ISSUE

41

The
Benefits
Bonanza
Firms are boosting
incentives, but are they
the right ones?

$14.95

For the ambitious, both on and
off the course, there’s no such
thing as a 9-to-5. It’s a lifetime of
learning, improving, and pushing
the boundaries. At Korn Ferry,
we’ve made it our mission to help
businesses and people learn,
change, and grow every day.
Business Advisors. Career Makers.
Korn Ferry.
kornferry.com

YEAH, RIGHT.
BE MORE THAN

Click
KornFerry.com/Institute
Gary Burnison
Chief Executive Officer

Career
Advancement
Has your career hit a wall?
What salary should you ask for?
See Korn Ferry Advance for
complete career guidance.
Check out → kfadvance.com

Jill Wiltfong
Chief Marketing Officer

Jonathan Dahl
Editor-in-Chief

Russell Pearlman
Managing Editor

Nancy Wong Bryan
Copy Chief

Jeff Anderson
Copy Editor

Creative Directors

Robert Ross
Roland K Madrid

Goliath, Meet David
How do some small emerging
businesses outrun their much
larger rivals? Listen to the insights
and personal stories of some of the
smartest small-business leaders
and entrepreneurs in Korn Ferry’s
new podcast series.
Find episodes at → kornferry.com

Art & Production

Candace Dodds
Corbin Zahrt
Marketing & Circulation Manager

Erica Shannon
Project Manager

Tiffany Sledzianowski
Digital Marketing Manager

Edward McLaurin
Marketing Coordinator

Nadia Bianchi
Contributing Editors

Leadership News,
Every Week
Korn Ferry’s experts reveal
leadership lessons from the news
each day, be it on the latest CEO
successions or a major merger,
summarized in our “This Week in
Leadership” email on Thursdays.
Sign up at → kornferry.com/institute

David Berreby
Simon Constable
Patricia Crisafulli
Daniel Goleman
John Kimmelman
Peter Lauria
Renee Morad
Richard C. Morais
Adam Penenberg
Glenn Rifkin
Annamarya Scaccia
Chana R. Schoenberger
Chris Taylor
Meghan Walsh
Contributing Illustrators

Peter Horvath
Richard Montoya
Contributing Photographer

Randall Cordero

/2/

Think about this...

ONE-BENEFIT-FITS-ALL
APPROACHES ARE
NOT GOING TO CUT IT.”

Engagement
The pros and cons of hiring
a workforce full of job-hoppers.

10

Strategy
Popular predictions to ignore.

12

Boards
Tying CEO pay to a company’s
future prospects. 14

The
Impact
Investing
Boom
The industry,
and the
talent behind
it, that’s
rebuilding
cities.
34

History
What made smartphone pioneer
General Magic disappear? 16

Simon Constable

The Global Economy
Why layoffs have
become much more
commonplace. 18

Evelyn Orr

Among Equals

Cover Story

The Benefits Bonanza
Companies offer a host of new
benefits, but are they sweet enough
to attract the right talent? 26

Don’t fear those
“glass-cliff”
leadership roles.

20

Daniel Goleman

On Purpose
Your personal purpose
versus the organization’s
mission. 22

The
Belichick
Rules
What leaders
far from the
gridiron can
learn from pro
football’s
masterful
coach.
42

Eyes
on You
Today’s tech
lets firms ID
rule-breaking
workers. How
strictly should
“gray zones”
be enforced?
50

PLUS Downtime
Interests outside the office

59

On
Leadership
Gary Burnison
CHIEF E XECUTIVE OFFICER

The Resolution
You Will Break

Illustration by Peter Horvath

As one year closes and another begins, people make resolutions. This year,
they tell themselves, I’m really going to get ahead in my career. A promotion,
a new title, more money—whether inside or outside the company.
Career resolutions suffer the same unhappy
fate for one simple reason: most people are clueless. I’ve seen this happen, time and again, with
people at all levels—those just starting out, middle
managers, even senior people. They want to get
ahead but rarely know how to go about it.
For one thing, they focus on the money,
which immediately makes things awkward.
Money is a high-anxiety topic everyone
hates. In relationships, money is one of the
main reasons couples fight, more than in-laws
or who should take the garbage out.
In the workplace it’s just as problematic. No
one knows how to engage in the money conversation. Most people try an indirect approach:
“It’s not really about the money.…” (Really? Of
course it’s about the money. Or else they’d just
blurt it out during a meeting with a manager. “I
need to make more money!”)
And everybody ends up in the same
unhappy place—clueless, frustrated, and with
no real plan for how to get ahead.

One of the worst cases was Scott, whom I
knew socially back in the day. He’d brag that
all he had to do was pretend he had another
offer and tell his boss he was going to leave.
And it always seemed to happen right after the
new year—right when the credit card bills from
holiday shopping rolled in.
One day, Scott really did have an offer: a
double-your-salary opportunity. He expected to
waltz into his boss’s office, flash that letter, and
get his salary doubled. Instead, his boss told
him, “Sounds like a great opportunity. Good
luck to you.”
Weeks later, I ran into Scott and asked how
his new job was going. He said something about
it not working out. Then he admitted that he
had to beg his former boss to get his old job
back. “I had to take a cut,” he mumbled. “Like
20 percent from what I was making before.”
So much for Scott’s “resolution” about getting ahead. And if you don’t have a plan, I’m
sorry to say, the same could happen to you.
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Your Resolution: Take Control
The best resolution is to take control. Don’t be so focused on the promotion, the title, or the money, which are the outcomes.
You can’t skip the line on this one. You need to do the hard work, which I sum up in one of my favorite acronyms: MORE.

M / Meet Face-to-Face
The goal is to initiate a dialogue
with your boss by meeting face-toface. This means regular, ongoing
in-person discussions about the
boss’s priorities and short-term
goals and how you can contribute to
team success in a big way.
At every level, it’s performance
first, pay second. The discussion
you’re having with your boss (or, if
you’re the boss, that you’re having
with your team) should center on
what needs to get done. How can
you (or your team) help accomplish
these goals? When self-interest is
aligned with shared interest, good
things can happen for all.

O / Own Your Objectives
No one is going to promote you or
give you more money just because
you decide so. You need to own your
performance objectives. Set expectations with your boss for what

you’re going to deliver and when.
Establish a series of check-ins with
your boss to make sure you’re on
track and to update him or her on
what’s been accomplished. This will
not only ensure that your efforts are
focused on what’s most meaningful
to the boss and the team’s performance, but you’ll also increase your
chances of becoming an outlier on
performance. That’s how you get to
be an outlier on pay, too—by being
indispensable and as close as it gets
to being irreplaceable.

R / Research the Market
When I give a speech, I know there’s
one sure way to get everyone’s
attention: talk about money. I’ll
ask, “How many of you think you’re
underpaid?” I’ve yet to see anyone
raise their hand for being overpaid.
No matter what you might think
about your paycheck, you can’t just
pick numbers randomly or decide
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you really need to make X to support your lifestyle. Do the research—
it’s like selling your house: you need
comps. Job sites can give you an
idea of what different positions pay.
Start networking: ask recruiters
and reach out to friends. Without
market intelligence, you don’t know
how you’re priced—above market,
below market, or fair value.

E / Envision Your Endgame
Money is the by-product of a wellmanaged career path. That’s why
you need to define your end goal.
What are you aiming for, really?
Remember, more money will come
from more responsibility—can you
really handle that? Know where
you’re headed: a better job, more
challenges, and new opportunities
to grow. That’s why your resolution
should be to take control. If you
keep this commitment, you’ll be on
the path to MORE.

The Financial Calculation of

Career
Nomads
Half of companies suffer financially
from hiring career nomads.

Percentage
of finance
firms that
are hurt
financially
by hiring
career
nomads.

Percentage
of utility
companies
that see a
financial
benefit
from hiring
nomads.
Curious people are more than
twice as likely to job-hop.

Learn more at

KornFerryAdvance.com

Source: Korn Ferry Institute
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Engagement
Positive Effect

Negative Effect

Nomads’
Financial Impact

Nomads: Worth It?
Not Worth It?

By Peter Lauria

With job-hopping becoming the norm, organizations are
questioning whether career nomads are an asset or a liability.

I

experience to the table. But
The
she’s also a flight risk. So is she
Takeaway
worth hiring?
Leaders are increasingly
Every firm
asking themselves to what
should
extent career nomads like
evaluate the
Stacey—talented individuals
worth of
who switch jobs, organizashort-timers.
tions, and even careers at a
faster rate than others—are an asset or a liability.
“There’s a tension [in] hiring and managing embedded employees and career nomads that will always
be there,” says Professor Scott Seibert, chairman of

n the decade since graduating college,
Stacey has had four jobs at three different
companies in three distinct industries. She
started her career as a communications
associate at a large global brand before making a
lateral move to the marketing department. From
there, she jumped ship for a consumer-facing tech
start-up. But, seeking more purpose, she left after
four years to become the chief culture officer at
a media company transitioning to a digital-first
operation. Now, guess what: she’s back to looking
again for something bold.
Obviously, Stacey brings a lot of skills and

the human resources departwith 250,000 employees, a
Percentage of Fortune 500
ment in the School of Man20 percent turnover rate, and
companies in each industry
agement and Labor Relations
$100 billion in annual revenue.
ENERGY & UTILITIES
at Rutgers University.
By Korn Ferry estimates,
86.2%
Korn Ferry research
career nomads account for
13.8%
estimates that career nomads
13 percent of the turnover,
CONSUMER GOODS & SERVICES
64.2%
are in the top quartile of job
costing the company $525 mil35.8%
movers and account for 25 perlion due to shorter tenures
ADVANCED TECHNOLOGY
cent of voluntary quits within
and rehiring costs. Yet as
48.8%
51.2%
industries. Other studies
high performers, they will
INDUSTRIALS
show that people change jobs
also generate a $480 million
52.1%
12 times or more in a career
benefit for the company. That,
47.9%
on average, and that around
in turn, reduces the net cost of
HEALTH & LIFE SCIENCES
27 percent of all wage-earning
career nomads to the company
31.4%
68.6%
and salaried employees over
to only $45 million.
FINANCIAL
the age of 20 have tenures
But if the company can
35.2%
of less than two years. With
retain
these career nomads
64.8%
job-hopping increasingly
by
enhancing
talent manageCOMMUNICATIONS
becoming the career norm,
ment
strategies,
then the
95.5%
4.5%
“companies are looking for
net cost may turn into a net
PROF. & BUSINESS SERVICES
ways to optimize the impact of
benefit. Improving career35.7%
career nomads while minimizadvancement opportunities,
64.3%
ing the risk,” says Evelyn Orr,
for instance, can significantly
NATURAL RESOURCES
44.4%
vice president and chief operreduce the turnover rate—
55.6%
ating officer of the Korn Ferry
thus decreasing the cost of
REAL ESTATE & PROPERTY MGMT.
Institute. For some companies,
replacing career nomads.
33.3%
66.7%
she says, career nomads can
Companies can also rethink
be revenue drivers, while
the mix of long- and shortother firms would be better
term incentives, offer the
off financially minimizing exposure to them. For
ability to move around internally, and increase
example, according to a Korn Ferry analysis of Fornonfinancial rewards as ways to keep nomads.
tune 500 companies, 44 percent see an average cost
Ultimately, the revenue per employee that an
of $58 million each year due to career nomads. But
organization generates is a key determinant of
56 percent see a net benefit of $46 million.
whether career nomads are producing a net benefit
The financial calculus that determines all this
or cost. Organizations that make more than $1 milcomes from a complex equation that includes
lion per employee are most likely to benefit from
the firm’s industry, its number of employees,
career nomads, while those that earn $500,000 or
annual revenue, turnover, and other factors. For
less are most likely to see costs, the research found.
Fortune 500 companies, for instance, the cost of
The firms that benefit are the ones with enough
replacing talent can range from 50 to 75 percent of
assets to take more risks on the career nomads,
the position’s annual salary, but this amount can be
says Tom McMullen, head of global total rewards
offset by the added productivity that highly adaptintellectual capital at Korn Ferry. “They either keep
able and creative nomads can bring.
them challenged long enough to extend their tenure
As an example, take a large banking institution
or capitalize on their ideas while they have them.”
Source: Korn Ferry Institute
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Popular predictions for the decade ahead
that leaders should ignore.
By Annamarya Scaccia

