
The future is radically human

The  
future  
of organizations 
is here



In this paper, we’ll discuss what a 

radically human organization looks 

like, and how a different approach 

to transformation can help you 

create a new way of working, 

thinking, doing, and being at 

every level of your organization.

Imagine an organization united behind 
a bold purpose. Where everyone 
feels empowered and supported. 
Where leaders are inspiring and 
authentic, and human potential explodes 
with possibility. An organization that is 
as strong, creative, and energetic as its 
people: a radically human organization.

It’s not just the right thing to be; 
it’s the smart thing to be.

So,  
what’s 
stopping 
us?
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The power of human potential
The qualities that make us human—our sense of 

purpose and search for meaning; our freedom to 

act and make change; our willingness to connect, 

be humble, and empathize; our desire to learn and 

grow; our ability to create—are the very things all 

organizations need to thrive. When organizations 

are at their best, we see people working together, 

overcoming hurdles to achieve common goals. 

They challenge themselves and their environments, 

overturn assumptions, act boldly and with courage. 

This is what it means to be radically human.

The impact can be extraordinary, enabling the best 

aspects of our collective imagination, creativity, 

and perseverance to step up and make a difference 

every single day. We could do incredible things if all 

organizations worked this way.

We saw during the response to COVID-19 the acts of 

brilliance that can be achieved—at speed—when people 

work collectively, united by a common purpose.

Building large-scale critical 
care units in just two weeks1 
redeploying cabin crew 
from airlines to support 
frontline healthcare.2

Bringing pharmaceutical 
capability and academic research 
together to develop a vaccine 
quickly and then manufacture 
and distribute it at scale.3

These are stories of incredible  

human empathy, ingenuity, and agility—

the foundations of the radically human 

way of working.

They have grown 

faster than their 

peers (compound 

annual EBITDA 

growth rates of  

20% to 600%). 

Their innovations 

create significant 

new revenue streams.

Their productivity 

savings have been 

in the hundreds of 

millions of dollars. 

Their employee 

engagement scores 

often top 90% 

and above.4

Our research shows that organizations that have 
successfully transformed to become more radically 
human have seen extraordinary results. 

The business impact

20-600%
90%
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The numbers speak for themselves. If you want 

your organization to achieve outstanding financial 

performance, growth, and engagement, you need to 

be bold, customer-obsessed, and people-focused.

And for that, many will need to 
change how they think and operate.

Of course, it’s challenging to break free from strongly 

held paradigms to new ways of thinking, working, and 

being. But now more than ever, we need these qualities. 

To work through complex global challenges such as 

climate risks and inequality. To meet fast-evolving 

customer expectations as the pace and pressure 

of technological disruption continues to accelerate. 

To make things better for our people, our customers, 

and society.

A radically human 
organization 
relentlessly 
pursues purpose 
by activating the 
power of people to 
achieve prosperity 
for all stakeholders.

What does 
it mean to 
be radically 
human?
There are qualities that are core to humanity: 

The desire to have meaning, to seek purpose, 

to contribute. A sense of agency—that we 

have the power to act. And the ability to think 

critically and creatively, to solve problems 

with empathy and compassion, using both 

our heads and our hearts.

A radical organization challenges its core 

beliefs to find new ways to move forward. 

It acts boldly and with courage. And it’s  

ready to learn and fail. 

When we make radical choices to build an 

environment that allows human potential to 

flourish, we create an organization where 

people feel connected to each other, are 

energized by a common purpose, and can 

shape the structures, systems, and processes 

they need—not just to deliver on financial 

goals, improve society, or address the urgent 

issues affecting our planet, but to deliver on all 

these things and more.
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The pioneers
Some pioneering companies have already 

transformed into radically human organizations 

and are reaping the rewards. Two of the best 

examples we’ve seen are Haier and Syngenta.

Chinese appliance manufacturer Haier took a different 

approach in the pursuit of customer obsession. 

CEO Zhang Ruimin wanted to empower the creativity, 

entrepreneurialism, and commitment of his people, 

but knew a traditional bureaucratic model couldn’t get 

him there. He believed that organization structures 

had to be ‘alive’ to fulfill his goal. So, he put the power 

to act into the hands of his people. To achieve this, 

he dismantled the old-fashioned hierarchy; Haier now 

operates as a network of over 4,000 micro-enterprises, 

each with its own P&L, and employs 100,000 people 

around the world.

