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2 Twelve Forces That Will Radically Change How Organizations Work

AT A GLANCE

After a yearlong analysis of the global work landscape, BCG has identified 12 forces 
in four main areas that are triggering exponential changes in the way organizations 
function. Some companies are already adapting to these megatrends. All others, 
across industries and geographic markets, must do so or risk being left behind.

Two Sets of Trends Affect the Demand for Talent
Technological and digital productivity will transform the world of work, and compa-
nies will create value in new ways, by becoming more agile and innovative.

Two Additional Sets of Trends Affect the Supply of Talent
Resources will be distributed unevenly because of changing demographics and 
shifts in geopolitical and economic power, and the work environment will evolve, 
with a greater emphasis on diversity, entrepreneurship, and professional purpose. 

Companies Need to Reimagine How They Work
Leaders will need to function with more fluid boundaries between what is inside 
and outside the company. Speed and agility will be essential, and companies will 
need to continually develop—and redevelop—employees, particularly in digital 
skills.
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A tidal wave of change is coming that will soon make the way we work 
almost unrecognizable to today’s business leaders. In an age of rapidly evolv-

ing technologies, business models, demographics, and even workplace attitudes—
all shifting concurrently—change is not only constant but also exponential in its 
pace and scope. Companies from startups and online businesses to incumbents in 
all industries will experience the effects in far-reaching and transformational ways. 

During a comprehensive, yearlong analysis of the global work landscape, The Boston 
Consulting Group identified 60 major trends propelling this tidal wave, which we’ve 
grouped into 12 primary forces. These forces, or megatrends, fall into four categories. 
The first two address changes in the demand for talent: technological and digital pro-
ductivity and shifts in ways of generating business value. The second two address 
changes in the supply of talent: shifts in resource distribution and changing workforce 
cultures and values. (See Exhibit 1. For a list of all 60 trends, see the Appendix.) 

Together, these forces will revolutionize the way that work gets done in companies 
and will compel leaders to rethink even the most basic assumptions about how 
their organizations function. They will need to discover new ways of organizing, 
performing, and leading, along with new approaches to recruiting, developing, and 
engaging employees. All this in organizations with limitless data, open boundaries, 
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employees and machines working side by side, and rapidly evolving employee  
value propositions. 

BCG has assessed the impact of these megatrends on organizations. In this report, 
the first in the New New Way of Working series, we identify several companies that 
are leading the way. Yet most organizations still have far to go. 

Changes in the Demand for Talent
Six of the forces we identified are having a profound effect on the demand for  
talent. (See Exhibit 2.) We categorize them into two groups: 

 • Technological and digital productivity: automation, big data and advanced 
analytics, and access to information and ideas

 • Shifts in ways of generating business value: simplicity in complexity, agility 
and innovation, and new customer strategies 

Technological and Digital Productivity
The three trends in the realm of technological and digital productivity are arguably 
creating the most significant changes worldwide. Enabling advances deemed un-
likely even a decade ago, they are transforming the world of work in unprecedented 
ways. Automation is replacing jobs; big data and advanced analytics are unlocking 
vast customer, operational, and employee insights; and increased access to informa-
tion and ideas is blurring the boundaries of traditional institutions.  

Automation. Although companies have been gradually automating for decades, 
recent advances in areas such as robotics and artificial intelligence are not only 
obligating people to work side by side with machines but are also creating replace-
ments for human workers—even in fairly sophisticated jobs. 
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For example, Amelia, a cognitive agent developed by IPsoft, can assume a variety of 
service desk roles, including technology support, customer care, and procurement 
processing. In manufacturing, industrial robots already handle a number of repeti-
tive production tasks. These robots once cost upwards of $500,000 and were fairly 
limited in their abilities. Today’s robots, such as Baxter, by Rethink Robotics, cost 
only $22,000 for a basic model and are flexible and trainable. 

Automation will replace assembly line and office workers even as companies re-
quire increasing numbers of programmers and other highly skilled digital talent, 
along with an enormous upgrade in the skills and capabilities of these workers. As 
machines assume a greater role in the workplace—turning virtual reality into the 
new reality of the working world—humans will clearly have to adapt.

