SYNTEGRITY

THE FUTURE OF
WORK

CRACKING THE COMPLEXITY
OF WORK 2.0 FOR YOUR
ORGANIZATION

What are the economic
considerations of evolving your
workplace?

50%
$11k
per
employee

In a Stanford University
study, employers who offered a
work from home option had
employee turnover rates fall by
over 50%.

Employers offering at least parttime telecommuting can save
over $11,000 per half-time
telecommuter each year.

Source: Global Workplace Analytics: Telework in the 21st Century.
https://globalworkplaceanalytics.com/telecommuting-statistics
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Now is not the time to go back to the way it was.
Business leaders are questioning the future of work. Both the
immediate future, which includes getting people back to the
office safely, and the medium and longer-term future as we
re-imagine work in general. Ordinarily, companies would have

EXECUTIVE
SUMMARY

figured these things out over the course of months or years, as
we slowly-and-steadily made the transition to new models of
work. But these aren’t ordinary times, and we just accelerated
through 2 or 3 years’ worth of change. Suddenly the mediumand longer-term future of work is here. This isn’t a back-burner
question any longer.

The time to crack the complexity of work 2.0 is now.

3.6%
prior to the lock-down
only 3.6% of the US employee
workforce was working from home
half-time or fully.

43%
of US employees
work remotely non-frequently, but
the option is there.

Source(s):
Global Workplace Analytics, Telecommuting Trend Data, March 13, 2020.
American Community Survey, ACS, a US Census Bureau product, 2005-2018.
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WHAT THE EXPERTS SAY

“I don’t believe we’re going back to a place where you’re

David Burkus,
author of Under
New Management

expected to be in the office from 8-4 or 9-5.”

“The really exciting thing might be that instead of seeing
salaried work as a way to get a certain number of hours
out of people, we have this grand realization that people
are paid to get important work done, and it takes
whatever time is necessary.”

Dr. Ivan Misner,
Founder & Chief
Visionary Officer
of BNI

“Demand for commercial office space will dramatically
decline for a while, if not permanently, with more and
more people working from home. While we’ve seen that
virtual can work, I still believe that face-to-face meetings
are best suited for networking and that they’re not
completely going away.”

Laurie Cooke,
President & CEO of
HBA

“We’re creating new opportunities that will allow people
who don’t live in a city to still work for big companies.”
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WORK 2.0: WHERE TO START
Does the future of work for your organization involve many or all of these
considerations?

improving attrition and/or attracting new talent (a new distributed workforce)
reconsidering the expected 9-5 and/or salaried workforce
re-directing real estate costs to employee wellness benefits and productivity
measures
what requires or is best served with in-person experiences: rethinking how and
when to collaborate
navigating your use and requirements for office space
breaking the connection between presence and productivity
blending collaborative spaces and spaces for solo time
thinking through changes to salaried work
maintaining and improving your strong culture virtually
mental health and work/life balance: managing the potential for burnout for
yourself and your people
coalescing around a shared vision of what comes next
doubling down on newly discovered operational efficiencies, rather than
returning to (possibly outdated) models and processes

That’s the complexity you need to crack.The good news is that there’s a formula for
cracking complexity, for solving just about anything fast, and it’s the right formula
for dealing with the question of Work 2.0. In this paper, we’ll unpack for you how
the formula can be applied to this very question.

*FOR A FULL LIST OF OUR CONTRIBUTION TO FORBES LEADERSHIP ARTICLES, VISIT HERE.
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TACKLE THE COMPLEXITY

What makes this complex?
With the sheer volume of books written on the nature of work and the workplace,
and the amount of thought leadership dedicated to the subject, one would almost
think there was a science to getting work right, a checklist for - as David Burkus
puts it - creating “a place where work doesn’t suck.”

But there isn’t a science or a checklist available, and no expert consultant can make
it happen for you, because the nature of work and the future of work is not merely
complicated, it’s complex. Work is multi-faceted, and its many moving parts are
interconnected in ways that can’t easily be seen or understood.

The subjects of work, workforce, how we work, where we work, productivity,
collaboration, compensation, health, safety, and well-being; they’re all deeply
intertwined. Each of these facets change constantly, so that work today is radically
different from work 3 years ago, or in the case of the pandemic, even 3 months ago.
And each of these facets is highly dependent on place, local laws, customs, and
populations, urban vs. rural settings, cost-of-living, and transportation
infrastructure, so that work here is distinct from work there.