A

s we enter 2020 and the exciting decade ahead, you may be looking forward
to hopping into your nifty self-driving car and working on your big presentation while
in traffic. Or maybe you’re anticipating the day when the office’s new AI system will
respond to your emails and take meeting notes while you brainstorm new product ideas.
If you’re looking forward to either of these scenarios, that means you’re probably not paying
attention to your news feed. If the last few years have shown anything, it’s that forecasting models in the age of disruption are, by most measures, broken. Consider what
happened to human cloning or the 2016 US presidential election.
The Takeaway
This obviously leaves corporate leaders in a pinch. Companies can’t
Smart businesses
operate without some idea of what the future may hold. But today, the best
rarely forecast too far
leaders are taking a more tactical approach to forecasting by avoiding the
ahead these days.
traps of planning around certain trends or even sticking to business as
usual. So what should you know about AI’s limitations, despite the hype? What will happen to
the disruptors that have reshaped society? And can leaders really avoid the dreaded P-word?
AI’s wheelhouse? Automation and pattern recognition. What’s out of its depth? Independent judgment
calls (that’s two decades off, experts say). Of course,
this doesn’t mean leaders should give up on their big
AI dreams. “But for the same reason we’re excited, we
need to be very thoughtful about where things can go
awry,” says Terry Kramer, adjunct professor and faculty director of the Easton Technology Management
Center at the UCLA Anderson School of Management.

The AI crisis is coming.
Self-driving cars will be a reality, eventually. But that day isn’t today—and may not even be
in the next decade. That’s because, experts say, AI is
still in a learning phase, where things will go wrong.
Yet those grand visions for what AI will do are still
far removed from what AI can do, says Melissa Swift,
leader of Korn Ferry’s digital advisory for North America and global accounts. “There’s a huge gap between
expectation and reality,” she says. Some leaders, she
adds, assume AI will solve complex issues “better and
faster” than it’s currently able to, which means that
when AI doesn’t get it right (and it won’t, in many
cases), they’ll face bigger problems that could’ve been
avoided with a little bit of pragmatism. So what’s in

Taxi cabs gave way to ride-sharing apps. Cable
networks were outfoxed by streaming platforms.
And hotel rooms have turned into five-night stays
in someone’s spare bedroom. But, experts say, these
so-called disruptors that are supposed to keep changing the economy and society may not survive their
own doing. “These businesses have no clear path to
financial sustainability,” says Scott DeRue, dean of the
Ross School of Business at the University of Michigan.
Indeed, some of these start-ups are hemorrhaging
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No more business
as usual.
Conventional wisdom holds that business
and politics don’t mix—and won’t in the decade ahead.
After all, if organizations comment on civic issues,
even ones that aren’t heavily politicized, they may
alienate their consumers and risk their bottom line
(or so it goes). But with rising geopolitical tensions
and the looming 2020 US presidential elections, the
opposite may prove true—and more so than leaders
imagine, experts say. With more stakeholders demanding greater social responsibility, organizations that
avoid weighing in on civic concerns may be the ones
that find themselves in hot water instead. “What we’re
seeing is that companies, unless they take a stand on
their purpose, are having a hard time attracting young
workers” as well as consumers, says Evelyn Orr, vice
president and chief operating officer of the Korn Ferry
Institute. “Business can’t be neutral.” Civic engagement, then, will likely have a more central part in a
leader’s role, experts say. Or put another way, the business of business will no longer be just business.

Predictions That
Were Wrong
Automakers promise
multiple models of self-driving
cars by decade’s end.

2012

1970 An ecologist predicts
the world will run out of crude
oil by the end of the century.
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The disruptors will
disrupt themselves.
In the last decade, entire companies—even
sectors—have been upended by burgeoning start-ups
with a lot of gumption and little legacy knowledge.

money—in some cases, billions of dollars in one quarter. And that’s not to mention the courtroom battles
and state legislation that are beginning to restrict, if
not unravel, the entire basis of their platforms: the gig
economy. “Some of these companies we think are central to our future may actually go bankrupt,” DeRue
says. “That’s a realistic possibility.”

1981

A well-known
researcher says mobile
phones will never
replace landlines.
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Boards

In Unison
A new metric would help boards tie
CEO pay closer to long-term performance.

Should CEO Mojo
Determine Pay?

S&P net profit margin
Growth of CEO pay

2015

2016

2017

2018

22%

37%

25%

31%

3%

4%

9%

6%

By Richard C. Morais

An investing-world heavyweight suggests a company’s future
prospects should influence the boss’s paycheck.

T

The
Takeaway

The idea comes from Institutional Shareholder Services
(ISS), a corporate-governance
Regardless
firm that heavily influences
of what
the behavior of institutional
metrics are
investors and pension
used, board
funds. And that, experts
directors
say, tends to affect what
should keep
boards do. “This is one
CEO pay
of the most difficult pay
plans focused
governance issues boards
on the big
will be facing in the near
picture.
future,” says Irv Becker,
vice chairman of Korn Ferry’s Executive Pay
and Governance practice.
Called economic value
added (EVA), the rarely
used metric is now being
aimed at helping
investment firms
decipher the true
success of firms
and whether
CEOs are
really

his would seem to be a simple
thing for directors to know—whether
their company is performing well.
Profitable? Check. Stock rising? Check.
Beating competitors on both? Check and check.
Except this is 2019, and now even the standard
measures for corporate performance—and how
boards should reward CEOs for it—have hit a snag.
In a little-noticed but potentially gamechanging move, the United States’ largest
corporate-governance outfit is recommending that
its institutional shareholders’ clients use a new
metric to determine their company’s—and CEO’s—
performance. In the new order, companies and
CEOs with numbers that suggest they’re
building up momentum for a strong
future would be considered rising
stars worthy of investor fuel and
high salaries. But CEOs with
great numbers might also
see their big paydays
fall if the metrics
suggest a “falling star”
scenario.
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Sources: S&P, Korn Ferry

producing negative EVA as they painfully drag the
company to safety. “EVA has lots of flaws,” says
Robin Ferracone, author of Fair Pay Fair Play and
CEO of Farient Advisors. “If a company is investing
heavily and building value through investments—
in whatever, drug development or growing a subscriber base—that won’t show up in EVA. It actually
makes you look worse. EVA has limited use.”
Still, most think the metric will gain more prominence as ISS promotes it. According to Becker,
companies where there is a disconnect between
EVA performance and traditional operating metrics
will need to explain it in their compensation,
discussion, and analysis statement, and boards may
need to spend more time justifying rewards packages. “EVA just added another potential complexity
to executive compensation,” he says.
EVA is in fact just part of a broader trend of
compensation analysis becoming increasingly
and excessively complicated as proxy advisory
firms take a more active interest in how incentive
plans are developed around “say on pay” disclosures. Hence, Korn Ferry’s recent guideline to
help boards stay focused on the big picture: wellconstructed compensation plans should result in
CEOs outperforming their targets 20 percent of
the time, missing them 20 percent of the time,
and coming in close 60 percent of the time. “Plans
that hit or miss targets too frequently should be
reevaluated to ensure goal-setting is calibrated
appropriately,” advises Becker. 1

delivering the goods to justify their pay packages.
The metric is actually decades old but rarely used
by companies. Last year, though, ISS bought the
analytics firm EVA Dimensions, and it appears
ready to put this acquisition to good use.
Backers of the metric say normal accounting systems can distort a firm’s true profitability because
they don’t consider whether the CEO is producing
more profit than the cost of capital and running the
company. EVA seeks to remedy that omission by
representing a firm’s sales, less all operational costs
(including taxes) and deducting its cost of capital.
Looking at it this way, boards could conceivably
reward CEOs who are losing money because their
EVA suggests that they are turning things around.
“The Momentum metrics, in short,” says an ISS
white paper on the topic, “could provide investors
with a justification for supporting competitive pay
packages for the managers in turnaround companies even if the company’s overall performance is
not yet fully competitive.”
But critics are quick to point out that determining EVA can be complex and open to a lot of interpretation and nuance. More importantly, experts
say, the whole concept of adding or subtracting
rewards at seemingly successful firms would open
up a can of worms for compensation committees,
not to mention the outside institutional investors
who are analyzing the firms.
Some worry that a visionary CEO could be
investing heavily in products of the future but
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History

Into Thin Air
1990

The Vanishing Act

A

By Glenn Rifkin

Theranos. But it would be difThe
ficult to identify a failure as
Takeaway
epic as that of General Magic,
Timing is
a company so laden with alleverything
star talent that it seemed
with new tech
impossible for it to flop. But
products.
flop it did, and the lessons
are indelible. Indeed, the
company’s legendary failure has even been chronicled in the 2018 documentary General Magic,
which lays out the catastrophic journey in painful detail.
With much of the original team that had created Apple’s groundbreaking Macintosh computer,
General Magic was poised
to revolutionize the computer industry as it raced
toward the millennium.
On board were people like
Tony Fadell, who would
later lead the Apple development team that created
the iPod and iPhone;
Pierre Omidyar, founder
of eBay; Andy Rubin, who developed the Android
smartphone; and Megan Smith, who served as
chief technology officer of the United States under
President Obama. Together, the goal was to create
a pocket-sized, do-all device nicknamed Pocket
Crystal. “Everything was going to become very
small and in your hand, and intimate and jewelrylike,” Porat told author Adam Fisher in his book
Valley of Genius: The Uncensored History of Silicon
Valley (As Told by the Hackers, Founders, and Freaks
Who Made It Boom).

