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Introduction   

In the 30 years we have worked with leaders, entrepreneurs and teams as 
trainers, consultants and key personnel coaches, we have witnessed many changes. 
Not just in technological advances, but in the way people relate to one another and to the 
world. We have seen shifts in the marketplace, in customer expectations, in requirements 
for employee satisfaction, in change management methods, in processes, procedures, 
and leadership styles. We have seen workplace philosophies and methods evolve, and 
sometimes devolve, over time. We have seen the effects of four generations in the 
workplace and of diversity challenges that have arisen from global connectivity. We  
have seen the effect on leaders and their people of too much change in too short a time. 
Through it all, our focus has been on helping leaders get the best from themselves and 
their people so they are equipped to handle it all.  

Until about fifteen years ago, most leaders felt capable of managing most of the 
challenges they encountered so helping them move their people through change and  
to higher levels of performance was relatively simple. Things began to shift in the  
late-eighties with the emergence of the internet. The pace of change picked up and there 
was a lot for leaders and their people to learn in order to keep up. Baby Boomers and 
many Traditionalists made the technology transition fairly easily. Transitioning to a new 
way of working with people, especially the newer generations, has been another story.   

Around the turn of the century, as Generation X began populating workplaces, 
leaders began lamenting the extreme departure of this new generation from the norm, 
and expressing concern about their behaviors in the workplace.   

As a behavioral psychologist and researcher, Sherry and her team began 
researching this new generation in order to address the concerns leaders continued to 
express. The research continued for twelve years and carried over into the Millennial 
generation. It focused on three areas: (1) the core values of Generation X and 
Millennials, (2) the mindset and behaviors driven by those values, and (3) how these fit 
with prevailing business and leadership models. Core values were studied because they 
don’t change over time. The core values of each generation have always been the drivers 
and sustainers of change. It was in studying the core values of these two generations in 
relation to previous generations and current business and leadership practices that the 
first glimpse of an inevitable power shift emerged. 

At the same time, Marc was traveling the globe teaching leaders a new model of 
leadership and was hearing the same laments and getting the same kinds of questions 
from leaders everywhere he went: “What do we do about these young people? How do 
we get them to follow protocol?” 

As we looked further, we found hundreds of articles about this ever-growing 
problem, and volumes of research, which validated our observation that this was no  
small problem. We collectively began gathering information from leaders and from 



 

 

 

3 
© Copyright Sherry Buffington and Marc W. Schwartz, 2106 

members of every generation currently found in the workplace; Traditionalists,  
Baby Boomers, Generation X, and Millennials.   

What we found was a game-changing zeitgeist that is global in size and currently 
immeasurable in scope.  A zeitgeist is the defining spirit or mood of a particular period in 
history, which is driven by the ideas and beliefs of the time. Those that are a radical 
departure from previously held ideas and beliefs generally result in a shift that brings with 
it dramatic changes. The emerging zeitgeist is creating just such a shift, and one critically 
important part of that shift is the fulcrum of power.  

This appears to be the most dramatic shift in centuries, and one that is likely to last 
for at least fifty years. Leaders cannot escape this power shift, but they can influence it if 
they have the right tools and understanding. Providing these is the goal of this book.   

Power Shift is essentially a SWOT analysis of leadership today and into the future. 
It provides leaders with the information they need to evaluate their strengths, 
weaknesses, opportunities and threats so they are fully aware of the risks involved in 
continuing along the old leadership path, the challenges they are likely to encounter as 
they adopt a new and better model, and the huge benefits of meeting those challenges. 
From a place of deeper awareness, leaders can expand their strengths, minimize 
weaknesses, and take full advantage of the great opportunities that lie before them.   

The shift has already begun and as it gains momentum, it will have a dramatic 
impact on everything from societies to governments to business on every level. Drastic 
change in the workplace is not a matter of if; only when. No leader can afford to miss this 
reality. Those who fail to see and prepare for it may well find themselves without a job 
and perhaps without a company in the not too distant future.   

By 2025 Millennials will dominate the workplace and, since core values remain 
relatively constant over time, learning to meet Millennials where they live is not an option 
for organizations that want to remain viable into the future. The time is short. To 
effectively manage this change and get the best from the emerging workforce, leaders 
must begin preparing right now.  Drastic change can be scary, but it can also be an 
opportunity for tremendous growth.  

The goal of this book is threefold: 

• To present the scary facts so leaders are fully aware and alert. 

• To present the opportunities that lie beyond and within the great power  
shift so leaders can ride that wave to unprecedented success. 

• To provide knowledge and tools leaders can use to forge a new,  
more beneficial and profitable path faster and with the greater ease. 