Companies will need to develop talent in rapidly emerging areas such as data ana-
lytics (including data mining and collection), app development, and user experi-
ence design. In fact, nearly every organizational role will eventually require the use 
of sophisticated technology. In response, individuals and organizations will have no 
choice but to invest in massive, ongoing skill development programs. Similarly,  
executives will need to become far more comfortable leading in a digital world—a 
potential challenge given that many people with the best digital skills are often 
younger than leadership team members and have different working styles. 

Big Data and Advanced Analytics. The past two decades have seen unprecedented 
gains in the storage, processing, and transmission of data, leading to an explosion in 
the amount of information available to businesses around the world. An iPhone 7 
has more processing power than the entire NASA organization had in 1969. Ad-
vanced analytics, in turn, makes it possible to analyze enormous amounts of 
unstructured data, improving forecasting and decision making as never before. 
Through the use of big data and advanced analytics, companies are now able to 
improve marketing, productivity, and other essential aspects of their existing 
operations, lower costs, and gain real-time insights into promising new approaches 
and opportunities. BCG estimates that big data and advanced analytics could 
unlock more than $1 trillion in value annually by 2020.1

Moreover, data analytics can be used to improve employee management and en-
gagement. Companies such as VMware, Saberr, and Humanyze are using “people 
analytics” to predict affiliation and retention and to better understand team dy-
namics. These and other analytic capabilities will transform HR, along with every 
other business function, enabling the delivery of highly customized and effective 
service to internal and external customers. 

The implication for management teams is clear: companies will need to adopt ana-
lytics in every aspect of their operations. Once a novelty, the technology will  
become a basic competitive requirement. As a result, leadership teams will need 
mechanisms for capturing, cleaning, aggregating, and analyzing data. They will also 
need to rely on data, rather than their gut instinct, in decision making. 

Access to Information and Ideas. The ability to tap information and ideas from 
anyone, anywhere, is multiplying exponentially, both for individuals and for busi-
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nesses. As the cost of technology—including both hardware and data—continues to 
fall and global internet penetration expands, recent advances in cloud computing 
and storage are lowering the cost of access and processing. The implications are 
wide-ranging: people can be continuously connected, access data from any location, 
work remotely with ease, and collaborate with their global colleagues in real time. 
They need not even be employees: at several leading IT companies, outside con-
tractors make up almost half of the full-time staff.

Rapidly expanding access is giving rise to crowdsourcing and the sharing economy. 
The most innovative solutions today are being developed by people around the 
world who come together in online communities, internet platforms, and digital 
ecosystems that disrupt the traditional models of venture funding, product develop-
ment, and product life cycle management. 

Crowdsourcing communities such as Kaggle and InnoCentive allow companies to 
“rent” talent without much upfront investment. Instead of hiring full-time employ-
ees, companies can staff projects with the specific expertise needed. And freelanc-
ers come with the added benefit of being well-connected to developments in the 
wider industry, unlike employees, who tend to get caught up in internal dynamics. 
Allstate, the insurance giant, is using Kaggle to host competitions to solve business 
challenges. One such competition led to an algorithm for claims predictions that 
was 271% more accurate than Allstate’s existing model.2

In this environment of temporary and virtual teams, leaders will need to adapt to 
increasingly blurry boundaries between employees and contractors. They will also 
need to rethink the way they engage with talent and how they get their work done.

Shifts in Ways of Generating Business Value
Advances in digital productivity have many benefits, but they also increase com-
plexity and accelerate business cycles. In response, companies need to put a premi-
um on simplicity, agility and innovation, and understanding the needs of customers. 

Simplicity in Complexity. Organizations tend to respond to new challenges by 
adding teams, functions, and departments. As organizations grow, their structure 
becomes increasingly complicated. New silos develop, the number of stakeholders 
involved in decision making increases, and interdependencies between functions 
multiply. The plethora of stakeholders, decision rights, processes, and policies slows 
down every decision and hinders collaboration across departments, reinforcing the 
silo effect. 

Not surprisingly, organizational complexity imposes a tremendous cost, both in 
terms of managers’ ability to meet their goals and employees’ engagement and pro-
ductivity. It is often at the root of a company’s inability to make quick decisions and 
innovate rapidly. A BCG survey of business leaders found that three-quarters be-
lieved complexity was making it harder to meet business goals. Yet only 17% 
thought that their current efforts to simplify would resolve the issue.