Most famously, there
were rabbits literally
running free in the
office. “The feeling was
anything was possible.”
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1994

1996

2002
2004

General Magic had all the cards to launch the
first smartphone but still flopped. Why?
ccording to its mission
statement, the bold start-up’s vision
was compelling and ambitious—and
very much in the mold of Apple
pioneer Steve Jobs. It dreamed of “improving the
lives of many millions of people” with the aid
of “intimate life support systems” that could be
carried everywhere. Organizing, communicating,
access to information—all of it would improve.
Indeed, the device would “change the way people
live and communicate.”
Only this wasn’t 2007, the year Jobs announced
Apple’s world-changing iPhone device. It was
1990, and the company
was General Magic, a
start-up populated by some
of the best and brightest
minds in Silicon Valley.
Founder Marc Porat, a
visionary tech thinker who
coined the term “information economy” and was
working at Apple, convinced John Sculley, then
Apple’s CEO, to back a
start-up within Apple and then spin it out in 1990
to become its own ambitious enterprise. Joining
him as cofounders were Andy Hertzfeld and Bill
Atkinson, two of Apple’s legendary software
developers. What Porat and his team had in mind
was a smartphone with the look and feel of the
devices we rely on today.
In the technology business, of course, failure is
as much a part of the industry’s DNA as success.
The litany of failed start-ups that litter the tech
highway is long and impressive, from Pets.com to

1992

General Magic
forms, started by
Apple alumni

Allies with
top tech and
electronics firms

Markets the firstever smartphone,
sells only 3,000

With his team in place, Porat convinced
nearly 20 top technology players, including Sony,
Motorola, AT&T, Philips, Matsushita, and British
Telecom, to become partners, then set up spartan
offices where the team worked 100 hours a week,
sleeping on the floor under desks and eating cold
pizza. Most famously, the nascent company’s logo
was a rabbit emerging from a top hat and there
were rabbits literally running free in the office.
“The feeling was anything was possible,” Atkinson
says in the documentary.
But there was serious trouble in paradise. Firstmover status in high tech has always been a significant advantage for a start-up. And while General
Magic was far ahead of the pack, it also turned out
to be far too early in a market that wasn’t technologically equipped to allow its product to succeed.
Soon after its IPO, which raised $200 million
in 1995, things began to turn sour. The alliance General Magic had cobbled together
was complex and ultimately unworkable.
The IPO was the first “concept” public
offering, a company without a product
and revenues, and raising so many
millions of dollars put impossible
stress on the team to deliver. Porat
was unable to focus his team and
keep them on track.
But more important, the technology
landscape was not capable of supporting
such an ambitious device. The internet was in its
nascent stages but was not close to being able
to handle massive amounts of wireless data.
The device’s processors were underpowered,
rendering it painfully slow. And unbeknownst
to Porat, Apple’s Sculley was about to launch the
Newton, the company’s first crack at a personal
digital assistant, which would undermine General
Magic’s target audience.
“They were way too early both in terms of
the cost of the devices and the existing wireless

Switches CEOs, lays off
hundreds, and pivots to
voice recognition

Ceases
operations
General Magic
liquidates

infrastructure,” says John Markoff, a former
New York Times technology reporter who covered
Silicon Valley.
Ultimately, General Magic’s first product
launch, sold under Sony’s brand as Magic Links,
was a disaster. Only 3,000 of the bug-laden units
were sold, most of them to friends and family. The
stock price tanked, and by 1999 shares were down
to $1.38. The company filed for Chapter 11 bankruptcy protection in 2002.
General Magic’s legacy? Five years later, Jobs
introduced the first iPhone, the breakthrough
device that changed the world. In the film, Porat
describes his humiliation, which he carried for
years. But his company’s greatest sin was being 15
years too early to the dance. 1
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The
Global
Economy
Simon Constable

Layoffs:
The New Normal
decades despite the strong economy, reflecting the
new order of things. “Global companies, rightly
or wrongly, think of employees as a fungible
resource,” says Joan Adams, founder of New York–
based Pierian Consulting. “If I have too many then
some of them have to go.”
Part of the reason for the near-constant churn
in the labor force is a combination of changes in
corporate culture, technology, and a reduction in
the role of unions. As recently as the 1980s, IBM
was famous for saying that it never had a forced
layoff. More broadly, almost all major corporations
would abstain from mass firings between Thanksgiving and New Year’s. Holiday-season layoffs
were “bad form.” That cultural resistance is less of
a factor as corporate leaders increasingly become
inured to layoffs.
Another part of the phenomenon is the
speed of technological development. Companies
now evaluate their labor needs on a quarter-byquarter basis. New technological developments
constantly squeeze profit margins. To stay ahead,

“Here’s your next project:
you’ll be eliminating 10,000 jobs
in Europe,” my boss said, handing me a fat folder replete with
financial data. Less than a year
since graduating business school,
I’d be leading the charge in this downsizing. In my
role as a financial analyst, I’d have to deal with lawyers, accountants, actuaries, and many other functionaries at my employer, a multinational industrial
company. Soon enough, my final report would go
to the CEO and his team, presenting a plan costing
hundreds of millions of dollars. And all along, my
gut reaction never changed: ugh.
No one, of course, loves the prospect of
eliminating jobs. Today, however, it remains an
unfortunate fact of corporate life and will likely
become more so as the economy begins to sputter.
According to the US Bureau of Labor Statistics,
monthly layoffs and discharges averaged nearly
1.8 million through the first half of 2019, which
is about where it has averaged for almost two

clawed back. “It’s certainly not a perfect world,
but it is more efficient,” he says. “We allow people
to buy goods when they want to and not when
they don’t.”
Obviously, none of this is great news for workers, but recent evidence suggests that both they
and companies have made one critical adjustment:
increased onthe-job training.
Indeed, to attract
talent, more companies are allowing
employees to gain
marketable skills.
“The thinking is,
‘One day, if I get let go, I’ll still have the skill set
to get another job or even a better job,’” says Mark
Sirkin of the New York–based consultancy Sirkin
Advisors. In other words, creating transferable
job-market skills becomes a sort of quid pro quo to
attract high-quality workers.
But of course, that still means that sooner or
later many workers and managers will be faced
with organizing a layoff, just like I was. “They
never feel good, but I don’t think we can avoid it,”
Sirkin says. 1

companies invest more in capital than in workers.
“Technology is substituted for labor,” says Joe
Brusuelas, chief economist at the professional
services company RSM. “It’s the new normal in
the new economy.”
Separately, the rise of lean manufacturing has
ultimately played a role in the changed landscape
for workers. Holding
minimal or just-intime inventories
helps companies
work far more profitably, says Robert
Wright, professor of
political economy
at Augustana University in Sioux Falls, South
Dakota. “We have this wonderful supply chain
that works pretty efficiently,” he says. “There’s a
lot more flexibility.”
But that flexibility comes hand-in-glove with
more frequent layoffs. When customers buy fewer
goods, then a manufacturing company will stop
ordering parts and immediately its suppliers will
lay off workers, Wright explains. He says that’s
more possible now that the influence of organized
labor has fallen and worker protections have been

“They never feel good, but
I don’t think we can avoid it.”

Constable is a former
Wall Street Journal TV anchor
and current fellow at the Johns
Hopkins Institute for Applied
Economics.
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Evelyn Orr

Among
Equals

Glass-Cliff Roles:
Go for It!
phenomenon, refers to leadership roles during
periods of crisis or downturn that are offered to
women and people of color more readily. When
the chance of failure is highest, opportunities
open up to people who may not be seriously
considered under other circumstances due to
bias. Like the glass ceiling, the risk is that failure
could be attributed to the individual and not the
situation, a misattribution that can impact career
opportunities.
Some glass-cliff appointments, like Theresa
May, who became prime minister of the United
Kingdom and inherited the impossible task
of negotiating the terms after the 2016 Brexit
referendum, are doomed to failure. Some experts
are also keeping an eye on Christine Lagarde, the
newly appointed president of the European Central Bank, where the stakes are high, the current
climate is tenuous, and governance is set up in a
way that could hem her in.
But these stories can end well. Cheryl Bachelder left her role as senior vice president of

My son and I recently popped
into a board shop to buy a
skateboard. The longtime store
owner expertly oriented us to
the importance of “trucks,” the
hardware that connects the
board deck to the wheels. Low-quality trucks
limit a skater’s ability to skate, creating an invisible barrier to excelling at the sport. “Kids hit a
glass ceiling if they have low-quality trucks,”
she told us.
She explained that a kid in that situation
doesn’t know why it feels hard, or why they aren’t
able to master some of the moves. Instead, they
assume that there’s something wrong with them
because they don’t see what is holding them back,
misplacing the blame for their low performance.
And then they give up.
The concept of the glass ceiling, an unofficially acknowledged barrier to professional
advancement that especially affects women and
minorities, is well known. The glass cliff, a newer

Failure doesn’t
have to be the
end of the story.

as an experiment and took a
collaborative approach that
engaged all stakeholders—
especially franchise owners.
She established an innovation
discipline that more than quadrupled the
company’s share price during her 10-year tenure.
When a person sees the glass cliff clearly and
still chooses to take on the challenge, they set
their sights beyond the glass. Resolve is fueled by
courage, driven by purpose and the assurance that
falling off the cliff isn’t the end of the story. Many
glass-cliff appointees get tapped to lead again
based on the lessons, experience, and wisdom
from their first turnaround—whether it was a success or a failure.
Think of all the situations where the likelihood of failure repels many qualified candidates.
We need leaders who see beyond the glass cliff,
who will “run toward the fire,” focus on problemsolving, and risk failure because, as the leaders in
our study said over and over again:
“What’s the worst that can happen?” 1

marketing and product development at Domino’s Pizza, where
she introduced the now ubiquitous stay-hot delivery packets.
She was tapped to reinvigorate
the international restaurant chain KFC (part of
Yum! Brands). After two short years of what she
describes, in her book Dare to Serve, as “mediocre
performance,” she was fired from her role as
president and assumed that her career was over.
Bachelder, one of the participants in Korn
Ferry’s Women CEOs Speak study, demonstrates
many of the traits we observed in that group
of leaders. She is humble, has incredibly high
standards for herself, and loves a challenge. After
some deep reflection, two other qualities kicked
in: her sense of purpose and her courage. These
were all in play in 2007 when she took on the CEO
role at Popeyes, a flailing restaurant chain that
had burned through four CEOs in seven years and
saw its stock price plummet from $34 per share to
$13 in five years.
With little to lose, Bachelder viewed the post

Orr is vice president and
chief operating officer of
the Korn Ferry Institute.
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Daniel Goleman

Alignment Off,
but Still Driving
The deacon of a Baptist church, Brown saw his passengers as part of his “flock” to be tended.
His purpose stands in stark contrast to that
of the New York Transit Authority, his employer.
Its organizational mission might be summarized
simply as getting passengers to their destinations
efficiently—which has little or nothing to do with
tending to the well-being of those passengers. The
formal statement is to “preserve and enhance the
quality of life and economic health of the region
through the cost-efficient provision of safe, ontime, reliable, and clean transportation services.”
But, surprisingly, such a mismatch of personal
purpose and organizational mission may not matter that much. Research by the Korn Ferry Institute
finds that just being in touch with your purpose
can matter greatly, more than the match itself. The
researchers call having a strong sense of personal
mission being “purposeful,” having clarity about
your own purpose, and at best, finding some way
in which your purpose seems compatible with your
niche in your organization. Such purposefulness,

