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What Does Digital Transformation Mean for Leaders?

Implications for talent and organisational culture 

「數碼革命」對企業領袖的啟示

對人才和企業文化的衝擊

Lynda R Robey, Anthony T Laudico and Alice Au (區妙馨)

D
rising in prominence, and many organ-

isations are adopting a “fail fast and learn” 

philosophy in order to keep pace with new 

innovations and disruptive technologies.

In a recent conference, both Ashwin Nathan, 

the then Head of Marketing, North America 

E-commerce of PepsiCo, and John Palmer,

senior vice president and chief learning

officer of AT&T, have pointed to the same

pronounced trend – the far-reaching

implications of digital disruption on

traditional approaches to talent strategy,

career development as well as work

arrangement.

Keep asking: “Are we ready?”

“Digital is engulfing our business, and I look 

at it from both external (customer) and 

internal perspectives,” said Palmer. In the 

near future, he anticipates that AT&T’s 

individual and business customers will have 

the power to customise their networks 

themselves, for example, adapting band-

width according to usage needs. 

“Internally, we’re making sure our work 

force is prepared for and ahead of this 

transformation. We should always prompt 

igital forces are disrupting 

and reshaping nearly every 

business sector. Roles that 

did not exist five years ago are

these questions to ourselves: do I have the 

internal talent to pivot and make this 

transformation, or do I need to go external? 

Are the jobs we have today relevant for the 

next five to 10 years?”

He advised mapping competencies more 

than positions, considering the skills it takes 

to remain relevant in existing roles as well as 

those that will be required for future roles. 

It’s also vital that leaders stay abreast of 

emerging roles, such as chief data officers, 

and help foster an organisational culture 

that promotes continuous learning to adapt 

to a shifting landscape. To stay ahead of the 

curve, AT&T is partnering with Georgia 

Tech and online education platform Udacity 

to give employees easier access to advanced 

training in computer science and emerging 

technology platforms.

Consumer-first thinking

“With the ongoing shift in consumer 

behavior to an always-on, digital/mobile 

world, marketing is one of the first functions 

to change radically,” said Nathan. Leaders 

need to help determine whether the 

organisation has enough bench strength in 

marketing, customer orientation and user 

experience expertise to fully seize the digital 

opportunity. As consumer behavior 

continues to shift, different functions in a 

digital ecosystem will be affected, from 

supply chain to IT. “Today, every 

single function in our company has 

to plan for the impact of digital,” he 

said. As digital breaks down silos, 

leaders will need to place greater 

emphasis on finding talent who 

excel at cross-functional collaboration.

Power of learning 

Education and training can give 

experienced leaders an understanding of 

where the business is moving and how 

roles could change. However, while these 

activities can provide a solid foundation, 

according to Nathan, “Transformation 

happens when you’re actually doing it day 

to day.” To more quickly capitalise on data  

flowing into the organisation, PepsiCo 

piloted an internal digital creative agency, 

D3 (demand, design and digital), for which 

Nathan brought in top external creative 

gurus and handpicked marketing talent 

from within the organisation. These 

marketers have completed an 18-month 

rotation in the agency and then leveraged 

their learnings — and digital focus — 

across the organisation. “These teams now 

call themselves marketing technologists,” 

he said. 

This shift to a more digital orientation 

requires that organisations plan for career 

advancement opportunities that did not 
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exist previously. Nathan noted, “Even 

though you may come in as a digital 

expert, you want to have critical 

experiences that get you exposure to other 

parts of the company. As the company 

transforms to compete in a digital-first 

world, your digital experts may one day 

have to run the entire company. At 

PepsiCo, every job I’ve had thus far has 

been one that didn’t exist before I took it; 

part of the reason is we are a company 

(committed) to compete and win in 

digital. However, in each of these jobs, the 

Company has made sure that I am 

building critical skillsets and gaining 

experiences that will prepare me to lead a 

business (unit) one day.” 

Enterprise-wide commitment

Commitment and investment from across 

the entire organisation is crucial. 