Organizations must learn how to manage complexity in entirely new ways if they 
hope to thrive, understanding how to get results without adding more layers, pro-
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cesses, and silos. BCG’s Smart Simplicity helps organizations deal with complexity.3 
The central premise of the approach is that rather than adding organizational  
elements, leaders need to understand desired employee behaviors and then re-
shape the context in which employees work so that they make the right decisions 
on their own. 

Agility and Innovation. A number of innovative approaches that began in software 
development are now being adapted by organizations for non-IT products and 
processes—including agile, scrum, kanban, design thinking, and other creative 
methodologies. For example, Bosch, one of the largest automotive suppliers in the 
world, recently employed flexible organizational structures and agile methods to 
halve its usual development time for calibrating hardware and software compo-
nents for electric vehicles.4

Bringing such approaches to day-to-day work beyond IT requires organizations to 
become far more fluid than the traditional rigid structures allow. In addition, com-
panies must create room for experimentation, rapid prototyping, the testing of new 
ideas, and the introduction of a fail-fast innovation culture. Most important, new, 
agile work processes call for entirely new skills, attitudes, and knowledge on the 
part of employees. Nonetheless, such measures can increase employee satisfaction 
because they empower widely autonomous teams and treat all opinions as equally 
valuable. 

ING, one of the world’s largest banks, has overhauled its operating model in the 
Netherlands to create a scaled agile organization. The company began this multi-
year transformation by focusing on changing employees’ behavior. It introduced a 
new way of working, breaking up internal silos and creating small, interdisciplinary 
teams with members from IT, marketing, product management, business units, and 
other functions. These “squads” had the authority to develop a new product or pro-
cess from start to finish and then focus on a new mission. Over time, the model was 
scaled up and rolled out across the organization. Already, the move has significantly 
increased the pace of development in several areas, boosting speed to market and 
reducing the size of the workforce by up to 30% in some departments.5 

New Customer Strategies. Boundaries between companies and consumers are 
fading as people, informed and enabled by the internet, become more aware and 
demanding. They want personalized offerings and will collaborate with companies 
to help develop the products and services they desire. Procter & Gamble, for exam-
ple, is now getting information about the shelving of its products in major retail 
chains directly from individuals in the stores. The company works with Gigwalk, a 
startup with a network of more than 1 million paid “Gigwalkers,” who check up on 
product displays and availability. In this way, P&G can easily track its execution in 
retail stores and quickly make changes to improve performance. (Even as compa-
nies encourage customers to share information, they must protect the privacy and 
data of those customers.) 

People also want the businesses they frequent to provide more than just value: they 
want to see socially and environmentally responsible behavior as well. Organiza-
tional goals, then, must go beyond profitability to include the subjective aspects of 
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corporate responsibility across the value chain. In response, many companies will 
need to adopt an entirely new approach to engaging customers, continuously evolv-
ing their value propositions to stay ahead of the competition. 

Changes in the Supply of Talent
As these six forces propel a variety of changes in the demand for talent, six social, 
economic, political, and technological forces are shaping the supply. We have divid-
ed these forces into two groups. (See Exhibit 3.) 

 • Shifts in resource distribution: a new demographic mix, skill imbalances, and 
shifting geopolitical and economic power

 • Changing workforce cultures and values: diversity and inclusion, individual-
ism and entrepreneurship, and well-being and purpose 

Shifts in Resource Distribution
An increasingly dynamic global economy has led to shortages of skilled, knowledge-
able employees in some markets and may create a surplus of less-skilled workers in 
others. As Baby Boomers age, the demand for scarce and specialized talent grows, 
and as talent disperses as a result of various geographic, economic, and political  
factors, companies will be increasingly challenged to attract and retain the highly 
skilled people they need. 

A New Demographic Mix. The global population is aging. After rapid population 
increases during the 20th century, birth rates have stalled—and even reversed—in 
many regions. By 2035, one in five people worldwide will be 65 or older. On the 
basis of several simulations using demographic data and global trends, BCG  
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projects a global workforce crisis within the next 15 years, with a labor deficit in 
most of the 15 largest economies, including in three of the four BRIC nations. Given 
that these 15 economies make up 70% of global GDP, the crisis will affect almost 
every large multinational company.6

At the same time, in some emerging markets, the number of young people is still 
increasing rapidly. But many of them do not acquire the skills that would make 
them employable. The challenge is to help them develop those skills, or—for some 
young people—to increase their mobility so that they can find jobs elsewhere. 