It’s been decades since that
steamy summer day in Manhattan when I took a bus, the M101,
up Madison Avenue. I still
remember the bus driver, a jovial,
outgoing African American of
middling years who carried on an entertaining
monologue, commenting on places as the bus
passed by. He alerted us to sales going on, told us
a bit of the history of buildings and stores, offered
reviews of films playing at theaters whizzing by,
and suggested we visit exhibits at nearby museums.
It wasn’t the specifics of what he said but the
ebullient mood he transmitted. That bus was a
cauldron of emotional contagion, all positive. On
that muggy August day, most passengers boarded
in a sullen mood. But as they exited the bus, that
driver would smile and wish them a happy day—
and their smiles in return showed their mood was
already heading there.
Years later I learned that bus driver’s name,
Govan Brown, and that he had a personal mission.
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want alignment between a worker’s purpose and
an organization’s mission. That’s an old way of
thinking. It doesn’t matter how alike your purpose
and your company’s might be—just that you are
committed and engaged.”
My bus trip with Govan Brown, which I
recounted in the opening pages of my book Emotional Intelligence, struck a chord with Howard
Gardner, a Harvard psychologist. He saw Brown
as a prime example of what he and his research
partners, William Damon at Stanford and Mihalyi

that data shows, has a high correlation with feeling
both engaged in one’s work and commitment to
one’s organization.
In short, you need not have an exact match
between your personal purpose and your organization’s mission. Companies can benefit, it turns out,
by welcoming people whose burning purpose is not
a cookie-cutter fit with that organization’s mission.
Consider, for instance, today’s career “nomads,”
people who may spend just a year or two at a given
company but who nevertheless may add a needed

Surprisingly, a mismatch of personal purpose
and organizational mission may not matter that much.
Csikszentmihalyi at Claremont University, call
“good work”: a mix of first-class performance, utter
engagement, and a guiding ethical purpose. That
combination makes someone excellent at work
they enjoy and find deeply satisfying.
Indeed, Brown was an outstanding bus driver.
When he retired, hundreds of his devoted passengers came to a party in his honor—the only time the
New York Transit Authority threw such a retirement
event. By then he had gotten more than 1,400 letters
of commendation—and not one complaint.

dose of creativity or alternative perspective. Or
take the counterintuitive advantage of a fossil fuel
company hiring a climate-change activist whose
purpose revolves around ending carbon dioxide
emissions: that’s the vision and energy that can
help that company open a division aiming at carbon reduction through alternative energy, which
could prove to be a major strategy for survival in
the future.
As Signe Spencer, one of the Korn Ferry Institute researchers, put it, “It’s a common mistake to
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Goleman is author of the
international best seller
Emotional Intelligence.
See keystepmedia.com for
his new series of primers,
“Building Blocks of Emotional
Intelligence.”
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Companies offer a host of new benefits, but
do they attract the right talent? How firms can
sweeten incentive plans the right way.
By Russell Pearlman

The Problem

Why It Matters

The Solution

US firms will spend
more than $3 trillion
on benefits this year,
but neither employers
nor employees are
particularly satisfied.

Employers increasingly
see benefits as a way to
keep top talent.

Make existing benefits
easier to use and look
for other ways to ease
employee stress.

he finance firm’s CEO thought he had
a great idea to solve his company’s problem
of employee burnout: give everyone in the
firm, regardless of their level, another week
of paid vacation.
He announced the plan to his 5,000 employees at the start of the year, and the move
immediately made his company the industry
leader in paid time off. Plus, he told his senior
leaders to let employees actually enjoy their
extra vacation time (i.e., don’t bug them with
work questions while they’re away).
A year after instituting the plan, however, the
number of days workers used had barely budged.
Employees feared they’d fall behind on projects—
and risk getting chewed out by their bosses—so they
didn’t take any more vacation time.
The plan didn’t do anything to make employees less stressed or quit less frequently,
either. But now departing employees had accrued an extra week of unused vacation
time that the company was obligated to pay when they left. The extra corporate “benefit” wound up costing the employer several million dollars.
You could make a case that “corporate benefits” are one of the largest economies
on earth. By some estimates, American employers spend more than $3.1 trillion on
employee benefits annually, more than the GDPs of Brazil, Canada, and Italy, and just
a shade less than the United Kingdom’s. And that’s just what is spent in the United
States; trillions more are spent worldwide on healthcare, retirement contributions,
vacation days, family leave, travel discounts, charitable matching, even paid time off
of work to volunteer.
The reason for all those noncash perks is obvious. In a competitive job market,
companies want to stand out. Organizations around the world believe that offering
multiple insurance options, financial-planning advice, free food at work, or free pet
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The New
Balancing Act
Any benefits program should
meet the needs of a diverse
workforce, use resources
effectively, and make an
organization attractive to future
employees. These days, experts
say, improving an employee’s
work-life balance and career
prospects are the new “perks”
that win over high-value talent.

Flexible work schedules
For many younger employees,
being able to work nontraditional hours inside or outside the
office is pretty much expected.

Unlimited time off
The idea may seem silly, but
experts say it can result in workers actually taking fewer vacation
days—while helping them take
control of their work-life balance.
It also sends a message that the
employer trusts the employee.

Career development
Though it isn’t traditionally
thought of as a benefit,
91 percent of employees say
that helping them develop a
new skill or plot a career path is
an important factor in deciding
whether to stay at a job.

insurance can make the difference in attracting and keeping great
talent. And as low employment continues to foster more of a “buyers’
market” for workers, more firms feel that juicy benefits are essential
to fill jobs and snare the best talent.
But the question continues to nag: Are those perks—and the vast
sums of money that companies spend on them—working? Data time
and again has shown that employees aren’t using many of the benefits
they have. Indeed, countless vacation days are left untaken annually,
and insurance and retirement plans are still too often overwhelmingly complicated. Job tenure has fallen dramatically over the last few
decades too, particularly among young people, even as spending on
benefits has grown.
For their part,
companies aren’t too
happy either. After
all, workers may
not notice, but their
employers have to
juggle dozens of benefits providers at once, and constantly reshuffle
the ones they use. Overhead costs, meanwhile, continue to skyrocket. Not surprisingly, more than one-quarter of firms say they’re
dissatisfied with the benefits they offer; a fifth that offer retirementplan sponsors want to actually fire their current provider.
The grumbling on both sides has prompted some changes, with
some companies trying to make their programs more efficient.
Indeed, according to a special Korn Ferry report that canvassed
hundreds of firms worldwide, an increasing number of of them are
rebuilding their compensation and benefit programs from scratch.
The study found that the one-benefit-fits-all approaches are “not
going to cut it,” and some firms are even trying to tailor benefit programs down to the individual employee.
But the progress has been slow, with only two in 10 employees
saying they can access their benefits easily. “Employers are not as
ahead of the curve as they might think,” says Tara Fung, vice president at CommonBond for Business, a financial technology company
that advises firms on benefits. All of which leaves many corporate
leaders soul-searching for the next best steps in their quest to find the
true, well, benefit that these incentives should bring.

“Employers are not as
ahead of the curve as
they might think.”

oday, of course, the image is almost a cliché: Sili-

con Valley tech firms offering a plethora of perks, including
unlimited bottles of sparkling water, on-demand haircuts,
and onsite yoga classes. But corporate benefits have gone
wacky across the world as well. There’s the clothing brand
that gives employees time off during the workday to surf; the
construction firm with a wine bar in the middle of the office; and the
bank that gives workers $500 to buy business attire. And don’t forget
the energy company that offers free Botox treatments.
To some degree, the strong job market that left companies begging
for replacements forced some of today’s current bonanza of benefits.
But long before the first office Ping-Pong table arrived, benefits
were considered part of the social contract between workplaces and
employees. One 2018 survey said that 80 percent of workers would
rather keep their current job and benefits than take an identical job
somewhere else that offered 30 percent more money but no benefits.
The priority among those benefits are health insurance and
401(k) contributions, and when combined with all the perks, benefits historically account for about 30 percent of a US civilian worker’s
total compensation (in 2019, it’s 31.4 percent). But while the percentage hasn’t moved much, the amount of money actually spent has—by
a lot. Indeed, US firms are shelling out more than two times more for
benefits than they did in 1999. A lot of that increase is because there
are more people employed than ever before. The ever-rising cost of
healthcare plays a factor, too. Still, for now at least, few firms will
consider cutting costs too much in the benefits arena; more than
70 percent say the top reason they’re increasing benefits is to keep
talent from jumping ship, according to research by the Society of
Human Resource Management.
To determine their benefits, some firms survey their employees
to see what they may appreciate. Many others often decide on
which benefits to add based on what the most admired firms around
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“No one works there
because you have a
foosball table.”

the world are doing. That’s why there’s been a
recent surge in companies offering expanded
parental-leave programs.
The problem is, experts say, that while
yoga classes, free food, clothing allowances,
and more generous parental-leave programs
may sound like they will help increase employee loyalty, there’s no
direct academic evidence that any of them, taken individually, actually make a dent. “No one works there because you have a foosball
table,” quips Christine Mellon, senior vice president and chief human
resources officer of the consulting firm CSG International. Indeed,
when the consulting firm Work Institute surveyed 34,000 people
about why they quit their job in 2018, only 9 percent said it was due to
compensation and benefits.
In fact, most employees say their benefit options are fine.
Compensation, job promotions, and treatment from the boss may
matter a ton. But in a recent survey by the nonprofit HR group
WorldatWork, 64 percent of employees said they think their existing
benefits meet their needs.
Plus, there’s plenty of evidence that companies spend a lot of money
on benefits that employees don’t use. For instance, about 30 percent of
workers say they’re certain they are using their benefits to their fullest
potential. It’s a number that perplexes Greg Anton, chairman of the
Financial Literacy Commission for the American Institute of Certified Public Accountants, the organization that conducted the survey.
“Imagine how employees would react if they were not 100 percent
confident they could get to all the money in their paycheck,” he says.

Who’s Offering What?

The idea that employees need more than just cash
compensation is pretty universal. But based on Korn
Ferry's new survey of 25,000 organizations worldwide,
the benefits offered often differ significantly by country.