Highly interconnected challenges that look different and demand different answers
based on time and place, these are complex challenges.And complex challenges
don’t come with known, pre-configured solutions. They need to be figured out each
time, in a way that takes into account their complexity and engages and mobilizes
all the right people in problem-solving and in executing on solutions.
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WHAT EXACTLY NEEDS
ANSWERING?
To find solutions to complex challenges - to construct the right answers for the time
and place - you have to start by asking the right question. In fact, finding the right
question is a significant task unto itself. In Cracking Complexity, we lay out the 10
Step Formula for solving any complex challenge, and Step 2 is entirely about
constructing a really, really good question.

The question is key because it bounds the challenge, calls for action, sets a goal
and timelines, and compels and catalyzes people to answer it. So what’s the right
question about The Future of Work, given all of the insights from the experts we cite
above, and given the amount of change that’s just happened and is about to
happen?

Before you can find clarity on the solution to any complex, enterprise-wide
challenge, you have to start with clarity on the question to ask.
A great question:

Engages all the right people

and catalyzes great

conversations

Gives boundaries to the challenge

without biasing or

unnecessarily constraining the answers

conveys a
sense of urgency for action and results
Sets an aspirational stretch goal that is within reach,
Calls for action, names who will act, and

but only if things change

For example:

“How do we create a work environment for our people that optimizes for
excellence, effectively blends in-person and remote, solo and group efforts, reflects
and drives the behaviors we seek, and best enables us to accomplish what we
collectively strive for?”

Why start with a question? With a complex challenge, the process of developing a
question drives deeper thinking about the challenge itself, which results in a better
expression of the challenge.
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GETTING TO AN ANSWER

Your Organization Needs a Unique Plan
Now is not the time for a one-size-fits-all approach.

With your question in hand, the task becomes thinking about who to engage and
involve in answering it. In Cracking Complexity, Step 3, we offer some tools to help
you think through requisite variety, the necessary and sufficient mix of people who
can collectively find and execute on answers to your question.

Considering the subject matter of the question above, that mix likely includes:

People up and down the hierarchy who drive your organization - not all of them,
but a representative set who cover the business units, the functions, major
projects, and so on - people who know what’s what when it comes to work, and
bring the wants and needs that you need to hear;
Head-office people, sales leadership, and front-line sales personnel who together
know what it takes to work to gain and keep customers - behind the scenes,
across geographies and in the field;
People responsible for policies and decision-making related to work and
employment, and those responsible for managing people and how they work dayto-day;
The long-tenured and the new arrivals, and all of the other demographic diversity
available to you - each with its own insights into the broad range of needs in your
company;
Partners from inside and around the organization, who see things your own people
can’t or won’t put voice to, and other external voices who know more about work
across your industry and across other industries than your own people do;
Customers who can bring insights into how to sync up your work practices with
theirs;
Those who will execute the plan of attack - how you will implement your Future of
Work - with the context and input to what that looks like.

Translate that list into candidate roles, titles and ultimately, names - and then reduce
it to a bare minimum that still covers the mix you want to cover. Now you’ve got your
group of solvers - 20 people, 40 people, or maybe more.
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START WITH THE TOUGHEST CONVERSATION

What angles do you need to explore?
Having assembled this group - whether physically, digitally, or both what’s the agenda you should give them so that they can answer your
question about the Future of Work? That’s easy.

Don’t give them an agenda at all.
Just give them your question, a set of objectives that you’d like them to
achieve, and maybe a few unbiased pre-reads to get them started in
their thinking. Let them set their own agenda. Assuming this is the right
group to answer your question, only they know what needs to be
discussed in order to do so. Let them at it.

In our years helping our clients apply the Complexity Formula, it turns out
that there won’t be thousands of topics to choose from, and there will be

SUCCESS
starts with
requisite variety,

only a few (6-12) that they need to explore. In fact, there are really only
23 Subject Areas that cover all that they might need to put on the
agenda - no matter what complex challenge they’re dealing with. We call
that list of 23 Subject Areas, ‘The Genetic Code for Complexity’.

many-to-many
connectivity,
and a collisional

When you look at your question about The Future of Work, chances are
that the list of topics your group identifies will include most, if not all of:

process
that fuels deep,
durable alignment

Mission, Vision, Values

- How these connect and manifest in our

work environment and practices

Our People

- What they want and need from their workplace, how we

envision their experience of work

Core and Support Processes

- How we continuously adapt our

workspace and our processes to optimize for success

Technology and Data

- How and what we need to support the

workplace - assembled and distributed - and practices we envision

Bricks and Mortar

- Where we work and how we design and adapt

physical spaces to work best for us and our customers

Innovation

- How we design our work environment to optimize for

adaptiveness, experimentation, and the development of novel
solutions

Customer Experience and Relationships

- How our workplace and

processes support and enable the experiences and relationships we
need.
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TRANSFORMATION NEEDS
ITS OWN APPROACH
Most transformation initiatives are set on the path to disappointing results from the
outset. Launching a major initiative is an opportunity to get to work on teambuilding and the human elements of your organization, yet most times the approach
taken strengthens silos and divides business units.