This radical model was designed to embed a true 

owner mindset at every level of the organization, 

to create zero distance between its people and 

its customers. Each micro-enterprise focuses 

on creating products and services that change 

one-time customers into lifelong users.

This means giving them autonomy and financial 

rewards in a model Haier calls rendanheyi. Ren refers 

to the employees, dan means user value, and heyi 

indicates unity within the system.5

This approach has helped Haier achieve a 10-fold 

increase in market capital in 11 years, and become the 

world’s largest and fastest-growing home-appliance 

company, with over $2 billion in value created from 

new category entries alone.

Haier:
Co-creating 
for customers

We replaced the bureaucratic 
model with a model based on 
self-employment, self-motivation, 
and self-organization. Our goal is to 
let everyone become their own CEO.

Zhang Ruimin,
CEO, Haier

Over  
$2 billion
in value created from  
new category entries alone
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When agricultural science and technology giant 

Syngenta became one of the first industrial businesses 

to become truly purpose-led, it quadrupled its 

revenue. Its transformation also pioneered a “circular 

economy” business model. 

Syngenta put people and culture first. It clearly 

defined its purpose: to improve global food security. 

In an act of radical transparency, it involved both 

employees and customers not only in defining 

the purpose but also in critical decisions on how 

to make that purpose a reality stripping away the 

barriers between senior leaders and the rest of the 

organization. They became one of the first ecosystems 

that looked beyond profit, co-creating solutions with 

customers, employees, and other stakeholders that 

use science, technology, and research to transform 

how crops are grown. This means more food can 

be safely and efficiently produced—without using 

more resources.

Syngenta:
Working together to 
solve the food crisis

Syngenta is now a completely different company, but the changes have 
compounded over time. You do certain things in stages to get the organization 
to shift its culture and mindset, to start doing things in a different way, to start 
putting the right kinds of practices and ways of working in place. And through 
that, new ideas and new practices generate, which you can then act on.

Clive Smit
Senior Client Partner, Korn Ferry, and ex-Head of People and Organization Development, Syngenta

6 The future of organizations is here



What do radically 
human organizations 
have in common?

The traditional management 
pyramid model is as robust and 
unbreakable as a diamond, with 
cascading layers of command 
and control. Yet, it doesn’t provide 
the value of a precious stone. 

Just as scientists are discovering new 

materials that are both strong and flexible, 

such as graphene, leaders in radically human 

organizations are experimenting with and 

evolving new organizational forms and ways 

of working that are both resilient and agile. 

We see radically human organizations 

operating differently at five levels of 

the organization.

1
Individual people 
Most employees bring high expectations and enthusiasm to their work in an organization. 

All too often that diminishes over time, as their talents are stifled by bureaucracy and they 

are boxed into a tightly defined role and way of working. 

In a radically human organization, everyone has the ability, desire, authority and responsibility 

to make a difference. To learn, experiment, and deliver results.

People are self-aware and prepared to challenge their own assumptions. This helps them 

adapt to constant change, to learn, evolve, and grow. Above all, they are energized by the 

organization’s purpose and are self-motivated to make a difference for their customers, 

colleagues and company, as well as society.

Consider:

• How can you support people to express their innate ingenuity, generosity, and desire to 

make a difference?

• How can you enable them to speak up, share their point of view, experiment if something 

could be done better, and communicate with empathy?

• How can you create a culture of ownership, and give them the authority to act accordingly?
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2
Teams
Radically human teams are grounded in trust, with shared purpose and values. They are 

committed to honest conversations and helping every team-member achieve their potential. 

And they share a commitment to deliver amazing results. Within these parameters, teams can 

focus on outcomes, set new rules, experiment, and make the case to access the resources, 

capabilities, and skills they need to make things happen. The team is the critical unit that 

delivers in any organization.

Consider:

• How can you build teams to work together towards a shared purpose and outcomes, 

rather than to divide and conquer with individual tasks?

• How can you help teams to connect and partner with each other at scale?

• How can you exchange stories within and across teams to build communities that learn 

and grow together?

• How can you create extraordinary candour while building psychological safety?

3
Leadership
Empathetic leaders can inspire movements that bring people together to make the most 

of their individual and collective potential. Based on our experience, alignment is critical: 

if as few as two C-suite leaders are not fully behind a transformation, it won’t work.