Health
Insurance

Defined
Retirement
Benefit

Defined
Contribution Education
Benefit
Assistance

US

100%

25%

98%

71%

1%

UK

81%

17%

89%

37%

2%

Japan

—

47%

47%

49%

19%

Germany

44%

20%

95%

13%

11%

Brazil

83%

—

73%

15%

56%

China

100%

—

11%

46%

48%

Source: Korn Ferry

Meal
Allowances

Another example is the staggering number of vacation days employees don’t take. Each year, Americans don’t use an estimated 768 million
of them. But those unused days don’t just disappear; they become
future liabilities for the firm. Some estimates peg that US firms pay out
$224 billion a year to employees in unused vacation days when those
people leave their jobs.
The cost of existing unused benefits, as well as the rush to add new
perks, can also backfire, says David Lee, author of Managing Employee
Stress and Safety. “If an employee’s daily work experience screams ‘We
don’t care about employees,’ adding goodies, gimmicks, and gala events
will only make them distrust management even more,” he says.

ompanies must get better

about the benefits they’re adding and how they convey
them to employees, experts say. For example, companies
that not only offer traditional and supplemental health
insurance but also education about how those programs
can work together can offer employees more protection,
according to research from insurance provider MetLife.
At the same time, firms need to recognize that not every
employee is going to want the same benefits. “The answer is no longer a
monochromatic benefit system but a bespoke, customized system with
more options and choices that fit with an employee’s life stages,” says
Mike Feiner, who was CHRO at Pepsi for 20 years and now consults on
HR issues.
There are also new technologies that can make it easier for employees to use benefits and for employers to administer them, says Bob
Wesselkamper, vice chairman of Korn Ferry's Rewards and Benefits
Solutions practice. “The technology and programs are there for companies and beneficiaries, but most organizations haven’t kept pace,” he
says. Over the last several years, it’s gotten far easier to tailor benefits to
specific employee groups and cut down the number of benefit providers. “Right now, too much profit goes to the provider, and there aren’t
enough insights for the employee or employer,” Wesselkamper says.
But the most important move may be to focus on adding benefits that
reduce an employee’s stress levels. An overwhelming majority of firms
already have basic health insurance and defined-contribution retirement plans, but just having them doesn’t do much to relieve employees’
anxieties around whether they can survive financially if their spouse
loses a job, or how much a medical procedure will really cost in out-ofpocket expenses. That’s why some employers are skipping giant extensions to healthcare coverage in favor of more modest add-ons, such as
financial planning sessions or medical professionals who proactively
check in on employees. “When given a choice between napping in
a hammock or enjoying a work-life balance and continuous growth,
employees will opt for the latter,” Mellon says.
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Impact investing now accounts for one
out of every four professionally managed
dollars. Is it making a difference?
By Peter Lauria
60

Monument to Joe Lewis, Detroit

60

Detroit's Capital Park

her days as a student at Cass
Technical High School in the late
1980s, Saskia Thompson would ride
the bus right through the Capitol
Park district of downtown Detroit.
Marked by boarded-up businesses and
abandoned homes—and known for rampant violent
crime—it was ground zero for what had been dubbed
“the most dangerous city in America.” “Businesses
and people were leaving in droves; you could see it
everywhere,” she says.
Thompson still passes Capitol
Park every day on her way to
The Problem
A host of organizations are looking to
work as the executive director of
contribute to social causes but still need
the Detroit Land Bank Authority
a clear strategy to pull it off.
(DLBA), a quasi-government
Why It Matters
agency that holds all city-owned
Many of these firms’ customers are demanding
positive social impact in the products they
land. Only now, the district is a
buy and investments they make.
different world: a historic district
The Solution
known for hipster restaurants,
Firms need not only strong road maps but also
boutique art galleries, and
the right talent pipelines to have an impact.
start-up tech companies. A
recent Tuesday night featured a
doga—dog yoga—class in the park. In Thompson’s
view, the reason for this transformation is obvious.
“The investments now coming into the city are
making it beautiful again,” she says.
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Indeed, though it may not make a lot of headlines, so-called impact investments
like these are reshaping cities and causes—and shifting investing in general—on
a scale that is hard to imagine. More than 1,800 financial services and philanthropic
institutions are now focused on it, from JPMorgan Chase to the Ford Foundation to
a host of venture capital and private equity firms. At last count, these investments
totaled $12 trillion, up 38 percent in two years. The total literally accounts for one out
of every four dollars under professional management in the United States.
To some degree, the shift isn’t surprising, given the widening popularity of the
purpose movement in corporate America today. Still, trying to be helpful isn’t always
as easy as it looks. Indeed, as this kind of investing scales so quickly, so too do the
demands to integrate private and nonprofit funding well with local governments or
organizations—a process that typically requires some key skills that only a relatively
small pool of executives boast.
And it’s a pool that’s only getting smaller as the labor market prospers, forcing
companies to recruit and strategize more quickly. Not unlike the rise of the chief

Companies with purposedriven employees generated
annual growth rates that
were nearly triple the annual
rate for their sector.
60
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Impact
Investment
Cities

cyber officer or chief people officer, many outfits are introducing a slew of new titles, such as managing director for impact
investing, head of responsible investments, sustainable
investing program officer, and others. But it remains a race
for talent—for executives whose skill sets and experiences are
bent on having an impact.
“Impact-investing roles are increasing quickly,” says Divina
Gamble, co-leader of Korn Ferry’s Global Nonprofit, Philanthropy, and Social Enterprise practice. “The challenge is in
identifying the right individuals.”

Though it’s hot now,

impact investing is
actually several decades old. The pressure to change today
has come as both consumers and workers are getting behind
the purpose trend more, using greater access to information
Investors have brought in more
and social media to see how products are made and what
than $500 million to develop
policies firms follow. “People aren’t trusting institutions or
projects such as Teachers Village,
government to reflect their values. They are looking to control
an eight-building community with
205 affordable housing units, three
what they can, from their investments to individual consumer
nonprofit charter schools, and a daychoices,” says Kate Shattuck, co-leader of Korn Ferry’s Impact
care center to serve students and
Investing practice.
teachers in downtown Newark.
Ellis Carr, who spent a decade at Freddie Mac and now leads
the nonprofit and community development firm Capital Impact
Partners, says there is one surefire way to tell if a candidate is
not right for the world of impact investing. “When I ask why our firm is attractive,
if they start talking about assets under management or something that has no connection to the why of what we do, that’s a
telltale sign,” says Carr, whose firm has about
$1 billion under management between its loan
portfolio and assets.
Carr views the answer as an indication
that the candidate sees profit and purpose
as separate rather than intrinsically linked.
That connection can be critical: according to
Korn Ferry’s 2016 study People on a Mission,
companies that focused their employees on
the organization’s purpose generated annual
growth rates that were nearly triple the
annual rate for their sector.
Building a pipeline of purpose-driven
talent isn’t a core competency for most organizations, however—especially in the financial
sector, where compensation, not purpose, has
Last year, the district set up a
been the primary recruiting tool. At the same
$1.5 million Inclusive Innovation
time, embedding impact-investment practices
Fund to invest in entrepreneurs

1

Newark,
New Jersey

2
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Washington,
DC

from underrepresented groups (e.g.,
women, the LGBTQ community). The
fund provides seed capital and helps
entrepreneurs attract additional
public and private investments.

into entire organizations represents an acute
human resources challenge, since the effects
can run across entire departments, from
supply chain and government relations to
finance and real estate.
But a picture of what the best impactinvesting talent looks like is starting to
emerge. The strongest candidates, for
Impact investments totaling more
instance, come with a collaborative mindset,
than $100 million have been used
the kind that comes from being well expefor projects such as partnering with
City Colleges of Chicago to provide
rienced in the worlds of business, finance,
job training to residents of the
government, and social enterprises on a
city’s south and west sides, where
global scale. They also show higher levels of
unemployment exceeds 30 percent.
learning agility, since many firms’ impactinvesting practices are still entrepreneurial
ventures that must adapt to changing conditions. Similarly, the role requires a higher level of creativity and risk tolerance, says
Shattuck, since determining these type of investments often means being open to new
ideas, partners, and deal structures.
Case in point: Lisa Davis, whose path into the world of impact investing has
hardly been linear. Fresh out of college, Davis started her career as a homelessness
activist in Austin, Texas. “The longer I worked there, the more I realized that the
people with the greatest influence over the issues I care about were the real estate
developers,” she says. Since that first activist job, Davis has transitioned between
the nonprofit and for-profit worlds. She was, as she says, “happily plugging away” in
private equity when she was approached last year to lead a new portfolio for PGIM
Real Estate, Prudential Financial’s real
estate investment business, which centers
on impact investing.
While PGIM Real Estate has been
investing in properties with social-impact
characteristics across its US real estate
portfolio for several years now, Davis says
it wasn’t done through an intentional,
explicit impact strategy until 2018. The
mandate for Davis’s new portfolio is to
focus on assets where positive social
and environmental impact can be measured and tracked over time. Any real
estate investment, for example, must
show it is creating affordable housing or
improving tenant outcomes, measured
broadly through everything from tenant
satisfaction to crime reduction to greater
inclusiveness of different income levels in
the community. “We are managing impact
performance as much as financial performance because we think they are correlated. It’s a virtuous circle,” says Davis.

3

Chicago,
Illinois

“We focus
on areas
where we can
contribute
not just
dollars but
also data,
technology,
and the
time and
talent of our
employees.”
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Measuring the precise impact of an investment is in fact becoming increasingly
important. Whether around jobs, the carbon impact of an acre of forest, or increased
wages due to childcare, investors are demanding rigorous standards for measuring
the issues they care about. That translates directly into an emerging need for organizations to build out a pipeline for reporting and compliance talent as well as talent
with deep domain knowledge and deal experience, for instance.
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In April, JPMorgan Chase named Janis Bowdler the new
president of its charitable foundation. Her ascension also coincided with a 40 percent increase in corporate giving at the firm over the next five years to $1.75 billion;
Bowdler will oversee about $350 million of giving annually.
JPMorgan groups its impact investments into four broad categories: community
development, small business, financial health, and workforce/job skills. The creation
of these categories emerged from a massive effort the firm made five years ago to align
its philanthropic efforts with its brand and talent. “The foundation used to do a lot of
educational giving, but it doesn’t have a lot of institutional knowledge in that sector,”
says Bowdler. “Now we focus on areas where we can contribute not just dollars but
also data, technology, and the time and talent of our employees.”
Since she was named president, Bowdler and her team have embarked on a refresh
of the foundation’s strategic approach to giving based on lessons they’ve learned over
the last five years. Through a program called AdvancingCities, the bank is committing
$500 million over a five-year period, and expects to raise an additional $1 billion in
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outside capital, to invest in cities “where conditions exist to help those who have not benefited from economic growth.” Much of the
new initiative is rooted in lessons learned
from the foundation’s work in Detroit, where
it has invested roughly $150 million toward
revitalization efforts in recent years.
In the case of Detroit, Bowdler says
Piggybacking off a major long-term
city
leaders first identified what problems
project to expand the city’s public
needed solving and a strategic plan for it.
transportation system, a coalition of
public and private investors created
A key pillar of their analysis was fi xing the
a $21 million loan fund to finance
city’s housing crisis, and JPMorgan was
the development of affordable and
able to provide major financial support in
mixed-income housing near future
the form of low-cost loans for real estate
transit lines.
projects, revitalization and demolition
efforts, small-business loans, and workforce
training. In fact, one of JPMorgan’s major
contributions was to the Detroit Land Bank
Authority. The foundation backstopped
a five-year funding commitment to the
agency, giving it the long-term sustainable
financing it needed to build its operations.
JPMorgan also provided support to the
DLBA via its “internal service corps,” a
small team of high-performing mid-level
executives that it embeds for three weeks
at a time with the purpose-driven firms in
which it invests. At the DLBA, the team did
an analysis that became part of the agency’s
growth plan that it then linked with the
necessary funding to hire the talent needed
Officials at San Francisco’s airport
to support the expansion.
analyzed data to make investments
and equipment upgrades that have
Enter Saskia Thompson. Her job at the
saved roughly $2 million in energy
DLBA is quite literally to invest in Detroit’s
costs. SFO’s sustainability efforts
future. The mission of the agency, which
are designed to achieve zero-waste,
holds roughly 90,000 abandoned houses,
carbon-neutral status by 2021.
vacant lots, and other structures that came
under city control due to residents fleeing
the city or because of foreclosure, is to return
these properties to “productive use” via sale, rental, or financing for individuals or
investors. Other activities include demolition, refurbishment, and community revitalization partnerships. These investments are not about turning a profit for the DLBA, but
instead increasing value for Detroit’s residents. Housing values in the Crary/St. Mary’s
neighborhood increased 252 percent between 2013 and 2018—the increase was
253 percent in Springwells and 205 percent in the Warren Avenue Community since
the DLBA’s involvement, for instance. (The dollar amounts are, of course, still lower
than housing values in many places in the country.) “Instead of displacing people who
stuck it out through the bad years, our purpose is to take care of them and make sure
they can participate in the good years,” Thompson says. Now that’s impact.
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BY GLENN RIFKIN