Meanwhile, millennial and Generation Z digital natives are entering the global 
workforce with new expectations and orientations. In their search for a healthy 
work-life balance and opportunities for self-expression, they are harder to please 
than their predecessors. They are also harder to retain. 

These demographic shifts will put pressure on companies to devise entirely new 
ways to attract, retain, and develop talent across locations and age groups. They will 
need to hold on to experienced older workers and find ways to facilitate the trans-
fer of those workers’ deep knowledge to incoming generations. For example, Bosch 
has started an initiative in which older and younger employees from different divi-
sions (with at least a ten-year age difference) meet on a regular basis in order to 
learn from each other. The young employees learn best practices and get career  
advice, while the older workers gain insight into new technologies and the use of 
social media.7

Skill Imbalances. The skills and capabilities businesses require are rapidly evolving. 
Even as automation may yield a surplus of unskilled and semiskilled labor, the 
digitalization of products and services is creating an enormous demand for skilled 
digital talent. Nearly half of US and German companies in a BCG survey cited the 
lack of qualified employees as the biggest constraint to a full digital transformation. 
In addition, according to a Gartner study, a third of all technology jobs will go 
unfilled by 2020 because of talent shortfalls. Perhaps that’s why some US colleges 
now offer majors in programs that didn’t even exist five years ago, such as robotics 
engineering, game design, cybersecurity, and data science.8

Companies are trying a variety of unconventional methods to bring in digital talent. 
Facebook, for example, has “acquihired” the employees of more than a dozen com-
panies—buying these companies as much or more for the employees as for the 
business itself. Meanwhile, Citigroup and others are introducing online gaming 
apps, either as recruiting tools or to identify hidden skill sets among employees. 

Others are attempting a more sustainable remedy for skill shortages: developing 
them among the existing workforce, including among many of the employees po-
tentially displaced by automation. Given that many universities are already over-
whelmed with demand, the responsibility for this radical retraining will likely fall 
into the hands of business. Moreover, programs designed for the academic domain 
are increasingly ineffective in building the skills required in the modern workplace. 
Instead, companies are turning to organizations such as Udacity, edX, and Coursera, 
which allow people to receive training while working full-time. 
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For many companies, incubating talent internally is more likely to pay off than de-
pending on the marketplace. To that end, GE has introduced a mobile application 
that prompts employees to work on development areas and provides real-time feed-
back. The company expects this app eventually to replace traditional performance 
management.

Regardless of their current talent situation, companies should systematically ana-
lyze future supply and demand for various jobs under different scenarios and then 
plan accordingly. This approach, known as strategic workforce planning, helps busi-
nesses ensure that they will have enough people with the appropriate skills.9 

Shifting Geopolitical and Economic Power. Talent is more mobile than ever, with 
workers willing to cross borders and cultures to improve their career prospects. Yet 
a number of geographic, economic, and political developments are blocking the 
smooth flow of talent to areas of demand, thereby compounding the overall talent 
shortage. 

The first such development is the emergence of “digital hot spots,” such as Silicon 
Valley, where a high concentration of capital, universities, and entrepreneurial en-
terprises draws disproportionate numbers of technologically skilled candidates. Of 
the more than 60 hot spots worldwide, nine out of ten are in the United States. 
Companies will need to learn how to compete for talent in these locations while  
developing talent in other areas. 

The second is growing protectionism and rising anti-immigration sentiment in 
many regions of the world today, exemplified by Britain’s vote to leave the Europe-
an Union. This trend is forcing global companies to grow their operations or find 
talent elsewhere—even in markets where they have no existing interest. 

Third, income disparity is increasing, especially in developed and rapidly develop-
ing regions. The top 1% of the global population currently owns 48% of the wealth 
and is projected to own 54% by 2026. As a result, the migration of workers from the 
poorest and most rural areas to the richest and most urban areas is accelerating, as 
is the desire of employees to work virtually. Yet, more worryingly, the rising dispari-
ty also means that more and more people are being left behind on the education 
front, unable to afford the ongoing training or reskilling they need to compete. 

