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Studying the Coca-Cola Freestyle machine can teach CIOs a lot

about how to build employee experiences that will appeal to the

workforce of the future.

Overview

Key Challenges

Recommendations

CIOs seeking to learn from cross-industry innovation and disruption should:

By 2025, Gen Z and millennials will comprise 91% of the workforce.■

Gen Z and millennials value personalization, self-serve options and unique

experiences more than previous generations, but overall demand for personalization

continues to rise in the retail, media and manufacturing industries.

■

Demand for emerging technology expertise is higher than the current workforce

talent supply.

■

Attract and retain talent by applying the rules of personalization from retail and

manufacturing to self-service employee experience.

■
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Introduction
Empowering employees through self-service may seem like a lofty goal, but it is a

necessity to compete in today’s market. There is a sharp divide into what expectations the

next generations will bring to the workplace. What is meaningful for one employee may

not be as meaningful for others, and much of that preference depends on generational

differences. Unlike baby boomers and Gen X, millennials and Gen Z crave a personalized,

self-service experience. Since millennials and Gen Z will make up 91% of the workforce by

2025, employers cannot afford to ignore this shifting demographic. 1

Identify what can be made available in a self-service employee experience by

hosting a workshop with project leaders, upper management and HR.

■

Define the self-service framework by using the workshop findings to make modular

options, prepare pathways for workflow processes and define access rights to create

constraints on what employees can view.

■
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Analysis

Why Your Best Framework for Employee Experience Might Just Come
From a Vending Machine.

What Is Coca-Cola Freestyle?

Coca-Cola Freestyle is a touchscreen soda fountain introduced by The Coca-Cola Co. in

2009 (see Figure 1).

Figure 1. Coca-Cola Freestyle Machine

The machine features more than 165 different Coca-Cola beverage combinations. Not

every option is listed on the home screen; instead users are guided through an intuitive

interface to customize their drink.

The primary use and benefits can be broken into four primary rules of personalization (see

Figure 2):

Make It Modular — Beverages are grouped into four primary categories. The

customer selects a beverage type from a set group (all drinks, low/no calorie,

caffeine free and fruit flavored).

■
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Coca-Cola took personalization a step further by offering customers a free mobile app

that lets them create and pour Coca-Cola Freestyle mixes, access rewards and experiences

and more, on the go. It also collects customer choices and other information from the

mobile app and uses it to further personalize customer experiences, notify customers of

new flavor combinations and offer special rewards.

The Freestyle machine takes personalization to unprecedented levels.

Figure 2. Rules of Personalization

Prepare Pathways — Customer selects the beverage (e.g., Sprite) and then

personalizes it further by adding another flavor. For example, customers who pick

Sprite see an additional set of fruit flavor add-ons.

■

Create Constraints — Customer does not see every option for every beverage.■

Dig Into the Data — Coca-Cola uses Freestyle data to make a business case for

creating and launching products, such as Sprite Cherry, Sprite Cherry Zero, Coke

Orange Vanilla and Coke Orange Vanilla Zero. In fact, Sprite Cherry is the first drink

brought to market using Freestyle data. The company also added unique buttons for

popular combinations, such as Sprite Cherry Vanilla.

■
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Apply the Rules of Personalization to Employee Experiences

More than 60% of workers feel that their jobs are part of their identity, rather than simply a

paycheck. 2  Companies can show that they understand this by taking the personalization

rules from the Freestyle example and applying them to employee experiences.

Make It Modular

Begin by breaking elements of employee experiences into modules. This should be a high-

level approach with easily defined and understood “buckets.” Essentially, this is the

decision point for selecting the foundation on which you will build workflows that

determine:

Where to Work: Give employees opportunities to work remotely; this should be as

easy as depositing a check remotely, which is a fairly ubiquitous process these days.

Millennial and Gen Z workers enjoy traveling, so rather than lose valued employees

(or potential new hires), let them move! Companies often believe that they will lose

control over remote workers and that productivity will suffer. However, one robust,

nearly two-year study showed just the opposite: an astounding productivity boost

among telecommuters equivalent to a full day’s work. 3 In addition, organizations

with telework policies realize an 18% savings in real estate, electricity and office

expenses. 4

■

When to Work: Flexible work schedules will be critical when attracting and retaining

millennials and Gen Z workers and keeping them engaged. They value delivering on

commitments on time, but prefer working in their own time schedules rather than

committing to a set 8 to 5 daily schedule. They value having time to spend with

friends, volunteer projects and other nonwork activities, even during the traditional

workday. Even today, more than 80% of employees report that they would like more

time to spend with their families. 5

■

What to Work on: All employees want some type of meaningful work. Yes, they will

work when given a paycheck. But they truly thrive when they have opportunities to

stretch beyond their typical roles. This can be critical in areas where the talent pool is

shrinking or there is significant competition for skills. One of the easiest ways to

address this is by enabling digital Kanban boards. A Kanban board is a work and

workflow visualization tool that enables you to optimize the flow of your work.