At every level of a radically human organization, leaders support people to stretch out of their 

comfort zones and focus efforts on purpose beyond process and profit. They are constantly 

resetting the bar of what is possible, and looking outside the norms for new opportunities, 

insights and talent. They create movements to deliver on extraordinary ambitions.

Consider:

• How can you focus less on one leader with all the answers, and more on leadership?

• Are you providing the support needed for creativity and agency to occur at all levels 

of the organization—to unleash leadership everywhere?

• How can you develop your leaders to inspire movements and generate momentum 

behind them?
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4
The networked organization
Radically human organizations are never complacent. They have the capability to scan 

quickly for disruption, adapt, and let go of ways of working that no longer serve their goals. 

The difference is profound.

Many organizations believe they are transforming, but in reality, most such initiatives tinker 

around the edges of change without getting to the core. For example, what might we 

achieve with a radically flattened and more inter-connected approach? 

Radically human organizations also anchor actions in purpose so they can focus on the 

things that matter most. Their cultural DNA draws on fundamental human values, beliefs 

and symbols—creating networked communities with a deep sense of belonging and focus 

on an ambitious future. 

Consider:

• What is your big, bold purpose, does it inspire and challenge you and how does 

it help you achieve prosperity for all?

• How can you enable growth, and strip out bureaucracy to remove the roadblocks 

to your people doing great work?

• If you did not need to control people, what would your ‘spans of control’ look like 

and what would that do to your structures?

• What technology could enable teams to do what they do best, to achieve more 

than humans or technology could on their own?
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5
Ecosystem
As well as focusing on internal assets and resources, radically human organizations tap into 

a broader ecosystem of aligned partners. Collaborators, customers, vendors, regulators, 

governments, NGOs and even competitors could be part of this networked community. 

United by a common purpose, it is possible to create new sources of value—for the 

organization, its people, its customers, it’s shareholders and society. 

Consider:

• How can you break down the boundaries to exchange ideas and share capabilities?

• How do you foster trust and partnership, given the different goals, perspectives 

and values in the mix?

• What ecosystems do you need to orchestrate, and when are you a contributor?

Re-thinking the 
organizational model

PURPOSE 

PEOPLE TEAMS

ORGANIZATION LEADERS

ECOSYSTEM
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The journey 
to becoming a

organization
human
radically



A new approach to 
transformation
Decades of research tells us that most organizational 

transformations fail to reach their full potential. Why? 

Because all the strategy, planning, and innovation you 

pour into your ambitions are wasted if people aren’t 

side by side with you on the journey.

To truly transform, you need a movement propelled and 

sustained by people across the organization, everyone 

united by a strong vision or purpose. This begins with 

a fundamental shift in mindset, challenging traditional 

thinking and unconscious beliefs:

Why do we exist?

Who are we today, 
and what could we be?

How do we achieve that?

The radically human organization gives people the 

right structures, systems, and resources and gets 

out of their way. When people experience a shift in 

mindset and own the behavior shift, they will create 

new habits and ways of working.

Unleashing the collective ingenuity and intelligence 

of people gives them the power to experiment with 

creative ideas, not only to make genuine change 

happen but to be the change. Our research tells us 

that 76% of employees who feel intrinsically motivated 

exceed performance expectations—highlighting the 

powerful potential of human motivation.6

Bringing out the best in people requires a new way of 

leading and an aligned and committed leadership team. 

It needs to be communicated and experienced across 

the organization to every person, creating a mindset 

shift at scale to pave the way for new ways of working.

It creates more flexible organizations that empower 

great work: building capabilities and responsibilities 

instead of managerial controls, and supporting faster 

problem solving and ambitious thinking at every level 

of your organization—regardless of job descriptions 

or tasks.

75%
of employees who feel 
intrinsically motivated 
exceed performance 
expectations.
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Lessons from hyper-successful 
transformations
The Korn Ferry Institute recently conducted a study 

of transformational companies and identified a set 

of overperformers—hyper-successful transformative 

companies bucking industry trends by doing things 

differently. These companies were seeing compound 

annual EBITDA growth rates of 20% to 600% after 

their transformation.7

The research found three common threads running 

through all these transformations: 

• they had relentless focus around purpose 

and made bold moves in line with it

• they were genuinely customer-obsessed

• they were people-centric at their core.

20-600%
These hyper-successful 
transformative companies 
were seeing compound annual 
EBITDA growth rates of 20% 
to 600% after transformation. 

Be big and bold
The most successful organizations are driven by their purpose and a solid and public focus 

on the triple bottom line of people, planet, and prosperity. They connect everything to this 

purpose and then make bold decisions and big investments.