Large organizations can address these pressing talent issues by establishing a pres-
ence in digital hot spots or helping new hot spots emerge. They can take full advan-
tage of cloud computing and other technologies to create virtual teams and mecha-
nisms for collaboration across regions. Finally, they can think about how to address 
the growing income gap: providing training and educational opportunities to some 
of the world’s poorest populations would help to reduce the talent shortage world-
wide while creating a socially responsible environment that attracts and retains 
highly skilled employees. 

Changing Workforce Cultures and Values
As the skill shortage increases, new attitudes among talented people are also chang-
ing the workplace—in particular, the growing preference for independent work in-
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stead of dedicated corporate careers. Many people are also stressing the importance 
of three areas: diversity and inclusion, individualism and entrepreneurship, and 
well-being and purpose.

Diversity and Inclusion. As values change across the business landscape, diversity 
and inclusion, often seen as “nice to have,” are increasingly becoming a necessity—
and for good reason. The business case has never been stronger, as studies show 
that diverse teams are much more likely to foster employee engagement and 
improve business performance.10 

At American Express, women make up more than half of the workforce and 21% of 
the board, while 48% of senior management team members are women and/or mi-
norities. The company uses diversity to improve innovation and productivity and to 
reach customers in various demographic segments. Kimberly-Clark increased the 
proportion of women at the director level and above by 82% from 2010 to 2014 by 
building a diversity analytics team assigned to “hardwire” diversity into the busi-
ness. As Sue Dodsworth, the company’s chief diversity officer, explained in Fortune, 
“We want to look, think and behave like the people who use our products. If we 
don’t represent them, we’re not necessarily making all the right decisions.”11 

Some companies are turning to technology to help them improve diversity. For ex-
ample, the use of new technology and online communities can help prevent a high 
bias rate in recruiting. Apple uses a blind recruiting application that hides candi-
dates’ names, photos, and dates in order to mitigate unconscious bias in hiring deci-
sions. Pinterest and American Express are using Jopwell, a career advancement 
platform for black, hispanic, and Native American students and professionals. 

Companies can achieve significant business outcomes from diversity only if they 
make it a part of their core strategy. Not only will they improve performance, but 
they will position themselves as a force for economic and social equality. 

Individualism and Entrepreneurship. Independence is becoming the dominant 
motivator for a large section of the population, particularly for millennials (born 
from the early 1980s to the mid-1990s) and Gen-Zers (born in the mid- to late 1990s 
and after). These younger people tend to get bored doing the same kind of work for 
long stretches, and they are especially interested in independent careers. Empow-
ered by digital platforms and ecosystems, many are choosing entrepreneurship and 
self-employment over traditional corporate employment. 

Among those still interested in corporate jobs, many are keen to experiment with 
new ideas, take long career breaks, and even work part-time as a volunteer or free-
lancer in entirely new fields. A recent survey found that 79% of Gen-Zers want to in-
tegrate education with work and 42% expect to become entrepreneurs.12 In addi-
tion, one study estimates that freelancers will make up half of the full-time 
workforce by 2020.13 

As organizations begin to rent rather than hire talent, they will have to make do 
with a lower level of commitment. They will need to create career paths and roles 
to serve the entrepreneurial aspirations of the highly skilled talent they seek. And 
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leaders will have to tailor their leadership style to the hyperindividualized environ-
ment, finding new ways to empower and inspire individuals and teams in their dis-
persed organization. 

Well-Being and Purpose. Millennials and Gen-Zers, who are taking on an ever- 
increasing role in the workplace, want more from their jobs than just competitive 
compensation: they are looking for well-being. In a recent survey, 62% of millenni-
als said they want a career with social impact, and 53% said they will work harder 
to increase that impact.14 Companies such as Sony are tapping into these aspira-
tions by making social work a part of their internship curriculum. And the benefits 
go both ways. A recent study by BrightHouse, an ideation and branding company 
within BCG that helps companies become more purpose driven, found that compa-
nies with a culture based on shared values outperformed their competitors in 
revenue, profit, employment growth, and stock performance.15 

Moreover, one in five employees said they would be willing to give up 5% of their 
salary in exchange for working from home one or two days a week.16 Offering flexi-
ble schedules and investing in the health of employees—with initiatives such as im-
proving indoor air quality and providing ergonomic furniture and fresh food—are 
ways that companies are meeting this need. Businesses such as Google, Chevron, 
and JPMorgan Chase are already implementing such programs and realizing bene-
fits, including fewer sick days, lower insurance premiums, and more-productive  
employees.17 

As a result of these powerful attitudinal shifts, companies will need to begin mak-
ing job offers that go far beyond traditional compensation and perks, offering in-
stead a comprehensive set of flexible work and development opportunities that ap-
peal to the personal aspirations and values of their employees. Moreover, they will 
need to begin defining their organizations in terms of a unique purpose and work 
to ignite a passion for that purpose. In the future, organizations will be judged not 
just for the quality and price of their products but for who they are—in relation to 
their customers, their employees, and society as a whole. 