Physical Kanban boards typically use sticky notes on a whiteboard to communicate

status, progress and issues. Online Kanban boards draw upon the whiteboard

metaphor in a software setting. 6

■
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Prepare Pathways

The initial modules will need to lead to further options. Just as with actual workflows,

these require logic with conditional formatting rules. CIOs can begin by identifying typical

employee peaks and pits.

Figure 3. Enhancing Employee Peaks

Whom to Work With: In addition to allowing colleagues to select work, digital

Kanban boards also allow you to create opportunities for cross-collaboration. This

not only brings a new perspective to challenges, but can uncover new ways to retain

valuable employees who may search outside the organization for other

opportunities. However, not everyone will be able to work with the team of their

choice due to existing skills.

■

How to Advance: If team members cannot work on the project or team of their

choice due to existing skills, provide clear visibility and a defined roadmap for how to

acquire these skills. Millennials and Gen Z learn digitally and are not going to sit in

long training classes or webinars that teach at them. They are accustomed to quick,

practical, YouTube-esque experiences that teach them how to do something — this is

called microburst learning. The workforce of the future does not go to college to

learn technical skills; they go online and immediately absorb.

■

Peaks: “Wins” that inspire employees and increase overall satisfaction, leading to

greater customer service and sales (see Figure 3).

■

Pits: “Losses” that can derail productivity and spread disengagement (see Figure 4).■
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Mitigating Engagement Pits

As important as it is to reinforce engagement peaks, dealing with engagement valleys is

absolutely essential to improving and sustaining employee engagement. Figure 4

illustrates some examples of common engagement pits and how to address them.

First Day VIP: Only 12% of employees strongly agree that their organization does a

good job of onboarding, according to a Gallup poll. 7 A company’s goal is to make

every new employee feel like a VIP on Day 1, from the moment he or she enters the

facility. This includes having the laptop ready with a welcome message, applications

loaded and invites in the calendar. It is also important to have a designated point

person to help address questions on what to wear, where to park and other important

details a new employee would need to know. Remote employees will especially need

the VIP treatment as they seek to engage with their team members and the

organization as a whole.

■

Marathon Streaks: Millennials and Gen Z are used to getting continuous, immediate

feedback. Similar to reaching a goal on a wearable exercise device like Fitbit, acts of

praise for meeting key performance indicators and other metrics are good ways to

keep employees engaged. CIOs can set default tracking for on-time task completion,

overall ratings, training classes taken and number of stretch roles taken.

■

Big Wins: Acknowledge major successes with universal visibility and next steps. For

example, if there’s a huge sales win, the system should automatically post an alert

and set up the next set of calls so prospects can hear the sales representative’s

confidence riding on the win.

■

Promotion: Build upon the excitement around a promotion with a defined roadmap

and defined goals, workflow processes to meet the goals, visibility to progress and

alerts for opportunities to increase skills such as new training classes.

■
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Figure 4. Mitigating the Engagement “Pits”

Create Constraints

Constraints act as guardrails to the prepared pathways, ensuring

security, quality and safety.

No Promotion — Identify stretch roles and automatically assign an available mentor.

To keep new employees from sliding back into a pit, do not hold them to the same

standards as someone who has more experience in that role.

■

Low Rating —Ensure expected skill sets and goals are clearly visible to the employee

throughout the entire year, with the ability to see how to advance past the current

rating. End-of-year ratings can impact engagement (and an employee’s

compensation).

■

Widespread Low Morale — Set alerts to prompt for feedback on a regular basis and

track the number of 360-degree feedback given as one of the peak marathon

streaks. What if it’s not just one person, but an entire team? Retailers have long

listened to the voice of the customer, including hiring mystery shoppers to identify

potential pain points. Yet organizations typically only offer an end-of-year review

cycle. “Voice of the Employee” is something that companies should undertake on a

regular basis to measure morale before it becomes an issue.

■
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If every team member could select from any project or employee list, then project

management and security would become an instant nightmare. CEOs would instantly

have an unmanageable queue, and potential mergers or acquisitions could be leaked to

the competition.

Other constraints include basics of project management and cost optimization. These

include resource capacity, impact on a high-priority projects and costs of a resource.

Highly valued resources will need to have limited access to projects that would demand

too much time and not yield enough ROI.