We are on the threshold of a major shift; one that is inescapable and  
filled with both risk and opportunity. Awareness of both is the key to  
leading change we can all embrace.    
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Chapter 1 – Leadership Myths and Trends 

 This chapter explores eight common myths about leadership and how they have 
adversely impacted decisions, behaviors and outcomes. Current trends and new options 
are also explored. This is by no means an exhaustive list; just the ones we keep running 
into and have found to be detrimental to organizational development and growth. With 
each myth we present the lens through which people view reality as a result of that myth, 
the behavior it induces, the result of the behavior, how that result is trending right now 
and facts that can dispel the myth.     

The myths are: 

  1. Leaders must control people to get results 

  2. Leaders are born not developed 

  3. All good leaders are bold, extroverted types 

  4. People who have led before know how to lead 

  5. People don’t like change and have to be forced to make the 

      changes necessary for company growth 

  6. Employees should be informed of upcoming changes on a “need 

      to know” basis. 

  7. All people are motivated by money and perks. That’s what drives 

      performance. 

  8. People who try to lead with caring rather than control and logic are 

      generally weak and ineffective.  

 As the power shift gains momentum, these myths are likely to create even greater 
challenges for organizations that cling to them. 

 

Chapter 2 – The Khan Conundrum  

Change is hard and clinging to the familiar is easy up to a point. The best 
strategies on Earth lose their effectiveness and can even move into the realm of harmful 
when new information and attitudes render the old obsolete.  A perfect case in point is 
Genghis Khan, the greatest warrior leader of his time. Many tales have been told of Khan 
and his victories. Many organizations have taken Khan’s team-based conquering 
strategies and sought to adapt them to their organization, and many have found that they 
don’t work as expected, and there’s a good reason why. 
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        Khan’s strategies were highly effective in his time and environment. He and his 
descendents ruled for more than a hundred years (1206 -1330). Using Khan’s methods, 
Mongols devastated much larger troops and better supplied armies. In uncivilized 
cultures where brutality is still acceptable, Khan’s methods still get results for awhile.  
But they don’t work in the long run even in uncivilized societies and they don’t work  
at all where civility is expected.  
 
        The fate of Khan and his armies provide a lens into the future of today’s 
hierarchical corporations which continue to function from the obsolete command and 
control model and are unwilling to consider how new information, new systems, new 
strategies and new values inevitably doom the old. 
 
 This chapter explores how Khan built the most effective military organization of his 
time as well as how and why it fell. It also examines memes and compares generational 
values to cultural dynamics to explain the wide gap that exists between typical 
organizations and the Millennial generation.    
  
 
Chapter 3 – Lessons from a Maverick 
 
         This chapter explores how the maverick, Ricardo Semler who, by dumping his 
company’s old management model and adopting an entirely new one, turned his family's 
business, the aging Semco Corporation of Brazil, into the most revolutionary business 
success story of our time. 
 
 Even when the companies led by maverick leaders are wildly successful, 
traditional leaders resist the new model and watch from afar certain that the maverick’s 
company is a house of cards that will soon come tumbling down. Such has not been  
the case for Semler or many others who could legitimately be called mavericks.  
 

Many leaders fear that giving their employees the kind of freedom Semler 
describes would foster an environment where slackers would reign, but studies suggest 
otherwise. Where the right people with the right mindset are selected in the first place 
and placed in the right jobs, they take responsibility for themselves and for seeing to it 
that the company they love is thriving. In such an environment the system naturally self-
corrects. Those who don’t fit the tribal model become too uncomfortable to remain in the 
environment so they either correct their behaviors to fit the tribe or they leave. The trick  
is for leaders to discover what attributes and characteristics best work in their particular 
organization so they can build a powerfully effective tribe, which has a love affair going 
with the company and its mission. Mavericks like Semler prove it can be done and are 
forging paths for others to follow.  
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Chapter 4 – Game Changers  

This chapter explores the three most significant power shifts which have occurred 

over the past 120 years and explains why the latest one is the most significant.  

For generations, the values people learned made managing them relatively easy. 
The Traditional generation (1933-1945), and every generation before them, learned the 
values of obedience, hard work and self-sacrifice. No one questioned authority, or even 
thought to question it. The behaviors driven by these values served an agrarian society 
and the industrial world quite well. Then a few bold souls stepped outside the box and 
had the audacity to challenge authority and unions were born as a result.  

Power shifts occur when generational values depart dramatically from those of 
previous generations. Significant shifts began toward the end of the traditional era and 
have grown larger with each new generation. Not every person in each generation 
follows the trend, of course, but the overall trend sets the standard which the majority  
will adhere to for years to come.   
 
