worksheet below will help you get there.
Take some quiet time by yourself to go through these five steps. They will help you determine what getting to ‘‘amazed’’ means to you. And by helping you articulate what you really want, this process will also provide the first step in designing a road map to achieving amazing results.
As you go through this exercise, it’s important to remember that this is your plan and no one else’s. This is a tool intended to help you build a credible and achievable path to your dreams.
1. Aim HighProject yourself five years into the future. You are back in that room on stage. Tell your audience where you are in your life. What has your audience in awe? What would you view as wild success?
If you hear ‘‘I can’t’’ when you try to think about your dreams, write down the impediments that you see.Realize how much is holding you back. Now, consciously let it go. Start again. Think about what you want. Dream big. Think about your personal and professional lives synergistically. These are not separate dreams. What is your potential, your life purpose? What does success look like to you?
Now, what does success look like in nine months?Note: This Aim High step is not easy. If truly done well, this will take some energy and soul searching. When you take time to really ponder what you want to do, it is very likely to be hard and even uncomfortable. That’s okay.
If you are having difficulty articulating clearly what your Aim High goals are, stop and answer the following questions.• Does combining personal and career goals cause the problem? If so, do the worksheet separately for each and then do the consolidated one.
• Can you articulate Aim High goals in your personal life? If not, think about the things that are holding you back from being able to articulate the goals. Write them down. If your goals are still unclear, you may need to seek some outside coaching or counseling. Dedicating time to talk about these issues will help bring some of the answers to light.
• Can you articulate Aim High goals in your professional life? If not, what questions come into your head that prevent you from achieving clarity? List the questions individually and write down the answers to the best of your ability. If your goals are still unclear, you may need to seek help from a mentor.
The most important aspect of the Aim High exercise is to be totally honest in what you want to achieve. Don’t get intimidated by the sacrifices required to achieve your ultimate potential. This section of the worksheet is about your aspirations, not your impediments. (We’ll worry about those later.)
2. The Spirit of ‘‘And’’What matters most to you in your life? Life is not about pursuing a single purpose. We all have many roles, and we’ve compartmentalized our work and home lives. People have looked at these as separate spheres. I encourage you to look at them holistically. Here’s what most people don’t understand: these dual roles do not have to compete. They can coexist and work together, even complement one another. Achieving this, however, requires some planning. You can’t have it all with a haphazard approach.
List the different successes that you want to achieve. Be specific. Some examples: ensuring that you are fully available for your children; providing for their college education; being a fully present partner or spouse; achieving economic freedom; having a successful and fulfilling career. The trick here is to recognize what is most important. Prioritize the list.
I want you to dream big. With the advances we’ve talked about in this book, you can achieve more than ever, but you still need to determine what matters most to you. Even if you’ve embraced the Spirit of ‘‘And,’’ and you want to do it all, you must recognize that you can’t always achieve everything. You must make decisions to determine what’s most important so that you can ultimately achieve your goals.
You must always ask the hard question: What trumps what?1. s
2. s
3. s
4. s
Are there examples, role models, and resources available that illuminate how to achieve your goals? Who else is doing what you want to be doing? What can you learn from them?
List the people you are inspired by who can serve as role models. (You do not have to know them personally.)Determine how you will figure out their whatever it is you admire most about them. What will you read about them? Is it possible to engage with them?
secrets to success or
Southwest Airlines CEO Herb Kelleher once said, ‘‘We have a strategic plan . . . It’s called doing things.’’ It’s time to do things. It’s time to commit to an action plan — one that you can follow.
List three to five things in each of the following categories:Get feedback from your professional network as well as your personal network (your partner/family/friends) on what you have here. Take a look at what you’ve written down and determine whether your outlined actions are credible and, if implemented, will lead to your desired goals. If they are not credible and achievable, iterate accordingly. Now, commit to doing each of these items.
5. Step Back and ReflectNow that you have gone through this process and gained some perspective, go back and think about your Aim High goals. Do they still resonate with you? Has anything changed?