According to Palmer, AT&T spends $250 

million on training, and the CEO is 

directly involved in curriculum 

development so that the business 

is aligned from top to bottom. To 

ensure training focuses on the right topics 

in an ever-evolving space, employees 

across the organisation are able to review 

and rate courses as well as curate content 

for future programs. “Having employees 

own part of the transformation results is 

making them much more relevant,” 

Palmer said. Organisational culture also 

plays a vital role in driving and changing 

behavior. PepsiCo has made a concerted 

effort to apply Facebook’s “Done is better 

than perfect” maxim, moving the cultural 

needle toward innovation and 

experimentation. These types of broad 

efforts not only create an environment 

where digital efforts can thrive, but also 
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• How is the accelerated pace of digital disruption redefining the qualities of a good leader?

• Is the existing management team prepared for these shifting dynamics?

• Will the current organisational structure support an evolving digital strategy?

• What does the current organisational culture need to change in order to encourage ongoing learning and innovation?

• Does the board have enough expertise on the opportunities and threats digital disruption presents?

Questions organisations should ask themselves in the era of digital transformation

新思維

serve as a powerful way to attract and retain 
sought-after digital talent.

There is no “done” in digital

New technologies and platforms 

are constantly emerging. Organisations 

must be prepared for continuous 

exploration of digital trends and 

continual assessment of talent strategies, 

from role definition to attraction and 

retention. With their power to influence 

talent decisions and organisational cul-

ture, senior leaders play a critical role in 

helping the organisation succeed amid 

ongoing digital transformation.



Director CPD

H  K  I  o  D
持續進修 2017

Focusing on the fostering of the long-term success of companies and professional development for 
directors, The Hong Kong Institute of Directors (“HKIoD”) is pleased to launch the “Symbol of Credit in 
Director CPD” (“the Symbol”). 

香港董事學會（HKIoD）的宗旨是促進所有公司的持久成就及推動董事續專業進修；為達成使命
，學會欣然推出「董事持續專業進修嘉許標誌」(下稱“標誌”)。

Objectives of introducing the Symbol:

necessary requirement.
Promoting Continuing Professional Development (“CPD”) for directors to strengthen board competence 
in the responsibilities of corporate governance.
Encouraging the pursuit of CPD by directors.

推出「標誌」目的如下：
•  表揚完成本會「董事會培訓課程」並達到相關要求的公司。
•  推廣董事的持續專業進修，增強董事會勝任能力，以履行企業管治責任。
•  鼓勵董事進行持續專業進修。
•  提升公眾對公司董事持續專業進修重要性的意識。

Qualifying for the Symbol:

for a prescribed time within a year will be granted the Symbol for application in the company’s corporate 
and promotional materials such as Annual Report, website and any other corporate collateral. 

獲頒標誌資格：
公司如在規定年份內曾參與本會的「董事會培訓課程」、並達到所需的時數要求將獲頒發嘉許標誌。
該公司可於公司的推廣材料(如:年報、網站及其他企業文案等) 上，加入相關的標誌圖案。

For inquiry of the “Symbol of Credit in Director CPD”, or HKIoD Board Training Programme, please contact 
our training department at 2889-9986 or email to training @hkiod.com. 

如果您對「董事持續專業進修嘉許標誌」，或香港董事學會「董事會培訓課程」有任何詢問，請隨時
與我們的培訓部聯繫，電話2889-9986或電郵至training @hkiod.com。 
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顛覆的範疇之一。」領袖要判斷企業有否