Companies with an authentic focus on purpose posted compounded annual growth rates 

of 9.85%, compared to 2.4% for the S&P 500. Customers and employees want companies to 

be ethical and sustainable, and they are more loyal to organizations that practice what they 

preach. These companies were also more innovative, investing 115% more in research and 

development than their industry’s average.

The most successful transformers try radically different organizational structures to align with 

their purpose. They challenge traditional business methods. They aren’t afraid to cannibalize 

revenue streams, sell off parts of the business to fund investment, explore partnerships with 

the competition, or change focus completely.

A great example is the Dutch electronics giant Philips. Their purpose is “to improve people’s 

health and well-being through meaningful innovation.” This was behind their decision to 

divest their lighting business and focus on healthcare technology. That purpose-led bet 

paid off when healthcare grew to represent 65% of the company’s income by 2019.iii

1

115% These companies were also more innovative, 
investing 115% more in research and development 
than their industry’s average.
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Obsess about your customers
Customers have never been more demanding. They are more informed, engage with 

companies later in the buying process, and expect the brands they buy into to be ethical 

and sustainable.

The most radically human companies are also customer-obsessed companies. They focus 

on uncovering customers unmet needs and then build and refine products and solutions 

that continuously delight them. This goes beyond focusing on customers’ behavior; you 

need to understand how they think and feel. You cannot do this without one very human 

trait—empathy. Only then can you start to understand what their unmet needs and desires 

really are.

And unmet customer needs are not just about design and features. People expect companies 

to be sustainable, inclusive and treat their partners and employees ethically. The most 

successful transformers also know that an excellent customer experience begins with a great 

employee experience. Employees who truly live the purpose of the organization will become 

the company’s greatest advocates and innovators.

The most successful transformers 
know that an excellent customer 
experience begins with a great 
employee experience.

2

In 2012, Danish energy company Ørsted made the 

bold decision to divest eight of its 12 coal, oil, and gas 

divisions and shift from black to green energy. It is 

now the biggest offshore wind-farm company in the 

world. This was a move former CEO Henrik Poulsen 

has described as “a radical transformation; we needed 

to build a new core business and find new areas of 

sustainable growth.”8

Many oil and gas organizations have followed with 

radical changes in their own core identity and purpose, 

from Neste’s transformation into a global leader in 

renewable biofuels to BP’s change in purpose in 2020, 

which will see it move from being an international oil 

company to an integrated energy company prepared 

to deliver on its net-zero ambition.9

Ørsted:
From black to 
green energy

Between 2013 and 2018, Ørsted’s 
operating profit (EBITDA) increased 
1,325%, and it wants renewables 
to represent 99% of its business by 2025.

1,325%
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Put people first
People need to power your transformation strategies. This starts with your leaders.

They need to be self-disruptive, to have empathy and connect deeply with their teams on a 

very human level. They must be inclusive and encourage people with a diversity of voices and 

experiences to contribute. Leaders in these outperforming companies treat their people the 

same way they look after their customers; they are as talent-obsessed as customer-obsessed. 

They focus on providing the vision and direction and ensuring that their teams have the 

resources they need to do their best work.

They trust their people to bring more value; they expect that, empower it. Even their roles 

are designed to be, on average, 10% more complex than peers in their sector. They build 

structures and processes that embrace the organization’s purpose and positively contribute 

to transformational efforts.

According to our interviews with 171 CEOs and board members in North America and EMEA, 

being radically human also differentiates the best CEOs—they are emotionally intelligent, 

willing to be open, vulnerable, and collaborative.12 

Our study also found that higher ratings for employee experience and brand perception 

resulted in more financial success. When your employees feel respected and believe you’ll 

help them achieve their goals, they’re more likely to find ways to do the same for customers.

3

The most successful transformers tap into a broader 

customer-obsessed ecosystem.

By putting the customer at the center of everything 

it does and empowering its people to act, Microsoft 

has become a cloud-based platform-as-a-service 

business. Since CEO Satya Nadella embarked on 

this transformation in 2014,10 Microsoft’s share price 

has risen—from $37 to $243 (as of May 2021).

We found that the most transformative companies 

have substantially more partnerships in total, on 

average 32% more than companies in the bottom 

third.11 This could even mean partnering with old rivals: 

in Nadella’s first public announcement, he revealed 

that Office products would work with Apple’s iOS, 

bridging a great rivalry of the past.