Success builds on success, so checking in frequently on the goals and readjusting them as you progress are important.As I developed this framework for you, I wanted to test its usability and practicality. I filled it out for two times in my career, first when I was entering the workforce and then when I was a midlevel executive in my thirties and facing some career and life challenges. I also have filled it out prospectively for where I am headed now. I share them in the spirit of transparency and also as examples of how dramatically our dreams and aspirations can change over the course of a career.
The first worksheet shows my goals and emotions as I was entering my career.Project yourself five years into the future. You are back in that room on stage. Tell your audience where you are in your life. What has your audience in awe? What would you view as wild success?
A job where I am a manager/leader. I want a new car and eventually a house.
If you hear ‘‘I can’t’’ when you try to think about your dreams, write down the impediments that you see.
The best monetary opportunity is in Minnesota, and I live in Florida.
I majored in criminal justice.
Start again. Think about what you want. Dream big. Think about your personal and professional lives synergistically. These are not separate dreams. What is your potential, your life purpose? What does success look like to you?
Being a great provider, being a great employee, becoming a successful independent adult able to do things like take my family on nice vacations, and live in a great neighborhood with great schools
Now, what does success look like in nine months?Join great company with upward mobility Have a great job
Be a good husband
Be a good provider
1. Join great company with upward mobility
2. Be a good provider
3. Be a good husband
4. Have a great job
Determine how you will figure out their secrets to success or whatever it is you admire most about them. What will you read about them? Is it possible to engage with them?
Given what you’ve learned, what have you determined your path should be?• What will you start doing (that is new and different)? a. Move to Minnesota
b. Take an entry-level security job
c. Do a great job
• What you will stop doing (that is holding you back from your
dreams of success)?
a. Going to school
b. Living in Florida
c. Working traditional daytime schedule
• What you will continue doing (that you want to take with you
on your journey)?
a. Being motivated/high achiever/learner
b. Being family oriented
c. My value system
Now that you have gone perspective, go back and think about your Aim High goals. Do they still resonate with you? Has anything changed?
through this process and have some
The following worksheet was filled out for a different point in my life, when I was around thirty-eight and a director of IT at Quantum. My wife, Irene, was a finance manager at Quantum. I had four kids, two from my first marriage and two from my second marriage. With our dual incomes, we were able to handle child support and live a nice life with our kids. My children ranged from four to fourteen years old. When our youngest was three, we almost lost her to E. coli. Irene decided she definitely wanted to stay home and raise the kids, but we didn’t know if we could swing it financially.
Personal Worksheet IIProject yourself five years into the future. You are back in that room on stage. Tell your audience where you are in your life. What has your audience in awe? What would you view as wild success?
I need to provide economics to let Irene be a full-time mother for my younger two kids, and I must still provide appropriately for the whole family. I want to be a top IT executive at a major technology company. I want to be respected enough to also serve on a board of directors. I must ensure that all kids can go to great colleges and that we have earned enough to retire by our mid-50s.
If you hear ‘‘I can’t’’ when you try to think about your dreams, write down the impediments that you see.• Economics don’t work and we’ll be using savings potentially.
• We’ll have to cut way back on things we’ve been accustomed to.
• While I am doing well, I’m not clear that my current career trajectory can be vectored to meet the goals.
• Do Irene and I have a great relationship without work in it? (We’ve worked together at the same companies all through our marriage.)
• I am going to have to work even harder.
Realize how much is holding you back. Now, consciously let it go. Start again. Think about what you want. Dream big. Think about your personal and professional lives synergistically. These are not separate dreams. What is your potential, your life purpose? What does success look like to you?
Now, what does success look like in nine months?• Back to at least break even on one salary
• Making career progress on my IT dreams
• The younger kids, Irene, and I are all blossoming
• Promoted into a better technology CIO job
• Start doing advisory work
• Be significantly adding to net worth of family
• Family unit stays strong and is progressing
• Be viewed as one of the top CIOs in the country
• Be on boards of directors
• Family unit stays strong and is progressing
• Clearly on way to economic dreams
• Ensure kids have Irene to take care of them full-time
• Provide economically for all the family near term and in the future
• Family unit stays strong and progressing
• Keep intellectually stimulated
• Career progression
1. Irene at home with kids
2. Career progression
3. Provide economically for all the family
4. Family unit strong
5. Intellectual stimulation
Determine how you will figure out their whatever it is you admire most about them. What will you read about them? Is it possible to engage with them?
secrets to success or
Develop a database of killer CIOs and figure out what my secret sauce is going to be. Look into networking beyond my company to understand how advisory roles happened and also what is involved in board of director roles.
