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FAST COMPANY CASE IN THE NEWS (10 13,132, 13-3]

How Google Humanizes Technology in the Workplace, and You Can, Too

Technology keeps us from interacting face-to-face more often, but Google is changing the way we adapt to this new

era of communication.

he Internet turned 25-years-old

a few weeks ago, a milepost
that commemorates the day Tim
Berners-Lee proposed the cre-
ation of a new kind of "information
management system,” and forever
changed how we live and work.

That the Internet has enabled pro-
found personal and organizational

productivity gains since its launch is
patently irrefutable. But at the same
time, the Internet, along with its ever-
growing progeny of applications,
has an often unacknowledged dark
side: Many of us have become over-
whelmed by it.

Believing it’s easier to commu-
nicate with people electronically,

for example, we've stopped call-
ing each other. According to MIT
technology professor Sherry Turkle,
we don't even e-mail people
anymore—"“our communication of
choice is texting.”

Perhaps because we're uncer-
tain of the expectation of our
bosses, or simply we are seduced
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by the prospect of what may be
awaiting us every time we go on
line, many of us now check our cell
phones 150 times a day. Trends like
these not only suggest that we're
allowing technology to dehuman-
ize us, our incessant connection
distracts us from remaining present
with other people, our work, and
from sustaining any meaningful flow
in our lives.

Using the occasion of the
Internet’s silver anniversary as an
inflection point, | reached out to
Google Human Resources Director,
Dr. Todd Carlisle, to see if his firm
has learned to more successfully
utilize and integrate technology
and even re-humanize it in their
workplace. Here are five of his most
useful insights:

1. Thoughtfully Mix It Up

According to Carlisle, the Google
employees who rely on one kind
of communication—for example,
texting or e-mailing—for everything
and never meet with people in per-
son tend to receive low engage-
ment scores from their direct
reports. Consequently, his guidance
to managers is that they should be
very thoughtful in determining the
best way to communicate in every
situation.

Carlisle he does a calcula-
tion every time he needs to speak
with someone: If the conversation is
going to be a two-minute bacl d
forth, then he'll instant me:
them. If it's going to be longer than
that, he'll instant message them to
see if they have time to live.
Then he must decide if it is better to
speak on the phone or via a Google
video-conferencing Hangout.

Carlisle insists that some mes-
sages are always best delivered
in person, like sharing vision for
the team, for ple. Routinely
being efficiency minded when

communicating will inevitably back-
fire, he says. “So | think what we're
always talking about is, ‘What are
you trying to get across—and what’s
the best methodology?’

One Google VP recently replaced
his newsletter e-mail with a three-
minute YouTube video. According
to Carlisle, “after surveying people
afterwards, we saw employees had
better recollection of it, and overall
more positive feelings toward the
organization.”

2. Let Technology Support
Employees in Their Personal
Lives

The day Carlisle and | met, he had
an 8 p.m. meeting scheduled with
colleague in India; he told me
directly that he had no intention of
staying in the office until then. “I'll
go home, put my kids to bed, and
then take the Hangout from my liv-
ing room. And the person in India
will be getting ready to go to work
(8:30 a.m.), so he’s going to do the
opposite. Before he takes his kids
to school, he'll go to a quiet place,
and we'll have our work meeting.”

Much has been written about
Google’s penchant for workplace
synchronicity—the notion that ideas
get spread and enhanced via con-
versations employees have in the
hallways and cafeterias. Neverthe-
less, the company makes no insis-
tence that people are always in the
office to take a meeting. “We care
that people are happy and produc-
tive,” says Carlisle, “and we're all
trying to be flexible around the stuff
that happens in life.”

3. Leverage Technology to

Give Employees Greater Voice
Traditionally in business, an orga-
nization’s policies and procedures
were crafted and communicated
by people in a Human Resources

department, a process that excluded
much, if any, involvement with line
employees. According to Carlisle,
Google sees its workers as the true
subject matter experts, and pur-
posely makes great use of its shared
document technology to eliminate
all "top-downness from decision
making.”

Recently, a group of individual
contributors petitioned Carlisle to
have their job titles revisited. Rather
than take on the task himself, he
challenged the team to brainstorm
and produce the solution. Leverag-
ing a suite of programs that enables
people to collaboratively create
documents and spreadsheets in
real time, employees in Mountain
View, India, and Dublin were able to
post proposed titles, comment on
what they liked and didn't like, and
evolve the discussion until the task
was completed.

“I'm certain the team will feel
much more empowered [and en-
gaged] by the outcome” says
Carlisle, “because the new job titles
weren't just handed down from
the agement team. They did it
bottom up.”

4. Go High-Tech and Low-Tech

Almost every meeting held today at
Google makes use of the Hangout
program to accommodate employ-
ees unable to attend, or who work
in other locations. Wherever they
are, meeting attendees are able to
use the camera on their phone or
computer and talk face-to-face with
every person participating.

Despite having technology that
so powerfully and conveniently
unites people—and that their
own company created—Google’s
founders and top executives have
intentionally retained one old
school element of leadership com-
munication. Once week, they
make themselves available, live and
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in person, to Google headquarter
employees (interactively beamed
live to all other locations) in town
hall meetings.

“This is not a high tech thing,”
says Carlisle. “This i der priori-
tizing transparency thing.”

5. Encourage People to
Disconnect

If you've ever checked e-mail
after waking up at 3 a.m. to go to
the bathroom, or felt compelled to
respond to a boss’s inquiry on a
Saturday afternoon, it’s consoling to
know that, at least at Google, peo-
ple are giving thought to whether
“always being on” is good for us or
our organizations.