足夠配套全面掌握數碼年代的機會，尤其

在市場營銷、消費者導向和用戶體驗方

面。 隨著消費者行為不斷變化，數碼生態

環境裡的不同職位，由供應鏈至資訊科

技，都會受到影響。Nathan指出：「今

天，我們公司的每一個職位都要為數碼科

技的影響做好規劃。」由於數碼科技打破

常規，企業領袖需更重視尋求擅長跨職能

協作的人才。

知識的力量

教育和培訓可以讓經驗豐富的領袖更了解

企業的未來路向及工作編配可如何蛻變。

建立穩固的知識基礎的同時，Nathan相信

「轉型可在日常營運中一步步實現」。為

更迅速地把蒐集到的數據加以利用，百事

率先在公司創立名為D3(代表需求(dema-

nd)，設計(design)和數碼(digital) )的數碼創

意部。Nathan從外部引入頂尖的創意人

才，同時調派企業內最優秀的營銷人才組

成D3團隊。這些營銷人員已在單位中完成

了為期18個月的工作輪換，然後把從中所

學及數碼為本的精神帶到企業的其他部

門。Nathan說：「我們團隊現在可以稱為

營銷科技專員。」

企業要把發展重心轉向數碼技術，必須訂

下計劃，為從前所沒有的新設職位提供職

業發展機會。Nathan說：「即使你以數碼

專才的身份加入公司，亦會期望從公司的

不同部門累積到重要的營運經驗。隨著公

司在數碼為先的世界中轉型以爭取競爭

力，個別數碼專才有朝一日可能會引領整

家企業前進。在我任職前，我在百事所擔

任過的每一個職位均還未存在。百事決心

在數碼潮流中保持競爭力和領導地位是重

要原因之一。然而，在每一個職位中，公

司都確保我能獲得關鍵的技能和經驗以領

導重要營運。」
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企業面對新一場數碼革命的自省

‧越趨劇烈的數碼革命如何重新定義優秀領袖的素質？

‧目前的管理團隊是否準備好迎接數碼革命帶來的種種變動？

‧目前的企業架構能否支持不斷演變的數碼策略？

‧目前的企業文化要作出甚麼改變，才能鼓勵持續學習和創新？

‧董事局有否足夠專業知識應對數碼革命帶來的機會與威脅？ 

新思維

企業上下整體投入

企業上下的整體投入和資源投放均非常重

要。 Palmer 指AT＆T斥資2.5億美元提供

培訓，CEO更親身參與課程設計，確保機

構上下目標一致。為確保培訓課程能在

不斷演變的環境中緊貼時勢，所有員工

都可對課程作出評價，並為未來的課程

建議內容。 Palmer 說：「讓員工參與轉

型能大大提高兩者的相關性。」企業文

化在確立新思維方面也發揮重要功能。 

百事投入了不少精力去實踐 Facebook 的

格言：「完成比完美更重要 (Done is 

better than perfect)」，引導企業文化朝

向創新和實驗精神。 這些企業層面的努

力不僅創造了孕育數碼發展的環境，也

有助吸引和保留炙手可熱的數碼技術人

才。

數碼字典裡沒有「大工告成」

新科技和新平台不斷湧現。企業必須做好

準備，不斷開拓數碼朝流，及持續評估人

才策略，無論是職位定義以至吸引和保留

人才。企業領袖的角色尤關重要，其於

人才策略和企業文化的影響力，將取決

企業能否在新一輪的數碼革命中持續致

勝。 
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數
碼技術正顛覆和重塑幾乎每個

商業領域。有些現在越來越重

要的職位，五年前根本還未存

在，許多企業開始採納「從快

速失敗中學習(fail fast and learn)」的理念，

以追上科技創新和顛覆傳統的步伐。

在近年的一個研討會上，當時任職百事可樂

(百事)北美電子商務市場推廣總監的Ashwin  

Nathan 及 AT&T 高級副總裁兼首席學習官 

John Palmer，均在會上談及一個顯著的趨

勢 ―― 數碼革新對傳統人材策略、事業

發展和工作編配的深遠影響。

反覆思量：「我們準備好了嗎？」

Palmer說：「數碼科技已在我們的業務中無

孔不入，而我的觀點住住從外部(客戶)和內

部兩大角度出發。」他預計在不久將來，AT

＆T的個人和企業客戶將能自行設定其通訊

網絡，例如根據用量需要調整頻寬。

「至於企業內部方面，我們亦正確保員工做

好準備以應對新一場的數碼革命。我們應該

時刻自問：公司是否享有相關人才啟動和實

現數碼轉型，還是需要引進專才？今天的職

位在未來五至十年還相關嗎？」

他建議公司的人才策略應將重點置於所需的

技能而非職位，而有關技能不但應切合企業

現有所需更要考慮到未來發展。另一重點是

企業領袖需時刻留意新出現的工作職位，例

如首席數據官，以及推行持續進修的企業文

化，以迎合不斷變化的經營環境。為保持領

先優勢，AT＆T正在與喬治亞理工學院和網

上教育平台Udacity合作，為員工提供更方便

的進修途徑，提升其對計算機科學及其他新

興科技平台的專業運用。

消費者為先的思維

Nathan說：「消費者行為正走向永不停竭的

網上/移動通訊世界，市場營銷是最先受到
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