4. Do What You Say, Say What You Do• What will you stop doing (that is holding you back from your dreams of success)?
a. Spending money as though we had two incomes
b. Managing child-care drama between Irene and me c. Dreaming about getting to big jobs — now I must get to great jobs d. Viewing myself as a bit of an underdog
• What will you continue doing (that you want to take with you on your journey)?
a. Value system
Now that you have gone through this process and gained some perspective, go back and think about your Aim High goals. Do they still resonate with you? Has anything changed?
I made all of it happen, but it wasn’t without sacrifice on all fronts.The third personal worksheet, below, I filled out when I was stepping down from the CEO position at LiveOps and pursuing a new phase of life.
Personal Worksheet IIIProject yourself five years into the future. You are back in that room on stage. Tell your audience where you are in your life. What has your audience in awe? What would you view as wild success?
Be a soul mate to Irene and be a fabulous family member to my family. Ensure that we go everywhere and see everything that we desire. Stay healthy and active. Celebrate our 50th wedding anniversary in style! Helping identify, grow, and/or mentor 2 – 5 next-generation transformational companies in technology. Provide a path for high-tech executives to amplify their personal impact in the world. Give back through the Webb Family Foundation in a dramatic and high-impact fashion.
If you hear ‘‘I can’t’’ when you try to think about your dreams, write down the impediments that you see.• How can I stay healthy — it is not totally in my control
• How will I find one transformational company — let alone 2 – 5?
• Driving impact through philanthropy is hard to measure — what do I mean by dramatic?
Start again. Think about what you want. Dream big. Think about your personal and professional lives synergistically. These are not separate dreams. What is your potential, your life purpose? What does success look like to you?
This has changed over the years pretty radically. Originally it was to provide for my family in a way that my father was unable to for us. As I met Irene, my purpose was to experience a long-lasting, growing, loving marriage and raise great kids. Now it is about enjoying my personal life to the fullest with Irene and family, while coaching and mentoring others in big and dramatic ways. Get the best of both worlds — great family time and great world impact.
Now, what does success look like in nine months?• Totally out of any full-time operating role.
• Webb Investment Network (WIN) in full swing, with point of view about which space/area we want to focus on for one of the transformational companies we’re working with.
• Webb Family Foundation (WFF) has a great year, and family is fully engaged and satisfied with progress.
• We have taken the first of our special trips post work (probably swing through the family in US) and have two+ additional trips planned for 2012.
• Still enjoying the great family time and great world impact.
• Have seen at least one positive exit in WIN .
• WIN runs without much direct involvement and continues to be high energy and fun for all.
• We have become engaged with at least one company that we think will be truly transformational.
• WFF is really humming, and we know that our donations are having great impact.
• Still enjoying the great family time and great world impact.
• Have been to all the original list of places we wanted to visit in our lifetime.
• We have experienced great returns from WIN and believe we are vectored to a 3X overall return for the investments.
• We have one confirmed transformational company and two engagements that could be transformational.
• WFF has grown over 50%, and the impact from our donations has grown even faster.
• Get out of operating role
• More and better quality time with Irene
• Stay healthy and in shape
• WIN running smoothly and without much direct help from me
• WFF growing and having an impact
• Identifying and participating in transformational companies
1. Get out of operating role
2. More and better quality time with Irene
3. Stay healthy and in shape
4. Identifying and participating in transformational companies
5. WIN running smoothly
6. WFF growing and having an impact
Marc Benioff, Bill Gates, Pierre Omidiyar, and Jeff Skoll are great inspirational role models for how we may lead our foundation. There are many angel network models to learn from — for example, Jeff Clavier, Ron Conway, and Mike Maples. I will have to model more people who have transitioned effectively to become the CEO of Their Own Destiny like Mitch Kapor. For the next 10 years, I totally want to keep having major impact while having more time to enjoy my wife and family.