 The First Power Shift was from authoritarian control to personal power  
and was driven by the Baby Boom generation. Baby Boomers, had access to the  
out-of-the-box thinking which innovators promoted through television and other national 
communication sources. They had access to the personal rights philosophies of union 
organizers and civil rights leaders, and they bought into that philosophy.   
 

Boomers had Traditional parents who instilled in them the values of obedience  
and hard work, but Boomers rejected the self-sacrifice value. To accommodate the shift 
in values, organizations began to smooth the rough edges of the authoritarian model that 
then ruled the workplace and to take a more people-friendly approach. They added 
cafeterias with healthy food selections and workout rooms in campus-like settings. Some 
even added on-site daycare centers. These accommodations were sufficient for the Baby 
Boom generation and leaders went back to business as usual thinking everything had 
been handled. And it had been handled…until Generation X entered the workplace.  
  

The second power shift was from personal power to laissez faire.  The values 
of Generation X departed from typical corporate values even farther because their Baby 
Boomer parents instilled different values in them. Generally, Boomers taught their 
children to value personal power and independent thinking and didn’t push the values  
of obedience and hard work as their Traditional parents had. This occurred because the 
Boomers’ perception was that obedience and hard work limited personal power. The 
second power shift was an even greater departure from corporate values which left  
many leaders baffled as to how to manage this generation. 
 

Baby Boomers are notorious for their laissez faire management and parenting 
styles. Boomers saw this hands-off style as a way to promote freedom and personal 
power so that’s what they taught their children and their charges at work. This created  
a problem because centuries of close management didn’t prepare employees to manage 
themselves. The result has been a sort of helter-skelter environment where employees 
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are not sure what to do and so become overly cautious and often disengage. Between 
2000 and 2013 engagement levels have remained pretty much the same according to 
Gallup polls. More than 70% of the workforce remains disengaged. This needs to change 
and is likely to, but in the wrong direction, unless leaders and managers learn to lead the 
emerging workforce.  

 
The Third and most dramatic power shift is from laissez faire to global 

power.  This shift is occurring as the Millennial generation enters the workforce. Their 
values are an even further departure from the standard corporate model. They abhor 
hierarchies and are intolerant of organizations where they exist. They value collaboration, 
work-life balance and making a significant difference in the world, and they can’t see 
working for or even supporting organizations that lack these values.   
 

Because they grew up with the internet, Millennials have a global view which has 
given them a sense of power which no generation before them has ever had. They feel 
connected to the whole world. They see the suffering in Africa, the turmoil in the Mideast, 
the demonstrations in the streets of Egypt, the inefficiencies of governments, the effect of 
corporate greed and the corporations that are guilty of it. They also see opportunities on 
a global scale and can compare organizations around the world, which makes competing 
for top talent and maintaining their loyalties a much greater challenge. From their global 
view, Millennials can see what’s wrong and what needs to be done to make things better 
on a broader scale and they are willing to stand up for what’s right on a broader scale. 
They don’t typically choose to fight, but they do take action. When they see injustice, 
unfairness or lack of cooperation, they simply walk away figuratively (mentally or 
emotionally disengage) or literally (physically walk out the door).  
 
 
Chapter 5 – Getting the Best from People 

 This chapter looks at intrinsic motivators and explains why this is the easiest  
and most cost-effective way to get the best from every employee. 

Extrinsic motivators are temporary at best and for them to continue to work at  
any level, the ante has to be continually increased which, over time, gets very expensive. 
Intrinsic motivation is self-perpetuating. It feeds desires and brings out the genius and 
star power which we believe all people possess when they are functioning authentically 
and optimally. We have found that almost everyone has at least one area where they can 
be exceptionally effective when inherent traits and natural capacity are enhanced by the 
effective development of complementary skills.  

 
In truth, there are no extrinsic motivators, only extrinsic things that positively 

impact intrinsic motivators. If there is no positive impact from an extrinsic effort, no 
motivation occurs. For example, a trophy or award that has no intrinsic value will not 
produce positive results. If there is no intrinsic value placed on awards, receiving one 
may be seen as meaningless and actually act as a demotivator.  
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Chapter 6 – The Performance Platform 
 

This chapter explores three vital factors and explains why they are critical to high 
and sustained performance. It introduces our performance matrix and the factors required  
for the development of the ten most desired employee competencies.  

The Three Vital Factors Are: 

• Capacity 

• Interest 

• Skills 

 

Capacity is an innate factor that cannot be affected by external input. We are born 
with the capacity to do certain things and where capacity is lacking, we cannot perform 
effectively in those particular areas even if the interest happens to be there. A tone deaf 
individual may have the desire to be a famous singer, for example, but lacks the capacity.   