The New Age of Work
What changes will these trends bring? As companies respond to the 12 forces, we 
expect several key developments in the next few years.

 • Companies will develop a more fluid sense of what is inside and what is outside 
their boundaries. They will move beyond rigid distinctions between employees, 
outside suppliers, and customers, developing platforms to promote collaboration 
among all stakeholders. Eventually, as value chains break up into networks and 
platforms, the role of the organization will shift from that of a controller of 
resources to that of a facilitator of ecosystems and a conduit for realizing 
individual aspirations.

 • Speed and agility will be essential to competitiveness. Many companies will 
look to break up entrenched departments and reporting lines, opting to organize 
work in smaller and more agile interdisciplinary teams. These teams will learn 
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to work in short “sprint” cycles to produce minimal viable products and services, 
solicit feedback on them, and refine them through rapid iterations. Individuals 
will rotate among projects, training, internal incubators, and even social impact 
initiatives. These agile and innovative approaches, along with design thinking 
and other related methodologies, will soon become the norm, not just in IT 
(where they originated) but across functions and practices.

 • Companies will continually develop (and redevelop) their people, so that they 
are equipped to deal with the tidal wave of change. They will also inculcate 
diversity, inclusion, and flexibility in their corporate DNA. They will shift from 
HR processes, policies, and systems to problem-solving interactions. And as 
flexible, cloud-based software replaces traditional documentation and controls, 
HR will customize its interfaces with employees to better support individual 
needs and desires.

 • The increased prevalence of digital technology and artificial intelligence will 
lead to new job functions and categories—but also to shortages of people with 
the skills needed to fill those roles. Many companies will need to focus more on 
developing digital skills among their current workers or identifying and recruit-
ing potential new hires. In addition, companies will need digital bridge builders: 
intermediaries between employees with specialized digital talent and those in 
nontech roles.

Smart leaders will monitor these changes and experiment with new ways of work-
ing that align with their company’s context and capabilities. In addition, they will 
define their businesses not in terms of their competitive advantages but in terms of 
the purpose that makes them relevant in a rapidly evolving world. 

These 12 trends are complex and interrelated. To cope with them, companies 
need a well-thought-out strategy that can translate into concrete interventions. 

Those that do not develop such a strategy may soon find themselves bumping up 
against nimbler rivals, unable to adapt to the disruption in time. 

In future publications in the New New Way of Working series, we will discuss the 
implications of these trends in more detail as we explore the following topics: 

 • Organizational structures that support more agile and nimble ways of working 
and allow for open boundaries 

 • New ways of developing talent, including leadership talent, that incorporate 
technology and analytics 

 • New models for managing change in an environment of always-on transformation 

 • The value and importance of a corporate purpose, not just as a fad but as a 
differentiator and a source of competitive advantage

Companies will 
continually develop 
(and redevelop) 
employees so that 
they are equipped to 
deal with the tidal 
wave of change.
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APPENDIX
Our yearlong analysis revealed 60 trends, which we consolidated into 12 megatrends in  
four areas. 

TECHNOLOGICAL AND DIGITAL PRODUCTIVITY
Automation: Industry 4.0; artificial intelligence, machine learning, and wearables; digital 
channels; augmented reality; and robotics

Big Data and Advanced Analytics: Predictive technology, integrated tools to optmize 
performance, social media insights, behavioral sensors, and big data

Access to Information and Ideas: Cloud-based technology and the “Internet of every-
thing,” open-source software and processes, open innovation and peer-to-peer technolo-
gy, decreasing degrees of separation, and new capital and infrastructure platforms 

SHIFTS IN WAYS OF GENERATING BUSINESS VALUE
Simplicity in Complexity: The value of simplicity, lean methodologies, the evolution 
from silos to more holistic organizations, specialization, and organizational complicated-
ness 