Required skill sets, security levels and even regions need to be configured to control what

an employee can see and access in the available “what to work on” list. CIOs will require

harmonized visibility to resource costs, resource capacity, project prioritization, strategy

alignment and critical KPIs. This will require integration of core applications such as ERP,

product portfolio management and other applications that contain modules with project

management capabilities.

Once integrated, event-driven workflows will need to be defined across these applications

to create the controls to the business processes. This includes conditional formatting of

what can be viewed in the employee experience.

CIOs can work closely with HR, department heads and the C-suite to determine what

options will be available to specific roles, as well as what will be read-only. For example,

the C-suite may be engaged in an upcoming merger that needs to be kept confidential,

limiting project access to a select few employees. However, a role requiring a certain skill

set level may be visible to encourage team members to develop their talent. This could be

supplemented with direct links to microburst training with certification to measure current

technology skill sets.

CIO and IT leaders will need to implement and integrate applications, as well as define the

initial framework and processes. However, they should ensure that continuous

maintenance is intuitive enough for any team or project leader to define skill set criteria

needed for jobs, including technology, performance, skills (such as languages) and

required security clearance.
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Dig Into the Data

Personalization in retail and subscription services rely upon artificial intelligence (AI) to

analyze vast data points to create modeling of future behavior. Similar to how Netflix or

Spotify makes recommendations for subscribers, CIOs can use AI to identify what

employees will be most passionate about and what will keep them the most productive.

For example:

Gartner has seen a reduction in sabbaticals, but a program like this could be a kind of

internal version.

A recent poll by Partners in Leadership 8 confirmed that when employees are happier at

work, 85% say they take more initiative, 73% say they are better collaborators and 48%

care more about their work. Leaders who understand the correlation between higher levels

of engagement, happiness and productivity can effectively facilitate movement in the

right direction — and have people feel good about it.

Some ideas are easy and inexpensive to implement; others — such as those described

above — are more complex and may require major changes in processes, technologies,

and workflows, and new ways to think about performance metrics. As owners of most of

these things, CIOs can play a huge role in helping to shape the kind of workplace that

attracts and retains the workforce of the future.

Evidence
Gartner conducted the 2019 Gartner CEO and Senior Business Executive Survey

September through December 2018 in order to examine CEO and senior business

executive views on current business issues, as well as some areas of technology agenda

impact. In total, 473 business leaders were qualified and surveyed. The research was

conducted via an online survey (n = 355), telephone interviews (n = 112) and self-

administered paper surveys (n = 6). All respondents were screened for active employment

in organizations with $50 million or more in annual revenue. Sixty percent of respondents

had $1 billion or more and 15% had $10 billion or more in revenue.

Analyzing trends to identify where the organization can nurture internal talent for

future roles.

■

Analyzing project volunteer trends to find out which teams an employee might be

best suited for — whether temporary or permanent

■
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This research was developed collaboratively by a team of Gartner analysts who examine

IT’s role in business, and was reviewed, tested and administered by the Gartner Research

Data and Analytics (RDA) team. The results of this study are representative of the

respondent base and not necessarily business as a whole.

1 Predicts 2018: Expect Generational Impact on Product Design and Manufacture

Manufacturing CIOs must identify and invest in technology applications that can adapt

and scale to the generational shift in talent, customers and products. This is critical as

millennials and Gen Z have already begun changing how products are manufactured,

marketed, sold and disposed.

2 Bob Nelson, Ph.D., “1501 Ways to Reward Employees,” Workman Publishing Group,

February 2012.

In this update to his earlier book, Dr. Nelson provides 1,501 low- and no-cost rewards and

strategies for rewarding employees, drawn from thousands of companies across the

globe.

3  “A 2-Year Stanford Study Shows the Astonishing Productivity Boost of Working From

Home”

Inc.com’s article discusses research that shows the impact of telecommuting on worker

productivity.

4  “The Most In-Demand Hard and Soft Skills of 2019,” LinkedIn

This LinkedIn Talent Blog identifies the top hard and soft skills companies are working

hardest to fill, based on LinkedIn research.

5  “What Not to Do When You’re Trying to Motivate Your Team,” Harvard Business Review

Harvard Business Review discussed the three worst ways to motivate employees and

alternatives that work, according to research.

6  “What Is a Kanban Board?” Planview

This section of the Planview corporate website describes the history and practical

application of Kanban boards.
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7  “10 Gallup Reports to Share With Your Leaders in 2019,” Gallup

In this January 2019 article, Gallup lists and describes the 10 highlights from its

workplace analytics team in 2018 research.

8  “How Positive Accountability Can Make Employees Happier at Work”

Inc.com’s article discusses research that reveals that the best way to boost employee

engagement, morale and retention is to empower them to take ownership over their

circumstances.
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