 

Interest and Skills are when employees are underperforming, usually the first 
thing managers do is provide them with some form of additional skills training. We have 
found this to be a backward and frequently counter-productive approach. Until employees 
are interested in learning, no real learning occurs. Until they are interested in doing a 
good job, training, coaching and pep talks are largely a waste of company resources.  

 

 

Chapter 7 – Enforced Versus Legitimate Power  
 

This chapter describes three types of leaders; Enforcers, Abdicators  
and Influencers, and explains why only one of them is truly effective.  
 
 Enforcers are Theory X managers who believe that people are basically lazy  
and need to be pushed to perform. They believe they must force people to do what  
needs to be done and that’s what they do. This produces fear and resistance rather than 
motivation to perform.  So this type of manager generally gets only about 40% of their 
employees’ performance capacity. The environment created by this type of manager is 
either a No Mistakes or a Firefighter culture. In a No Mistakes culture people get called 
out for any mistake they make so they don’t dare innovate or take any risks. Everything  
is by the book, even if the book is outdated and ineffective. In a Firefighter culture no one 
has time to innovate. They are all too busy running around putting out fires.   
 
 Abdicators are weak leaders who generally let their employees decide their own 
actions, but don’t provide them with clear, firm boundaries to work within. They either 
believe that people work best when left to their own devices or they lack the courage to 
make hard decisions and hold people accountable. The reality is that effective teams 
need both flexibility and structure. Without clear and consistent application of rewards 
and consequences, and without solid boundaries to work within, employees feel 
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uncertain and unmotivated to perform. This produces a No Consequences culture where 
even slackers have little to no consequences and where high performers soon lose heart. 
Why make the effort to perform well when slackers get the same benefits as performers? 
  
 
 Though these two styles mismanage in polar opposite ways, both create fear; 
which results in high stress, low productivity, resentment and disengagement.  
 
 Influencers get to know their people and tap into their natural skills, strengths, 
interests and capacity. Their style is collaborative rather than dictatorial (No 
Mistakes/Firefighter) or laissez faire (No Consequences). They connect people to one 
another and to their own best selves, which produces a high degree of enthusiasm, 
engagement, commitment and performance. As Generation X and Millennials take over 
the work force, this is the only style that will work. Influencers produce a healthy culture 
where everyone thrives. We call this a VIP culture. The leader of a VIP culture is a 
visionary, who is influential and progressive (hence the VIP acronym).  
 
 This VIP environment is one of structured freedom where boundaries are clear 
and rewards and consequences are plainly spelled out and consistently adhered to so 
everyone knows exactly what to expect. Yet, within these clear boundaries, there is a lot 
freedom and flexibility in the way one gets his or her job done. VIP leaders have taken 
the best of the theory X and Y styles and combined them into a healthy whole. In a VIP 
culture employees have the strong leadership espoused by theory X advocates and the 
trust and freedom espoused by theory Y advocates, and this healthy combination pays 
big dividends. VIP employees are fiercely loyal to their leader and to the company they 
call home, and they are committed to ensuring that both succeed.  
 

In general, Enforcers use a negative approach, Abdicators take a neutral 
approach and Influencers take a positive approach.   
 
 

Chapter 8 – The Litmus Test  

 
This chapter contrasts highly effective leadership models, such as the Disney 

model, with ineffective ones and explores the reasons why the old management model 
no longer gets good results.  
 
 While it was possible to force people to run a production line faster, it is not 
possible to force cutting edge thinking, innovation or creativity. Disney understood this 
and created a highly people-centric culture with the perfect balance of freedom and the 
high level of structure a production company must have to pull off grand productions.  
 

Disney’s reputation in his day and the reputation of the Disney Company today as 
one of the most reputable and admired companies in both America and the world makes 
it pretty clear that the Disney model works.   
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Chapter 9 – There’s a New Kid in Town  

 
 This chapter explores how Generation X and Millennials view the world and 
respond to it and how organizations can recognize and take advantage of the values  
and talents of these generations.   

 
It explores how global transparency and the ability to communicate instantly  

is driving the power shift.  
 
Before people could see the world in real time, most had no idea whether their 

circumstances were good or bad; whether they were typical of what most people were 
experiencing or very different. They had no idea how much money and privilege the elite 
had compared to them or what privileges they were being denied. Today they do know 
and they are greatly dissatisfied with the huge gaps they are finding.  
 