Microsoft: 
Empathy is core 
to innovation

Empathy is an existential priority for a business. Our business is to 
meet unmet, unarticulated needs of customers. There is no way 
our innovation is going to come about if we do not listen or go 
deep to understand the customer needs beyond what we hear.

Satya Nadella,
CEO, Microsoft
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When a multinational bank partnered with us to support 

its bold digital strategy, we knew that the starting point 

was to disrupt existing thinking. We brought insights on 

the approach of leading technology firms—beyond the 

financial services sector—and explored how these could 

guide a radically different approach to the “agile at scale” 

models espoused by the usual strategy firms.

Using a human-centered design approach, we helped 

them create an agile structure that focused on the  

things that mattered to tech talent, such as the freedom 

to create their own career paths and experiences.  

This freedom to move between different roles and 

markets, inside and outside the bank, tapped into a 

human desire for agency. It created a career lattice rather 

than a ladder, and then they rewired the other talent 

processes to support it.

The Dutch home healthcare service provider Buurtzorg 

has the motto “humanity above bureaucracy,” with a clear 

purpose to help home-based patients become healthy 

and autonomous.13

Buurtzorg’s 16,000 employees are organized into small 

teams. There are more than 1,000 teams of about 12 

people, including nurses and caregivers. Each team is 

responsible for running its own “microbusiness,” united 

by a common platform called Welinked where they can 

ask questions or share knowledge. There are just two 

senior directors, 50 back-office staff (mostly in IT), and 

over 15,000 caregivers. Within a highly regulated industry, 

Buurtzorg’s leaders have a “span of control” of about one 

to 8,000.

And the results are remarkable:

Multinational 
bank: 
Tapping into talent

Buurtzorg: 
A purpose-led and 
radical structure

As well as meeting the business goal 
of more than doubling the pace of 
innovation, the new structure has become 
a significant factor in attracting top 
digital talent to join the bank.

Buurtzorg’s client 
satisfaction scores are  
30% higher than the 
industry average.

30% 67%
Patients regain their 
independence sooner, 
fewer end up in the hospital, 
and overheads are 67% lower.14
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How to 
transform in 
a radically 
human way
So how do you become a radically human 

organization? Every organization’s transformation 

will be different. You can’t just copy and paste the 

Netflix model or the Spotify approach, although 

you can learn from the principles. 

We believe, to ignite the brilliance and creativity of 

your people, to create an organization that delivers 

results as extraordinary as the people within it, 

you need to go on a journey, a quest if you will, 

of imagining, architecting and transforming.

You will build and strengthen your “transformational 

muscle” across the organization as you go. Your people 

will learn how to lead, operate, think, decide, play, 

and adapt in a rapidly changing environment, with 

a mindset shift that empowers ongoing reinvention.

 
TRANSFORM

IMAGINE

 
ARCHITECT

1

2

3
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Imagine   Clarify and inspire
Start with exploring how your purpose can create innovation, deliver new revenue streams, and unlock different 

ways of working. It’s essential to bring in external perspectives to challenge your assumptions and beliefs. 

Only then can you start to reimagine the kind of organization you could become.

Path one: Align the 
leadership team
Focus on the organization’s future potential and 

purpose. Ask yourself the following questions: 

Why are we transforming? What will we become? 

What principles will guide us on this journey?

Syngenta’s leadership team kicked off their 

transformation with a “purpose quest.” They started 

this quest over a few days, and went through creative 

exercises to reimagine the role of the organization’s 

purpose and the principles that would guide their 

transformation journey. This also helped them develop 

strategies to engage their people and partners to 

discover and create the organization’s future together.

Path two: Go deep into why 
you operate the way you do
Self-awareness is power. Examine the beliefs that 

define how you currently work and function, because 

these are what shape your culture. Look for patterns 

around decision making and other processes; you’ll 

discover both your strengths and what stops you 

from being effective.

Invite input from customers and partners about the 

challenges they experience, as well as what they value 

and see is possible for your organization. They can help 

you discover not only your blind spots but also your 

hidden strengths. The aim here is to listen and learn how 

the organization shows up: What do others appreciate 

about you? What value do they want you to bring?  

What opportunities do they see that you cannot? This is an 

enlightening and powerful exercise that will bring insight 

that can lead to new business models and possibilities.

Be curious to learn, and resist being defensive. 