According to new research on
work-life balance, most of us now
approach our jobs in one of two
ways—we're either “Integrators” or
“Segmentors.” And, one of these
methods, it seems, has the clear leg
up on sustaining long-term productiv-
ity and overall human effectiveness.

Segmentors come to work, do
their job, and go after a demanding

day. At that point they are done.
They turn their work-brain off and
turn on their personal-brain. And
the work-brain goes back on
8:00 a.m. the next morning.

Integrators will come home at
night, do some personal things, do
little work, check e-mail before
going to bed, and then first
thing in the morning. Integrators
have looser boundaries between
work and life.

Internal research shows tl
some people say they prefer to
segment and some say they prefer
to integrate. But regardless of pref-
erence is on this, the data shows
Google employees are happier with
their overall well being when they
segment.

One senior Google executive,
someone who manages thousands
of people in the org ion,
appears to be setting a more disci-
plined example. He's conveyed to
his employees that he checks e-mail
only three times a day (an hour in
the morning, an hour after lunch,
and an hour in the evening) making

himself more available to be pres-
ent in all of his human interactions.

Carlisle told me at the end of our
conversation that Google is trying
to “use technology in the most posi-
tive way.” | believe him.

Questions
1. How does using the same

form of communication with
employees hinder ager's
ability to maintain a strong

working relationship with
direct reports?

2. What are some advantages
and disadvantages of Google
managers ing themselves
available live and in person to
employees on a weekly basis?

3. Describe the characteristics
of a Segmentor and an
Integrator. Which type of
employee are you?

Source: From Fast Company, April 9, 2014
© 2014 Mansueto Ventures LLC. All rights
reserved. Used by permission and pro-
tected by the Copyright Laws of the United
States. The printing, copying, redistribution,
or retransmission of this Content without
express written permission is prohibited.
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[LO 14-1, 14-2, 14-3, 14-4]
Big Data Brings Relief to Allergy Medicine Supply Chains

A severe allergy season in parts of the country is pressing providers to get the right medicine to the right pharmacies
at the right time.

Allergy sufferers in the U.S. have levels in New York frequently surg- years, according to data from IMS
had a particularly rough time this ing 25% or more above the Health Inc.
spring, with April and May pollen monthly average for the last three
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But unlike in 2010, when phar-
macies around the northeastern
U.S. sold out of allergy medications,
advancing supply-chain technology
has enabled pharmaceutical compa-
nies to keep their allergy-relief prod-
ucts in stock. Many vendors now
are combining data from thousands
of stores of different retailers and
cross-referencing it with weather,
pollen and other data to make sure
they can meet consumer demand—
and not miss out on potential sales.

“Traditionally about 6% to 10%
of retail s are lost because of
out-of-stock problems,” said Anuj
Agrawal, vice president of product
marketing at McLean, Va.-based
Orchestro. The company has a
team of scientists tl help com-
panies mine big data and better
anticipate future demand. The com-
pany provides web-based software
that allows clients to look at data
reports, and to analyze and custom-
ize the data every day.

“It used to take [vendors] a week
just to aggregate and organize the
data before they could look at a
report and figure out any insights,”
he said. “If it's taking you a week to
organize the data and to see you
have an out-of-stock somewhere,
you're losing.”

Bayer AG, maker of over-the-
counter allergy medicine Claritin,
said it has been using data to get
ahead of nal trends. Mike
DeBiasi, vice president of Bayer's
US. allergy business, his

team started preparing the supply
chain for spring six to nine months
before the allergy season actually
hit, using third-party software that
looked at global warming infor-
mation and modeled allergy and
weather trends.

“There are much  more
advanced modeling tools that we
use now . . . to project and predict
\er trends and allergy suffering,”
Mr. Del i. He said allergy suf-
fering has been particularly bad on
the West Coast and in the Northeast
this year because there has been
relatively less rain, leaving more pol-
len icles in the air. “We had signs
that were projecting heavier allergy
suffering this year than we saw last
year,” Mr. DeBiasi said.

The allergy season typically
starts in the south and moves north,
the executive said. So as the sea-
son progressed in its usual pattern,
Bayer closely monitored data com-
ing in from retailers in the south to
make sure the company was well
stocked in regions to the north, to
make sure inventory was plentiful
going into the season, and winding
down coming out.

The use of data in that way is crit-
ical to retailers as they try to operate
lean supply chains and work with
consumer goods that sell quickly.

Ash Patel, chief information offi-
cer at a Chicago-based data ana-
lytics firm Information Resources
Inc., said his firm can use real-time
data sources like Google Inc’s flu

index, temperature forecasts and
even social media chatter to predict
heightened demand for products
like cough medicines Mucinex and
Robitussin.

Still, the results aren't always
simple. Mr. Patel said cold weather
may drive up demand for cough
medicine, but brutally cold weather
drives sales down. “On the flip side,
when the forecast is for 20 inches
of snow, that drove stock-ups and
people made extra trips to get
everything they needed,” he said.

“We never get it exactly
perfect. . . it's more of an art than a
science,” said Mr. DeBiasi of Bayer.
But “we’re fully supplied in the U.S.
marketplace for the most severe
allergy season in recent history.”

Questions

1. In what ways does Bayer's
operations management
system help improve the
company’s efficiency?

2. What are some of the
advantages of using big data
when it comes to increasing
customer satisfaction? What
are some disadvantages?

3. What strategies can
companies employ to keep
their supply chains lean while
addressing the overall quality
of their products?

Source: Loretta Chao, “Big Data Brings Relief
to Allergy Medicine Supply Chains,” The Wail
Street Journai, May 26, 2015, www.ws.com.
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