If the new generations have the knowledge, awareness, drive and determination to 
destabilize or topple governments they are unhappy with, and they do, imagine what they 
can do to companies, no matter what the size. This is not some small change leaders can 
just ride out, it’s an undeniable global force that must be acknowledged and managed. 
Those who don’t will drown in denial.   
 
 
Chapter 10 – Mindset and Energy  

This chapter covers the four environments found in organizations, how the  
four primary performance factors (95% of which are based in mindset) keep many 
organizations stuck in one or more of the three negative environments and how to 
transition to the healthy Structure Freedom environment.   

The Four Environments: 

• Structured Freedom (a healthy environment with clear boundaries  
and the freedom to function well within them) 

• No Mistakes (too rigid and overly structured) 

• No Consequences (too lax and unstructured) 

• Firefighter (an odd combination of unstructured and too rigid) 

In a healthy Structured Freedom environment, boundaries are clear and there 
is no question what will happen when someone steps outside them. Yet, within those 
clear boundaries there is a lot of freedom and flexibility in how the job gets done. 
Employees in this kind of environment often describe their leader as providing them with 
the information, tools and processes they need to do their job well and then trusting them 
to perform. They know there will be a reward for excellence and a consequence for poor 
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performance or behavior, and they know exactly what that is. Almost all employees need 
structured freedom to perform at their best and almost all employees prefer it.      

In a No Mistakes environment, there are very strict rules which everyone is 
expected to adhere to. There is a time to show up to work, a time to take a break and a 
rulebook that no one is to deviate from, even if the rules don’t make a lot of sense. Many 
bureaucracies and governmentally run organizations function in this culture.  

In a No Consequences environment, whatever rules exist are loosely adhered to 
and are inconsistently and unpredictably applied. In this culture no one knows what to 
expect, slackers are given the same consideration as top performers and bullies are 
given free reign. As a result, the top performers generally get disgusted and leave which 
increases the cycle of ineffectiveness.    

In the Firefighter environment, upper management dictates the results they  
want from the team and the team leader is responsible for getting those results, but  
the structure that would allow the level of performance demanded is not there so the 
manager tries to take up the slack by doing much of the work. As a result much of the 
manager’s time is occupied with task management and the people are left to figure things 
out on their own. And, when they fall short, an over-worked, short-tempered manager 
sees another fire to put out and handles it that way.   

 
Chapter 11 – Authentic Leadership  

 
 This chapter provides a deeper view of the attributes of highly effective leaders 
(what Jim Collins called “Level 5 Leaders” in his book Good to Great). We call them VIP 
Leaders because of three qualities high performance leaders have in common. They are 
visionaries, influential and progressive. This chapter also provides specific strategies for 
leading more authentically and influentially.   

 
 Though many leaders continue to hope the new generations will eventually fall in 
line, no generation has ever changed their basic values. Every generation looks at 
successive generations with some degree of puzzlement and generally resists the 
changes the new generations introduce. The difference is that the current shift is bigger 
than past shifts have been and the small adjustments that worked in the past are not 
sufficient today. As in every other time, the changes now sweeping nations and 
organizations around the world will need to be guided by the more enlightened,  
authentic and influential leaders.   
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Chapter 12 – Systems for Success  

 
 This chapter presents steps and strategies for creating a high performance  
culture that supports employees and the company’s goals and mission, and which  
will help leaders ride the wave of change successfully.      
 

This requires a mindset shift in three areas:  

1. Leadership 

2. Environment/Culture 

3. Employee/Employer Relationships 

   
For organizations to survive and prosper, they will need to shift from the old style 

of hierarchical leadership to one of authenticity, engagement and influence. The key for 
any organization or manager/leader is increased awareness and the willingness to move 
out of a locked-in mentality and it is unwise to wait until the “breaking point” when the 
crisis hits and there are few options.  
 

The incoming generations are strong, determined and committed to values which 
on closer examination, are just what organizations need in the fast-paced world we have 
created. To acknowledge, understand and align with them is ultimately to everyone’s 
advantage.  Getting aligned is rather like a surfer riding a giant wave. A great surfer 
knows to head straight into the wave and just at the point where the wave is about to 
engulf them, they change their tactic. They begin to blend and flow with the irresistible 
force of that wave and the wave picks them up and takes them along with it in a most 
enjoyable and exhilarating way. To resist the force of a great wave would be futile and 
dangerous. To blend and flow is to use the force to advantage.  
 

Great leadership has always been about understanding and working around what 
cannot be changed, as well as finding ways to use those forces to positively influence 
what can be changed. By addressing the huge wave of change that is now upon us and 
flowing with it rather than trying to resist it, leaders can learn to ride the crest and 
experience the exhilaration of guiding and directing the greatest power shift in history.  
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