Creating psychological safety is critical to fostering 

environments where curiosity, innovation, and 

openness are hallmarks of your organization.

Path three: Inspire 
a movement
Think about how you can find, connect with, and 

mobilize the real influencers in your organization. 

They are the people who will lead and choreograph 

future ways of working and inspire a movement.

In Microsoft’s most recent 
transformation, which stemmed 
from Nadella’s “growth mindset” 
culture, he told the leaders in the 
organization, “You are the champions 
of overcoming constraints.”15

Inspiring a movement takes patience and curiosity. 

The human mind is complex, and there are different 

ways people process information. Some people may 

need heavy data and analytics, while others may 

need visual imagery. Some gravitate to deep and 

interpersonal connections, others toward numbers 

and logic. Your breakthroughs will come when 

employees trust that their voices matter, and when 

people believe they have a powerful personal reason 

to set self-interest aside for a larger purpose.
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Architect   Create and experiment
In the architect phase, we (re)invent, we experiment, and we identify the things that work best. It’s a rational and 

scalable phase. Through it, you build trust and enable a mindset shift around change by inviting people to hack, 

test, and create new ways of working, practices, and processes by trusting your people’s commitment and insights.

Path one: Build your 
transformation muscle
You need to be able to adapt and constantly transform 

now and in the future. Change and disruption are 

not going away. Consider setting up a Catalyst Team 

drawn from across the business at multiple levels to 

make your transformation journey truly people-led 

and develop the capability to continuously adapt in 

the future. Our transformation research shows that the 

ability to perform and transform simultaneously is one 

of the strengths of a successful organization.

Path two: Hack your 
management system
As management expert Gary Hamel says, “Bureaucracy 

crushes the human soul.”16 Community-based and 

highly visible experiments can help you challenge red 

tape and hierarchy from within.

When Adidas North America CEO 
Mark King sought to turn around his 
business as president, he trusted his 
teams’ commitment and creativity. 
Everyone was asked, “What gets in 
the way of you doing your best work?” 
In just 10 weeks, he inspired 2,000 
people to identify over 10,000 ideas. 
A few weeks later, hundreds of peer-
reviewed experiments had proven the 
impact of these ideas, leading to a 
radical streamlining of the business. 
As people experienced different ways 
of working through these experiments 
and realized they had the power to 
change the things that did not work, 
there was a collective mindset shift. 
Over four years, the North American 
business achieved sales growth of 
50% and tripled its operating margin.16

Seek out bureaucracy and find 
ways to kill it!
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Path three: Develop 
leaders to inspire and 
ignite movements
Within your organization and across your ecosystem, 

leadership needs to change if people are to bring 

their full creativity and impact to work. That means 

leaders will need to move past how things used to be. 

It’s a shift in thinking and working from what is still 

too often a command-and-control environment.

Korn Ferry Senior Client Partner, Shane Cragun, 

researched over three years in 40 countries and 

sectors to discover the nature of this shift. He identified 

five key dimensions to this new leadership work.

Path four: Make “no regret,” 
big, bold moves
During the imagine phase, some “no regret” moves 

will have become very clear. You may realize you need 

to divest legacy businesses if they are not in line with 

what you are now trying to achieve, as Ørsted and 

Philips did. Or you may need to free up capital and 

people to focus investments on purpose-led growth.

Our organizational transformation study found that 

investing in significant mergers and restructuring 

typically pays off when the people part is attended to. 

Companies with the highest leaps in growth also had 

increased merger and restructuring costs compared to 

lower-growth organizations.

The new work of leadership

Charge (master) disruptions

The ability to deeply understand your 
entire competitive ocean in order to master 
disruption and pivot to your advantage  
(the strategic pivot anchor)

INSPIRE A 
MOVEMENT

The ability to inspire  
others in the pursuit of  
remarkable results and 

noble achievements (the 
strategic direction and 
engagement anchor)Generate unstoppable momentum

The ability to maintain a highenergy culture 
over time with an intense focus on the 
movement and remarkable achievements  
(the culture anchor)

Solve unsolvable problems

The ability to introduce rapid, game  
changing and industry altering innovation 

that resets the bar for what’s possible (the 
innovation anchor)

Plug-in your ecosystem

The ability to rapidly acquire new capabilities 
from the external ecosystem when fast pivots 

are needed (the capability anchor)

Developing your leaders and teams to think like this will accelerate growth and innovation through becoming 

more radically human.
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Transform   Choreograph and power
Having learned what works, in this phase your organization begins to recreate itself. People recognize that they 

can do things they were never able to do before. The momentum escalates because they believe change can 

happen and they can create new ways of working for themselves.