Determine how you will figure out their secrets to success or whatever it is you admire most about them. What will you read about them? Is it possible to engage with them?
Given what you’ve learned, what have you determined your path should be?• What will you start doing (that is new and different)? a. Identifying the must-dos for Irene and me over the next 5 years b. Spending more time with Irene and family
c. Finding even better deals for WIN and pushing it to operate without me• What will you stop doing (that is holding you back from your dreams of success)?
a. Holding down an operating role
b. Feeling the need to join an organization
• What will you continue doing (that you want to take with you
on your journey)?
a. Making progress on WIN and WFF
b. Engaging experiences with family members
c. Striving for world impact
Now that you have gone through this process and gained some perspective, go back and think about your Aim High goals. Do they still resonate with you? Has anything changed?
Stay tuned ...The number of free productivity tools on the market is exploding. We use many of these tools at WIN and have been able to reduce costs and increase flexibility.
File Management and Storage. Cloud-based tools like Dropbox, Box.net, and AeroFS (disclosure: I am an investor in this company) make it easy to quickly and easily share documents while preserving the file system organization.
Document Collaboration and Sharing. Tools like Dropbox are great for sharing completed files (for example, final presentations), but they are not necessarily the most effective means of collaborating on simple documents like spreadsheets, to-do lists, or notes. Here is a list of the tools we use at WIN to manage our team, track our progress, and collaborate on projects like travel plans or simple budgets.
• Smartsheet. A very simple and easy-to-program spreadsheet
and lists we use every day. Our mailing lists, for example, are maintained in Smartsheet, as are our weekly task lists and our quarterly objectives.
• Google Docs. Very similar in functionality to Smartsheet, but as it is a suite, it includes other tools, such as word processing and presentation creation. Also of note, Google Apps offers free email and calendaring on your own domain name.
• Evernote. Note-taking in the cloud. Evernote makes it easy to sync your notes across your computer, laptop, and mobile devices. This service is particularly useful for quickly pulling notes from earlier meetings on to a smartphone or iPad while on the go.
• Pivotal Tracker. A free project management tool perfectly suited to managing development features for a small team.
Meeting Remotely. Thanks to ever-increasing bandwidth speeds (and the parallel drop in cost), there are number of lowcost (or in some cases free) tools that enable teams to meet remotely. Working from home was never as much of a possibility as it is today. Ranging from conference call solutions to video-chat solutions, here is a collection of the tools we use regularly:
• GoToMeeting. Easily schedule conference calls for domestic and international participants. Can use a standard phone and dial-in process or VoIP through the computer and a microphone.
• WebEx or join me. Marries conference calling with document and screen sharing. These are a popular option with start-ups during the pitch process.
• Skype. One of the most popular solutions for placing inexpensive (or free when using Skype-to-Skype) calls. Many companies
Electronic Signatures. As an investment entity, WIN has to send and receive executed, signed documents on a regular and frequent basis. The rise of easy-to-use electronic signature services is quickly making the fax machine a tool of the past.
• HelloFax
• DocuSign
• eFax
News. Tools to organize, store, and share news are crucial to staying current and to avoiding getting lost in the flood. The following are some of the current tools we use at WIN to surface, organize, store, and share articles.
• Yahoo! News and Finance. A very simple way to stay abreast
• Google Alerts. At WIN, we use Google Alerts to monitor the Internet for mentions of our name or the names of our portfolio companies.
• Google Reader. My colleagues use an RSS reader, such as Google’s offering, to subscribe to key media outlets (such as TechCrunch), star the articles they find interesting, and share these articles with the rest of the team. Although it may take some time up front to set up your RSS feeds, in the long run this solution can be much more effective than copying and pasting entire articles or links for storage and sharing.
• Pulse and Flipboard. We use these iOS and Android applications to access our RSS feeds in a beautiful and intuitive user interface while on our mobile devices.
• Instapaper or Pocket. Do you ever have the problem wherein someone sends you an article over email (or mentions it in conversation) and you want to read it eventually, but are concerned that you will forget about it or misplace the link? These services help create a reading list of any saved articles and can be accessed on mobile devices. Simply create an account and save articles to your list using the provided browser plug-in.
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