He’s the greatest coach in the history of
pro football. Can emulating him help leaders
triumph off the field?

The Problem

New England Patriots
coach Bill Belichick
almost always
succeeds—but you
can’t hire him to run
your organization.

Why it Matters

Both football and
business are constantly
changing. The best
leaders have to be agile,
decisive, and authentic.

The Solution

The principles that
guide Belichick would
be valuable to any CEO.

atching New England Patriots
head coach Bill Belichick roam the
sidelines during a National Football
League contest, an oft-heard theory comes
to mind. Belichick, the cerebral and hardnosed mastermind behind the Patriots’
two-decade-long dynasty, is “playing chess
while other coaches are playing checkers.”
Other, far less flattering thoughts might
be uttered by fans of any of the other 31
NFL teams; the Patriots and their tightlipped, taciturn coach are often reviled.
But even Patriots haters find it difficult to
deny that Belichick is the greatest coach in the history of the league.
Spare me the barstool intelligentsia, who may cite legends such
as Vince Lombardi, Don Shula, Tom Landry, or George Halas.
Belichick’s accomplishments are unmatched. Entering this current
season, his 20th as the Patriots’ head coach, his teams have gone
225–79 in the regular season, a whopping .740 winning percentage.
They’ve won the AFC East division crown 16 times, including the
last 10 in a row. In the postseason, the numbers are even more
impressive: The Patriots have won nine AFC championships,
appearing in nine Super Bowls. They won six of them, tied for the
most in league history, all under Belichick. His list of NFL records
and achievements fills several pages in the Patriots program and, at

age 67, he is without peer in the current NFL coaching ranks. Belichick’s
achievements are all the more astounding given the demands of the modern
salary-cap era and free agency, which makes it far more difficult than ever
to win consistently and remain at the top.
What makes him distinctive is his absolute focus on winning, a trait that
is the same in a locker room as in a C-suite, says Stephen Greyser, emeritus
professor of marketing and communications at Harvard Business School.
Moreover, Belichick has assembled a top-fl ight “next level” of coaches and
executives within the organization, the equivalent of a senior management
group. “He has built a coherence in the locker room that is crucial to winning,” Greyser says.
Belichick also has something even senior executives may envy: total
control. “Belichick has a strong alignment with ownership,” says Jed Hughes,
vice chairman and global head of the Sports practice at Korn Ferry. “He
runs the whole show and is not battling a general manager. He
has total control over all decisions and gets a lot of input
from people he trusts. One thing that separates him
from a lot of people is his decisiveness.”
Media averse, unsmiling, and not particularly
charismatic in most public settings (postgame
press conferences in particular), Belichick
will never win a popularity contest among
NFL fans. Fans of opposing teams fi nd him
arrogant and dour. But he is both admired
and feared by fellow coaches, who recognize
and appreciate his consistently excellent
decision-making. Patriots fans, sometimes
surprised by his personnel moves and his
dispassionate disposal of popular players, long
ago made clear how they feel. The local mantra is
unambiguous: “In Bill we trust.”

top 10 winningest nfl coaches
Though Bill Belichick is considered by many to be the greatest coach in NFL history,
he is not the winningest coach ... at least not yet.

RANK

COACH

TEAM

WINS

1
2
3
4
5
6
7
8
9
10

Don Shula

Colts, Dolphins

George Halas

Bears

Bill Belichick

Browns, Patriots

Tom Landry

Cowboys

Curly Lambeau

Packers

Chuck Noll

Steelers

Andy Reid

Eagles, Chiefs

Marty Schottenheimer

Browns, Chiefs, Redskins, Chargers

Dan Reeves

Broncos, Giants, Falcons

Chuck Knox

Rams, Bills, Seahawks

347
324
292
270
229
209
207
205
201
193

LOSSES
173
151
134
178
134
156
138
139
174
158

Despite his social shortcomings, Belichick exemplifies the successful
leader who consistently overcomes ceaseless obstacles and continues to
win. Even though an NFL locker room bears little physical resemblance to a
corporate boardroom, the Belichick Rules offer potent ideas for CEOs who
seek to improve their leadership game. Given that the average tenure of an
NFL coach is 4.3 years and the average CEO lasts 5.6 years, Belichick’s staying power—he is the longest-tenured coach in today’s NFL—is noteworthy.
Having the acknowledged greatest quarterback of all time, Tom Brady, by
his side for 19 of those 20 seasons has had no small impact on Belichick’s
success, of course. But the depth of Belichick’s brilliance clearly goes beyond
any single player, even Brady.
Belichick’s story has been told often enough. The son of a successful
college coach and scout, he began studying game fi lm at age 7 and had his
heart set on an NFL coaching career from adolescence. His father, Steve
Belichick, was an assistant coach at the Naval Academy, a legend among
college coaches for his scouting abilities during the 1950s and ’60s. Steve’s
influence on his son was profound.
“By watching him, I learned to see the game, how well prepared you have
to be, and how quickly your eyes have to shift,” Belichick told author David
Halberstam for his 2005 book The Education of a Coach.
Though he was an average student and an undersized football player at
Wesleyan University, Belichick had an aptitude for the game that consistently impressed his coaches. After graduation, he started on the bottom
rung with the Baltimore Colts in 1975, getting paid $25 a week.
“I never felt I had to reach or was in an alien profession,” he told
Halberstam. “I knew I had a better instinct for it than some of the older
coaches on the staff. What I didn’t know, I could learn—one of the things I
had working for me was that I knew how to learn.”
From all that, a template emerged that forms the foundation of the
Belichick Rules for winning, guidelines that are transferable to industries
that don’t involve a football:

Be adaptable.

“His game plans are never the same,” Hughes points out. “If you are in business, you
are constantly looking at your competitors and what they are doing. Belichick is
always devising something that will take advantage of his competitors’ weaknesses.
He does that week in and week out, better than anybody else. And he does it on all
three sides of the ball.”

Be the most prepared.

“The only sign we have in the locker room is from The Art of War,” Belichick said in
a 2017 interview with CNBC. “‘Every battle is won before it is fought.’ You have to
know what the opponents can do, what their strengths and weaknesses are, and
what to do in every situation.” To that end, he is constantly learning, about the
implications of the salary cap, about every player’s background and emotional intelligence, and about how to make all the pieces fit together.

Be decisive under pressure.

Halberstam interviewed Ernie Adams, a Belichick classmate at Phillips Andover
who became a career-long colleague. According to Adams, Belichick excelled not
only in preparation before a game but also while the game was actually going on. He
was much more analytical than most other coaches, and he never lost that analytical ability, not even in the tensest moments of a game. He also was never a prisoner
of what he had decided to do beforehand. “He had the rarest kind of ability: the ability to see the game as if it was over, even as it was being played out,” said Adams.

Retain complete control
and never waver.

Belichick lets it be known that there is only one whistle … and he has it. “There
is no doubt that he is the CEO,” says Harvard’s Greyser, who has long studied the
business of sports. “He has complete support from ownership, the equivalent of his
board of directors.”
Early in his Patriots tenure, Belichick instituted what became known as the
Patriot Way, a set of guidelines for how players and coaches behave, and he has
never hesitated to invoke it, even if it means trading or releasing popular and successful players. In 2001, for example, the All-Pro starting quarterback Drew Bledsoe,
a popular and successful veteran, was injured in the second game of the season,
against the New York Jets. His backup was Brady, who at the time was a virtually
anonymous second-year player. But Brady led the team to the playoffs. By that time,
Bledsoe was healthy again, but Belichick made the decision to stick with Brady
(Bledsoe was eventually traded). The move, to say the least, paid off.

Outwork your competition.

Never rest on your laurels. NFL coaches generally live their jobs, but no one
outworks Belichick. “You can’t look back,” Belichick said to CNBC. “We
don’t talk about last year. We don’t talk about next week. We talk about
today, and we talk about the next game. That’s all we can really control.”

Focus on continuous
improvement.

According to Hughes, Belichick teaches his players and coaches in a unique
manner, which in turn creates great teachers out on the field. “He is intent
on knowing what he doesn’t know and bringing in the requisite experts
to drive the organization forward,” Hughes says. When the offensive line
was struggling for two seasons after superlative offensive-line coach Dante
Scarnecchia retired, for example, Belichick offered a lot of money to convince Scarnecchia to return in 2016. He knew the importance of keeping
Brady from being hit and harassed, and he also knew that Scarnecchia was
the best in the business. Since his return, the Patriots have played in three
straight Super Bowls, winning two of them.

Belichick often dismisses the idea that achievement on the gridiron
would translate into immediate corporate success. After all, there are many
intangibles in both football and business. But nothing succeeds like success,
and the principles he effectively deploys in New England reflect a unique set
of skills that are translatable.
The most successful business leaders have all been enigmatic to a degree,
and Belichick is no exception. He has mastered the art of revealing little,
holding emotion in check, and saving his best performances for gridiron
Sundays. Not unlike an iconic general, Belichick has made an art of leading
without overwhelming ego and fi nds ways to draw the most and best from
his troops. In an era of high salaries and players exerting more control over
their careers, the ability to push the organization in one direction, without
distraction, should be the goal of any CEO. 1

High-tech monitoring means firms
know when workers break rules that
used to be bent. How strictly should
“gray zones” be enforced?
By David Berreby

THE PROBLEM
Companies can
use an array of
tech devices
to know when
workers are
breaking even
“soft” rules.

WHY IT MATTERS
Cracking down
too much
can decrease
employee morale
and organizational
efficiency.