When this happens, it’s time to rewire for growth: bringing new capabilities, structures, processes, governance, 

and reward models into play.

Path one: Hardwire in 
new ways of working
Creating and keeping momentum is as vital to the new 

work of leadership as inspiring a movement is in the 

first place. Leaders will be key to helping everyone 

navigate the change and engage with a new way of 

working. This could include bringing in new talent, 

prioritizing development, and reskilling, or even simply 

listening to people’s concerns and hopes. Leaders will 

need to refocus people on the purpose of their 

journey with clear communication and empathy 

for human feelings.

It’s also critical to keep asking, “What do we need to stop 

doing?” Relentlessly getting rid of what doesn’t further 

your vision gives you space for ongoing reinvention.

There is no agility without simplicity. But bureaucracy 

doesn’t disappear from the system naturally. 

Many organizations go through a radical review of 

internal policies, processes, and procedures, replacing 

them with things that make sense for the kind of 

organization you are becoming. This is an opportunity 

to support the genuinely purpose-led, sustainable, 

and inclusive organization you are trying to create.

Path two: Power up 
the catalyst team
This team is vital. They keep everyone focused on the 

guiding principles by which the organization is going 

to evolve. They coordinate initiatives to make sure 

your ideas can scale across the whole business and 

support teams and individuals.

They are your eyes and ears across the organization 

and even beyond, getting a real sense of how your 

transformation is received and where the focus 

needs to be.

The best catalyst teams are volunteers who are 

passionate about being at the heart of change. 

They partner with people across the organization to 

ensure that everybody has a voice and that successful 

ideas are identified, actioned, and scaled regardless of 

where they come from.

Our transformation study also 
found that the most successful 
organizations build transformation as 
a core capability by creating full-time 
change roles, and developing or hiring 
self-disruptive leaders to catalyze 
change across the organization.17 

Path three: Make bold 
moves a reality
The radically human organization can now start 

making those game-changing moves. This may include 

scaling new organizational structures, systems, and 

technology. For example, Netflix’s move into content 

generation of Oscar-winning quality required a 

completely different operating model from that of a 

DVD mail-order business or even an online streaming 

platform. Many of our clients are scaling agile models, 

building new digital capabilities, or creating data 

analytics hubs.

This refocusing can be challenging as you exit certain 

businesses, change previous strategies, or unlearn 

habits. This is where your leaders and influencers 

will play a critical role in sustaining momentum.
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Eight principles to 
guide your journey

Build your 
change capability

Create your catalyst team, drawn from across the 

organization. Their role is to listen, coordinate 

communications, reinforce core messages, and 

help scale what works. This will get your whole 

organization on board so you can get to the 

“early majority” phase sooner.18 Using an agile 

approach to change management and building 

innovation capability across the organization, 

you can keep reinventing on the fly.19

Entice 
great people

To inspire fresh approaches, you need bold thinkers 

and doers across the organization. They may come 

from within: many organizations have untapped 

potential with the right mindset but without the 

experience or training to fulfill it. Find those people 

and help them. But you may also have to look 

externally and bring them in; remember to look 

outside your sector. New hires can be powerful 

catalysts for change and help you speed up the 

process of building new capabilities. Know what 

matters to the critical talent you need and make 

sure that the organization is set up to deliver it, 

or they won’t stay.

Ignite the top team 
and leaders

Engage the top team to create and commit to a 

bold, purpose-powered future, and inspire new 

ways of working with meaningful and commercial 

impact and explore new organizational forms 

and structures that are emerging to deliver this.

Seek out honest feedback from your people, 

partners, and customers to show you what you 

do well and what is not working. Redefine what 

performance looks like. And know that you have 

the power to make a difference. Be honest about 

what will need to change to make this happen, 

including challenging yourself and your own 

beliefs. And help your colleagues build excitement 

and trust around the vision of what you could 

become. Together, discover and collectively 

commit to a bold future.

Shift mindsets—
at scale

Along with business and innovation capabilities, 

your people need the freedom to learn and adapt 

continuously. Standardized learning won’t cut it: 

people need to experience this different way of 

working. You need to help them shift their mindsets 

by creating personalized learning journeys at scale. 