Agility and Innovation: An accelerating pace of change, increasing uncertainty and 
black-swan events, exponential organizations, agile development, and digital stakes and 
subsidiaries 

New Customer Strategies: Personalization and premium products and services, the 
sharing economy, data security, ethics, and the environment

SHIFTS IN RESOURCE DISTRIBUTION
A New Demographic Mix: The “demographic dividend,” talent scarcity, aging popula-
tions, multiple generations in the workforce, and talent imbalances 

Skill Imbalances: New skills, waning skill life, formal curricula and development, digital 
late-comers, and skills education and reach 

Shifting Geopolitical and Economic Power: Disparity in wages and economic growth 
rates, multiple centers of power, urbanization and resource depletion, migration, and the 
rise of the middle class in developing countries

CHANGING WORKFORCE CULTURES AND VALUES 
Diversity and Inclusion: Multiculturalism, racial and ethnic diversity, gender equality, 
value pluralism, and equitable economic development

Individualism and Entrepreneurship: Freelance work versus employee loyalty, risk 
taking and entrepreneurism, multidisciplinary pursuits, talent renting and freelancing, 
and individualized aspirations 

Well-Being and Purpose: Desire for personal, social, and communal impact; reflection 
and purpose; self-expression; appreciation and respect; and physical and mental health 
and balance



20 Twelve Forces That Will Radically Change How Organizations Work

About the Authors 
Vikram Bhalla is a senior partner and managing director in the Mumbai office of The Boston 
Consulting Group. He is the global leader of the leadership and talent topic and the head of the 
firm’s Leadership and Talent Center in Singapore. You may contact him by e-mail at 
bhalla.vikram@bcg.com.

Susanne Dyrchs is a project leader in BCG’s Cologne office and a member of the firm’s People 
and Organization practice. She is an expert on leadership, talent, and digital HR. You may contact 
her by e-mail at dyrchs.susanne@bcg.com.

Rainer Strack is a senior partner and managing director in BCG’s Düsseldorf office. He is the 
global leader of the human resources topic and was the head of the firm’s People and Organization 
practice in Central Europe, the Middle East, and Africa for ten years. You may contact him by e-mail 
at strack.rainer@bcg.com.

Acknowledgments
The authors are grateful to their BCG colleagues Aditya Chauhan, Benedikt Leying, Kriti Mittal, and 
Johannes Willberg for their contributions to this publication. In addition, they thank Jeff Garigliano 
and June Limberis for their help with the development and writing of this report and Katherine  
Andrews, Gary Callahan, Angela DiBattista, Kim Friedman, Abby Garland, Amy Halliday, and Sara 
Strassenreiter for assistance with editing, design, and production.  

For Further Contact
If you would like to discuss this report, please contact one of the authors.



To find the latest BCG content and register to receive e-alerts on this topic or others, please visit bcgperspectives.com. 

Follow bcg.perspectives on Facebook and Twitter.

© The Boston Consulting Group, Inc. 2017. All rights reserved.
3/17



Abu Dhabi
Amsterdam
Athens
Atlanta
Auckland
Bangkok
Barcelona
Beijing
Berlin
Bogotá
Boston
Brussels
Budapest
Buenos Aires
Calgary
Canberra
Casablanca
Chennai

Chicago
Cologne
Copenhagen
Dallas
Denver
Detroit
Dubai
Düsseldorf
Frankfurt
Geneva
Hamburg
Helsinki
Ho Chi Minh City
Hong Kong
Houston
Istanbul
Jakarta
Johannesburg

Kiev
Kuala Lumpur
Lagos
Lima
Lisbon
London
Los Angeles
Luanda
Madrid
Melbourne
Mexico City
Miami
Milan
Minneapolis
Monterrey
Montréal
Moscow
Mumbai

Munich
Nagoya
New Delhi
New Jersey
New York
Oslo
Paris
Perth
Philadelphia
Prague
Rio de Janeiro
Riyadh
Rome
San Francisco
Santiago
São Paulo
Seattle
Seoul

Shanghai
Singapore
Stockholm
Stuttgart
Sydney
Taipei
Tel Aviv
Tokyo
Toronto
Vienna
Warsaw
Washington
Zurich

bcg.com