THE SOLUTION

Be more
transparent about
what behaviors
are being tracked.

urveillance cameras.
Keyboard stroke counters. Voice
analysis algorithms. Employee
badges with motion sensors,
GPS, and Bluetooth. Body cams.
Customers ever ready to whip
out a smartphone and start
recording. Thanks to digital
technology, workers today are
the most scrutinized humans
who’ve ever lived.
Researchers from Boston University
realized how far it had gone when a
few years ago they set out to study the
effects of 21st-century surveillance on
security screeners at a large airport.
The issue? Finding anywhere at the
airport that was not monitored. “We
finally found space in a nearby hotel,”
says Michel Anteby, a professor of
organizational behavior at Boston
University’s Questrom School of
Business, who led the research.
It’s easy to imagine that surveillance
improves productivity and consistency
even if employees grumble. But there is
a possible downside of monitoring, and
it has received relatively little attention.
More scrutiny means more adherence
to formal rules in situations that, until
recently, were governed by workers’
own judgment and the informal
“social contracts” among people in an
organization.
“Surveillance tends to rigidify the
social contract,” Anteby says, “because
it forces things to be made explicit
and visible, and tries to shed light on
every aspect of daily operations.” At
first glance, many leaders might think,
Great! That’s the point of the rules. But
research doesn’t back up that view.
In fact, skirting and even violating an
organization’s official regulations has
more benefits than leaders are prepared
to admit—in public, at least.
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AN ARMS RACE
IN TRACKING

A

recent story in the online

magazine Slate described the
incident. Katie Miller, a police
officer in Washington, DC,
stopped a Subaru that had just
run a red light. Inside was a
mother with an infant strapped into a car seat
behind her. Reluctantly, she produced her
license. It had expired two years earlier. “I
was supposed to arrest her,” wrote Miller of
the encounter. But she looked at the grocery
bags on the floor and then the wide-eyed
child, red and blue lights splashing across his
hairless head.
“Violating protocol,” she wrote. “I asked
the woman to park the car and call a friend to
pick her up.”
All of which might have been a good
call—but not one Miller could make today.
Washington police now wear body cameras.
After the department adopted this tech, she
writes, “seemingly overnight, keeping my job
meant doing everything by the book.” She left
the force in 2018.
Research suggests that Miller’s experience isn’t unique in policing. For example, a
2017 experiment conducted by the criminologist Anthony A. Braga of Northeastern University found that Las Vegas police officers
who wore body cameras wrote more tickets,
and made more arrests, than their colleagues
who didn’t wear cams.
What is true of police departments is true
of many, if not most, organizations: whatever
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Technology that eliminates long-standing gray zones
is seldom welcome by the workers it affects. A few
examples of systems and the resistance they elicit:

the commitment to official
rules, in practice workers and
often managers feel they’re
more effective when rules
are selectively violated. Many
organizations harbor what
Anteby calls “moral gray
zones”—“areas at work in
which workers and their supervisors together
engage in practices that are officially forbidden, yet tolerated by the organization.”
Mail carriers going home early after their
deliveries are complete; flight attendants
helping themselves to an alcoholic pick-meup from a completed flight’s stock; nurses
taking aspirin from the hospital supply shelf;
waiters removing some items from a customer’s paid bill and distributing the money
among themselves; garment workers making
and selling clothes made on the company’s
time with leftover materials—these are all
examples of “gray zones” studied by management scholars. Good leaders “are well aware
of the benefits,” Anteby says. Officially, of
course, they don’t admit it.
Some years ago, when Anteby was beginning research on a long-standing gray zone at a
large French aeronautics plant, he recalls, “the
manager of that plant told me he would be glad
to help me out. But I should not tell anyone
I met him.” (For obvious reasons, the plant,
extensively described in Anteby’s book Moral
Gray Zones, is never identified.)
For decades that factory’s skilled workers—
blacksmiths, welders, fitters, and electricians
—made ashtrays, scale models, lamps, window
frames, sculptures, and other objects out of
scrap metal at work, using the same tools
they used for their official workload. The
practice gave those workers a sense that they
and their skills were respected, reaffirming
their identities as a breed apart from both the

Employee tracking
software on
smartphones
In many jurisdictions, it
is legal for an employerissued phone to contain
software that allows
the employer to track a worker.
Some employees deal with this
by shutting down their phones
when not at work when possible.
Others have taken to the courts.
A sales executive at a moneytransfer firm, for example, sued
after being fired for removing a
tracking app from her companyissued phone. She argued she
was being treated like parolees
required to wear ankle bracelets.
The 2015 suit eventually was
settled out of court.

Office screen
and keyboard
trackers
Software packages
like Worksnaps and
Kickidler now let
employers count
keystrokes and rate of typing,
and see a what is appearing on
employees’ screens. Employers
have an obvious incentive to
monitor computer behavior,
given the widespread use of
computers for personal shopping
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or, worse, pornography
watching. Yet there is little doubt
that employees resist the implicit
message of this software: that
they can’t be trusted. The result
has been an arms race of sorts
between makers of tracking
software, who strive to capture
fakery, and hackers, who make
software to fool the monitors.

Police officer
body cameras
Research suggests that
body cameras reduce
complaints about
officers’ use of force.
They also reduce cops’ ability to
use their judgment about when
and how to enforce laws. Officers
have been known to resist by
“forgetting” to turn on body
cams or reporting that a device
malfunctioned.

GPS and monitoring
of truckers
Once “the knights
of the road,” to use
their own description,
long-haul truck drivers
today cannot pick up hitchhikers
or make unexpected detours.
They’re monitored by cameras,
GPS trackers, and devices that

trigger cameras whenever they
brake forcefully, among many
other devices. Drivers have been
discovered putting tinfoil over
their GPS receivers, or making
sure logging devices meet
with unfortunate “accidents,”
and working around device
specs. Similarly, employees
whose employers monitor their
wellness habits with Fitbits have
discovered that they can appear
very active indeed—by attaching
the devices to pets.

Airport monitoring
of security screeners
TSA employees,
who feel they are
intensely watched by
supervisors and the
public at all times, respond with
strategies including taking extra
time traveling from one part of
the airport to another, extending
their breaks, and keeping their
expressions blank. “You learn
to work under the umbrella,”
one employee told Anteby.
Ironically, Anteby and Curtis K.
Chan of Boston College wrote in
a recent paper in Organization
Science, employees’ resistance
to surveillance prompted
management to install more
surveillance equipment.

white-collar staff and the unskilled laborers at
the plant, Anteby says.
Many leaders have a gut feeling that such
a practice must be a slippery slope toward
widespread theft, slacking, and other malfeasances. Yet long-standing gray zones, Anteby
says, are not lawless. On the contrary, participating workers police the zone with unwritten
rules—norms of conduct that employees
understand as ethical obligations. Workers
at the French plant he studied, he says, would

OF

course, tolerating moral

gray zones can spark criticism
that relying on norms and
traditions rather than explicit rules actually
gives managers too much power. Managing by
a tolerance of rule-breaking, argues the novelist Judith Merkle, bears “a close family resemblance to the working practices of Stalinism.”
Rules whose enforcement is unpredictable,
she argues, mark “the first step in the
destruction of the rule of law, and, in the long
run, leads to the introduction of
de facto totalitarianism.”
Given these concerns and the
ever-extending reach of monitoring technology, you might expect
that gray zones and wiggle
room will continue to shrink as
the 21st century advances. But
Anteby does not.
“I think people will move
this activity to outside the
workplace,” he says. “I suspect
it’s not a disappearance we’ll see
but a smart displacement of gray
zones.” Future gray zones might
be in places that we don’t expect,
like Facebook pages, private
homes, and other real and virtual spaces that
aren’t controlled by the employees’ organization. After all, he notes, the hotel in which he
interviewed the airport workers about surveillance likely had security cameras—but they
weren’t connected to the airport’s monitoring
systems. So employees there felt safe about
voicing their complaints to the researchers.
Ultimately, it’s also possible that workers
will invent new ways to create gray zones
even as they’re being monitored, communicating in ways surveillance can’t pick up.
Miller, the former police officer, recounts
how she once interrupted a mother who had
called 911 on her son. Miller, pointing to the
camera on her chest, said, “If you’re about to
report a crime, we have a duty to apply for a
warrant for his arrest.” The mother, not actually wanting her to be child arrested, nodded
and suppressed what she had planned to say,
understanding the need for discretion. “We
stood looking at one another for a moment—the
two of us, skirting a system,” says Miller. 1

Workers police the
zone with unwritten
rules—norms
of conduct that
employees understand
as ethical obligations.
never create so-called “homers” from supplies
intended for production, for instance, and
they disapproved of making them too visible
in their workspace or giving them to people
outside the factory community.
Having a soft touch on rules has another
benefit: it confirms workers in their identity
as special people, admitted into an exclusive
circle because of their hard work, skills, and
experience. A manager who tolerates a gray
zone is seen as affirming this identity, and
conveying respect for the skills and expertise
of the workers involved. “Smart factory managers were the ones who would allow this to
happen,” Anteby says. “They were well aware
of the benefits that they could get from these
localized leniency systems.”
Paradoxical as it may seem, the practice of
managers “looking the other way” can give
them more control over employees, too. After
all, Anteby notes, workers who value the
informal leniency will be highly motivated to
make sure it isn’t withdrawn.
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Global executives need
a second language.
Our reporter has tried
to learn one for years.
By John Kimelman