To deliver the ambitions you share, encourage 

experimentation and appreciate that people will 

sometimes fail and that failing fast is part of the 

learning journey. Offer your people the tools, 

training, and ability to create an organization 

that works for them (not the other way around), 

and reward them for it.

1 2

3 4
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Hack the talent and 
management system

Ask your people to reimagine every aspect of your 

organizational system and talent management 

processes—these affect their experience 

and how they feel about your organization. 

Redefine decision-making processes, resource 

allocation, and governance. Strip out bureaucracy 

and give people the power they need to create 

an organization that delivers on its ambitions.

Create agile 
performance and 
reward systems

How do you want your people to think and 

feel about the way they work? It’s time to 

reinvent accountability systems and measures. 

Do your leaders have goals for experimentation 

and innovation? From Nucor to Haier, many 

pioneers have achieved an “owner mentality” 

by creating micro-P&Ls, so people feel the 

responsibility and rewards of achieving results by 

working together. Think of this as a “New Deal” 

that focuses on what matters most to people—

and that is constantly changing.20

Instigate big 
and bold moves

It can be challenging to find the courage to make 

game-changing moves—especially if that involves 

playing a smaller role in a broader ecosystem 

or letting go of legacy products and services. 

The organizations that transform successfully build 

out new digital and data capabilities, explored new 

ecosystem partnerships and invested in mergers, 

acquisitions, and divestitures. These signature 

moves let everyone know how serious the 

organization is about creating a new kind of future. 

They build hope and inspiration that a radically 

different way of working is truly coming.

Reinvent 
organizational 
structures

Aim for zero bureaucracy and less hierarchy. 

You can become more innovative, agile, and 

productive simply by reminding yourself you do 

not need to control your people. But make sure you 

design something that works for delivering on your 

goals and for your people—you need to find new  

ways with connecting with them. Flattening structures 

on paper without understanding how work gets done 

has been a big issue in many transformations. 

We know organizations currently  

experimenting with designs with as few as three 

layers. Organize around the customer journey and 

experience. Who needs to be where, when, and with 

what skills for you to deliver an experience that will 

delight customers? Rethink what an ecosystem would 

mean for your core structures to help you deliver on 

the promise of innovation and agility. Boundaries are 

blurring inside and outside organizations.

5 6

7 8
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Organizations can be human. Our pioneering 

transformers are already leading the way. They have 

combined empathy with courage and humility, shown 

honesty and accountability, self- and collective 

awareness, and a growth mindset. They have flattened 

hierarchies, dismantled barriers to innovation, powered 

their people, and focused relentlessly on customer 

needs. Through this, they have continually lifted 

expectations within the organization and raised the 

bar across their industries. They are wildly successful.

Their success can guide you as we all think differently 

about the way we are going to work.

We believe a radically human approach creates the 

right conditions for organizations to step up and 

transform the way they work—not only for their people 

and their customers but for the prosperity of many. 

This is only possible when people work together.

Transformation isn’t a theoretical exercise or a rigid 

process. It’s a skill you strengthen over time through 

consistent activity. You need to test ideas, learn from 

those experiments, and then make radical changes 

continuously. And you can’t afford to wait for the right 

moment. Change needs to happen at the same time 

as business as usual.

When innovation becomes instinctive, you will be able 

to inspire extraordinary contributions and make a 

lasting impact on our people and our planet.

You will need to be bold in your purpose and your 

vision for the future. Challenge long-held assumptions 

and ways of working. Flatten hierarchies and tear down 

hurdles to innovation. Put people at the center of your 

vision and get out of their way, empowering them and 

supporting their passion and creativity. And become 

totally and utterly customer-obsessed.

Through this, you’ll lift expectations in your business 

and raise the bar across your industry, truly 

transforming into a radically human organization.

Think 
radically, 
be human
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Start your quest for change

Ready to join the movement? It starts with you.  
These six radical actions will set you on your journey.

Redefine performance. 
Think broader, think bold, 
and be human.

1
Start a conversation. What 
would “radical” and “human” 
mean for your organization.

2
Take ownership. 
Choose to be a leader 
wherever you are.

3

Be client-obsessed. Be 
people-obsessed. They are 
the same. And they are you.

4
Focus on what matters. 
Get rid of barriers. 
Be relentless.

5
Connect. Include. 
Align. Partner. 
Inspire a Movement.

6
And if you are still unsure, ask yourself one of our favorite questions:

If not you 
now, then 
who when?
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