This is because traditional models put task forces or management consultants at the
center of the solving process (the “hub”) and everyone else on the periphery (the
“spokes”). Discovery is done through interviews. Solutions are developed at the hub
and action plans are written away from most people’s line of sight. Human dynamics
are deferred to a later change management phase owned by a communications
group not included in creating the solution or bringing employee insights to bear.

The diagram below is how large organizations traditionally approach
transformational change and strategic planning:
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WHY HUB & SPOKE CAN
CONTRIBUTE TO FAILURE
Large, complex challenges defy experts working on their own or in small groups and
are best solved by

requisite variety groups.

What does that mean? It means groups that aren’t just comprised of the right people,
but the right

mix

of people; groups that collectively hold all of the necessary

perspectives, experiences, opinions, ideas, functions, influence, stake, and so on.
Doing discovery and developing solutions and action plans, they should all involve
requisite variety.

In the traditional hub-and-spoke consulting model, a task force or a team of
consultants take their position at the hub and set up a series of interviews meant to
tap into variety from in and around the organization. Those interviews provide the
hub the information and knowledge it needs, augmented by other activities like
research and analysis, to understand the status quo, develop answers, and translate
those answers into an action plan.

The problem is that interviews don’t engage variety; interviews harvest information,
they don’t build buy-in or belief among those interviewed. Interviews may attempt to
develop an understanding of the human dynamics, but they do nothing to address
those dynamics.

Furthermore, the hub-and-spoke model is linear in nature – proceeding interview by
interview, preceded by research, followed by analysis, then solution development,
then a review step that brings decision-makers in, then refinement, more review
steps, and so on.

The result is long delays, partial solutions, weak execution, disappointment and
disillusionment. In other words,

the intended results.

a lengthy and costly exercise that doesn’t deliver
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RIGHT APPROACH FOR
TRANSFORMATION
To surmount the complexity of a transformation initiative and deal with the human
elements from the start, you need to apply

requisite variety ,

that 'just right' mix of

people.

Unlike the hub-and-spoke model, these people need direct engagement with each
other, direct contact, direct interactions, direct conversations. The right model for
that is many-to-many.

This model can greatly accelerate discovery, solution development and planning
while at the same time aligning, energizing and mobilizing people.
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RIGHT APPROACH FOR
TRANSFORMATION
A requisite variety group convened remotely to deal with a transformation
challenge will co-create the right problem statements, solutions and plans;
incorporating what they collectively know, see, understand, are excited about,
are concerned about, and ultimately reach consensus on.

What’s needed is a large number of high-quality, high-speed, high-impact
interactions we call

collisions .

The many-to-many model provides the right

structure for a collisional process that takes all of your organizations eyes and
ears and merges them into a holistic plan, that has considered your unique
challenges.

Our scientific and unique method engineers this, so that your action plan has
deep and durable alignment and ownership. This full buy-in prevents the
common failure points of large, long-term transformations.

SUCCESS
starts with
requisite variety,
many-to-many connectivity,
and a collisional process
that fuels innovation and solutions
remarkably fast
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SUMMARY

We hope this paper has given you useful information to apply as you acknowledge
current complexities, create appropriate questions, convene the right group of solvers,
and move to execution.

The guidance is based on 20 years of experience and learning helping organizations
across sectors and around the world solve their biggest and most complex
challenges.

Don’t hesitate to ask for our help in better understanding and applying the advice
provided here, so that you’re best positioned to successfully work through your
complex challenges… especially now, especially in the midst of the most complex
challenge any of us has ever experienced.

Source(s):
Cracking Complexity: The Breakthrough Formula to Solving Just About Anything Fast ,
Global Workplace Analytics, Telecommuting Trend Data, March 13, 2020.
American Community Survey, ACS, a US Census Bureau product, 2005-2018.
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