Popu
Lear lar
n
Apps ing
R

The sun is setting over the Ibiza neighborhood in Madrid and
I’m sitting in a tapas bar drinking Mahou, a popular local beer,
fraternizing in broken Spanish with a group of fellow language
students from Europe and Asia who are less than half my age.
Occasionally, we retreat to English and I hope I’m
coming across as the cool-uncle type. But I’m at
least as old as their fathers.
In my quest to learn Spanish, I’ve left my
family in New York and traveled to Madrid for a
one-week intensive class at a school I found on the
internet. I did a similar trip to Oaxaca, Mexico,
years earlier, and Mexico City more recently.
I’ve been studying Spanish on and off for
roughly two decades. In that time, I’ve attended
classes at two New York–based language schools
and hired a half-dozen private tutors who market
their skills on neighborhood wall flyers and Craigslist. I’ve had private sessions at Starbucks cafés,
Greek diners, the food court at a Whole Foods, and
a few park benches on warm, sunny days.
And what do I have to show for it? A home
library filled with Spanish textbooks and notes,
a smartphone filled with language apps and
digital newspapers, and—sigh—just middling
competency in the language. But I keep going
because, at least for me, it’s rewarding to tap
into the spirit of people in a way that can only be
achieved by speaking their native tongue. As a
student at Columbia Business School in the early
1990s, I remember a professor encouraging a
classroom filled mostly with Americans to learn a
second language, saying that it was like “growing
a second heart.”
I’m hardly alone in my pursuit. While Americans are famously inept at picking up a second
tongue, technology is helping a bit. The improvements to voice-recognition technology and software have led to growth in the use of apps from
services such as Duolingo, Babbel, Rosetta Stone,
and Yabla. Babbel, a German company, reported
that it sold a million US subscriptions in
2018, a huge jump over earlier periods.
My older brother Donald, a retiree
and grandfather of four, has used
several apps as well as tutors

on to classes at the prestigious Instituto Cervantes,
which is sponsored by the Spanish government, but
found its East Side location to be inconvenient.
I was also growing frustrated with learning
with other students: as is often the case in language classes, the slower students impair learning
for the rest.
Since then, I’ve found satisfaction in studying
with tutors. I worked with an earnest Peruvian
woman for close to two years before wanting
a fresh approach. I then took a couple years off
before finding a charming Madrid native with a
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and annual visits to Italy to learn Italian over the
last four years.
In addition, the availability of free web-based
phone services such as Skype and WhatsApp and
digital payment services have a created a cottage
industry in online language businesses, many
of which focus on one language. These services
connect students with friendly and well-trained
teachers in other countries who work for far less
than US-based tutors. These days, I have twicea-week Skype video sessions with an unfailingly
cheerful teacher who works out of her home office
in Guatemala City for a service called NuLengua.
My interest in learning Spanish began in earnest when I moved to New York as an adult. I was
in a place where a large chunk of the population
spoke the language. That meant I could use it, if I
had the gumption to do so.
I enrolled in a small neighborhood language
school on the Upper West Side, but I soon felt that
it was more geared to selling Hispanic art and hosting cultural events than teaching Spanish. I moved
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big smile; sadly, she had to return home because
of an expiring visa.
A bit of time passed. When I returned to language study, I found that prices had gone up and it
now cost about $50 an hour to work with a quality
tutor. After more than a year of paying that rate to
two different Colombians, I learned that there are
terrific teachers in other countries who are willing
to teach by videophone for less than $20 an hour.
But teachers aren’t enough. I’m willing to start
a conversation with anyone in New York I suspect
might speak Spanish. Over the years, that’s meant
elevator operators in my apartment building,
parking-garage attendants, cleaning ladies, and
countless cab drivers.
I keep telling myself that I’d be further along in
my Spanish by now if I were doing this for professional reasons or if I spent a lot of time in Latin
America or Spain. As it stands, I’m tethered to
New York and my work has never required the use
of a second language.
An exhaustive study performed at MIT and published in May 2018 confirms what we all know—it’s
nearly impossible for people to achieve proficiency
similar to that of a native speaker unless they start
learning a language by the age of 10. The authors
note that adults are still good at learning foreign
languages, but that mastery is not a realistic goal.
I’ll live with that conclusion, since all I desire
is to hold lengthy and meaningful conversations
about life, politics, and soccer in an understandable form of Spanish.
And as a New Yorker, I’d get a particular kick
out of holding my own with a native of the Dominican Republic. With their rapid-fire delivery and
tendency to drop many s sounds, Dominicans, a
dominant force in New York Hispanic life, seem to
exist to put a Spanish student like me in his place.
Maybe I need to find a Dominican teacher—or at
least plan my next language immersion experience
in Santo Domingo.
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Gift cards plus

Some ideas to help leaders avoid
gift-giving mishaps.

Sure, they don’t require
a lot of thought, but gift
cards do leave plenty
of room for creativity.
For example, consider
giving an employee a
gift card for a popular
airline for their next
getaway—and even
throw in an extra day
or two of vacation. Or
give a Visa gift card, but
pair it with a thoughtful,
handwritten note that
mentions what you like
about working with that
person. Compliments
can range from “I really
appreciate how you
always come to work
each day with a smile”
to “Thank you for being
the glue that keeps our
team together.”

The end of the year is near, which means hundreds of millions
of people are frantically shopping for holiday gifts for friends and
family. But finding a meaningful present for Mom is often a lot
easier than finding the right gift for the team at work.
Leaders must find a gift for employees that comes off as fair,
generous, and yet still thoughtful. Plus, you can’t overtly favor
one employee, or group of employees, over another. Indeed, it
may be tougher to find gifts for direct reports that tastefully
show the right level of appreciation than it is to motivate
them to do their jobs.
There certainly have been gifting mishaps. According to a Finder.com survey, Americans spend roughly
$13 billion on unwanted gifts a year. More than
5 percent—or $750 million worth—of those unwanted
presents come from bosses. “You’ll want to go with
something safe,” says Aileen Avery, gift-giving
expert and author of Gift Rap: The History and Art
of Gift Giving. “Steer clear of anything that can
ate.” Here are some gift ideas for direct reports
that they will likely appreciate.
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Edible
treats

“Experiences are trending right now,” says
Avery. Explore a unique
event that you can gift
to colleagues, anything
from tickets to Hamilton
to a golf-simulator experience that even newbie
golfers might enjoy.

Gourmet cupcakes, edible fruit arrangements,
and a catered holiday
meal for the family are
wonderful gift ideas.
Just keep your audience
in mind: Nothing says
you don’t know your
colleague like sending
Omaha Steaks to your
vegetarian direct report.

Tech
gadgets
Apple AirPods, Google
Nest Hub, Amazon Echo.
Bosses usually can’t go
wrong with the latest
popular tech gadgets
that they know their
colleagues have been
considering but haven’t
splurged on just yet.
Popular headphones,
such as the Beats
Solo3 Wireless, would
be a crowd-pleaser,
especially among the
business-travel set.
When in doubt, ask your
colleagues what they’ve
been eyeing.
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be remotely construed as sexual or inappropri-

Unique
experiences
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Drinks and …
More employees want
to keep hydrated and
cut down on throwaway
bottles, so consider
insulated drinkware,
which keeps beverages hot or cold for
hours. Fancy cups not
enough? Pair them
with a three-month
coffee-bean subscription, such as
Driftaway Coffee’s
single-origin
roasts from
around the
world, delivered to the
employee’s
desk.
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WITH
ALL THE
HOURS
AND
STRESS,
CAN CEOS
STILL STAY
IN SHAPE?
By Peter Lauria

Personal trainer Seema Bhatia marvels at
how some CEOs throw themselves into
their workouts. They apply the same focus
to biceps curls and burpees as they do to
motivating employees and cutting big deals.

Bhatia says that’s the level of intensity required
to move them to the level of conditioning they
need. “If they don’t make the commitment and
schedule time with a trainer, they tend to skip
working out altogether,” says Bhatia, who designs
wellness programs for corporate clients.
In the ever-demanding business world, CEOs
are often scheduled down to the minute with
strategy meetings, client dinners, investor presentations,
and a slew of other business
appointments. A recent Harvard Business School study
reported that CEOs work more
than 62 hours a week, more than half of it while
on the road. But they won’t be able to keep up that
type of demanding schedule without taking care
of themselves. “To sustain the intensity of the job,
CEOs need to train—just as elite athletes do,” says
Michael Porter, a Harvard professor and coauthor
of the study.
It’s why a growing group of both physical trainers and business experts say today’s top leaders
need to schedule time for exercise just as they
would a business appointment. Even just throwing something on the calendar can go a long way
to getting CEOs into the habit of exercising, then
following with rest.
A good workout doesn’t have to take a lot
of time, either. Exercising vigorously for 20 to
30 minutes three or four times a week—barely
3 percent of the amount of time a CEO devotes
to work—offers plenty of benefits. “People think
that if they can’t work out for an hour then it’s
not worth it,” says Rick Richey, a member of the
National Association of Sports Medicine and
cofounder of ReCover, which focuses on helping the mind and body recover after exercise.
“There’s nothing more damaging to consistency
than that mindset.”
Experts suggest starting with morning
workouts. “There is not only less of a chance of a
conflict arising, it also sets [you] up for a stronger
day,” says Pete Leibman, a certified personal
trainer and author of Work Stronger: Habits for
More Energy, Less Stress, and Higher Performance at
Work. Among the top CEOs who wake up before

6 a.m. to exercise are Apple CEO Tim Cook,
Disney CEO Bob Iger, former Starbucks CEO and
chairman Howard Schultz, and Virgin founder
Richard Branson.
As for the workout itself, focus on both cardio
and strength training. Trainers say they see a
lot of CEOs who complain of back and leg pain
and knots in their shoulders, aches brought on
by doing a lot of work sitting
down. Strength conditioning
can counteract the loss of
muscle mass that comes with
being middle-aged.
For CEOs who are just
starting out an exercise regimen, trainers have
one more piece of advice: leave the business
behind. “With CEOs, it’s about making every
second count and bringing a focus, intensity, and
purpose to the workout,” Leibman says.
And if that doesn’t get them to commit to
exercising, there’s always the trick Bhatia uses
with CEO clients who have a tendency to cancel:
calling their assistants to put a workout back on
the schedule.

“To sustain the
intensity of the job,
CEOs need to train.”

CEO
Training
Circuit
Leave the medicine balls, weights, and
cardio machines behind. This simple
workout can be done in 30 minutes.
High Knees 30 seconds
Mountain Climbers 30 seconds
Squat Presses 15 repetitions
Triceps Dips 15 repetitions
Biceps Curls 15 repetitions
Kettlebell Swings 15 repetitions
Planks 30 seconds
Repeat this series
of exercises three times.
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The topic is neural links or interfaces, which are essentially all the exotic ways scientists hope to tie our brain
impulses with machines. Already used to help disabled
people move limbs, the interfaces work with implants in the
head or electrodes on the skin. No surprise here, but Elon
Musk has his own company that applies the tech on rats,
while Facebook studies wearable devices that would let us
“type with our brains.”
But what caught my eye was a report by the Royal Society,
the UK’s national academy of sciences, which describes itself
as “the oldest national scientific institution in the world.”
Titled iHuman: Blurring Lines Between Mind and Machine, the
report gives an intriguing rundown of how we might be living if these devices reach their full potential.
Why pop pills, for example, when a neural interface could
do the same job? Concentration, sleep, and many other tasks
could be improved through correctly planted impulses. And
then there’s the mind-boggling idea of linking mind and
machine. Imagine playing games inside your head, or remote
robotics that allow surgeons to perform operations thousands of miles away.
All of which is exciting from a human-experience
and business-opportunity perspective. But now come
some sticky issues, like privacy. Clearly, these devices
would reveal a lot about our minds and mental state
that we probably wouldn’t want to share. Our thoughts,
after all, consist of a lot more than the memory inside
a smartphone can ever store. And what happens if one
group can afford this deluxe tech, while another can’t?
The Royal Society calls these “critical ethical questions” and says the tech should be
debated, approved, and regulated as it rolls out. Well, that’s a lot to consider about something
that’s decades away or may never happen. But looking at how quickly one disruptive technology after another has crept up on us today, it’s impressive to at least raise the idea of getting
ahead on this one. That alone is its own form of innovation. 1
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I’ve always been a sucker for sci-fi, whether it’s the latest news post on
artificial intelligence or a recent episode of Black Mirror on Netflix. But
leave it up to a 400-year-old British academy to provide us with an interesting
foresight on an issue that’s as far in the future as landing on Mars.
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