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75 years: A remarkable 
milestone for the Institute
Any organisation that achieves a significant milestone such 

as the one our Institute is celebrating in 2016, has the 
opportunity to reflect on the journey so far and consider 

the road ahead. Consequently, I believe we should be very proud 
of the Institute’s 75 years. As a state of the Institute exercise, I 
thought it would be good to contact three colleagues and find 
out about their Institute journeys – Bill Acres, who is based in 
Warwickshire, Steven Cullen from Birmingham and Peter Storey in 
Staffordshire. I asked each of them three questions.

What is your earliest memory of the Institute?
“In 1970 I changed career and became a trainee work study 
engineer. My initial training was done at Kenneth Knott in 
Birmingham and as I recall, when I worked for Corning in 
Sunderland, they wanted their engineers to be members of the 
Institute.” (Peter Storey)

“I started work in the work study division of Birmingham City 
Council in 1980 and virtually everyone was a member of the 
Institute – probably 90% or more of the 180 staff.” (Steve Cullen)

“Six happy weeks at Harry Mitchell College getting 
my Certificate and learning the basics of good industrial 
engineering. The principles learnt have supported my 
subsequent career in industry and consulting.” (Bill Acres)

Why did you join and get involved with the Institute?
“I remember it was a requirement to join the IMS to take the 
exams and to become a full member.” (Peter Storey)

“I enjoyed the work so decided to take the IMS Certificate 
and then the Diploma, as this was essential to progress within 
Birmingham Council’s work study function.” (Steve Cullen)

“My employers at the time, Scottish & Newcastle Breweries, 
were committed users of industrial engineering techniques 
in their supply chain and supported bonus schemes for both 
warehouse and transport operations. As a team of young 
engineers (led by David McLeod who is still a friend and business 
associate) we happily ranged around the S&N operations doing 
good and keeping order! We also initiated some interesting new 
developments, such as computerised routing and scheduling. 
Happy days!” (Bill Acres)

What does the Institute mean to you now?
“Over the years I progressed through the various stages of 
membership to Fellow in the early 2000s. When I retired I was 
looking for some interests which would keep me in touch with my 
previous working life, so when the opportunity came up to join the 
West Midlands Regional Board I decided to join.” (Peter Storey)

“I want to pay back some of the effort others put into helping 
me develop my career and being active at Institute regional level 
goes some way to achieving this aspiration.” (Steve Cullen)

“My IMS involvement is now with the West Midlands group 
through interesting networking and industrial visits. IMS now 
competes in a crowded marketplace with many other organisations, 
selling everything from quality to business process re-engineering 
to lean. IMS as a professional institute must find a future for itself 
actively leading the productivity debate.” (Bill Acres)

Interesting and revealing responses that speak for themselves. 
Thanks to Peter, Steve and Bill for sharing their thoughts at this 
significant milestone in our history.

Julian Cutler 
Chairman

I believe we should be very proud 
of the Institute’s 75 years.
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NORTH WEST REGION

We were pleased to start the year with a ‘new’ board of 
officers and a very productive meeting which clarified 
for us our aims within our intended programme 

for 2016. Policy decisions were made how we may provide an 
improved service to our IMS members in the Region.

Policy One. That all our events will be held on Saturdays and thus 
encourage both our working and retired members to join us. 

Policy Two. To offer a programme of two visits and a series of 
workshops and mini conferences – half day events.

2016 programme of events 
Visits to the Avro Heritage Museum at Woodford (around July)
and the World of Glass at St Helens (around September). 
Membership Productivity Forums – on IMS related topics.
Case study visit – studying company problem areas and 
situations.
Productivity and performance management for SMEs.
Workshop series – use of key performance indicators (KPIs).
 
More details to follow, so keep an eye on your Journal and make 
contact with your Region Officers during the coming year.

We wish all the IMS members in the North West much success in 
the future and trust that our new approach will assist you with 
your continuing professional development (CPD).

We are pleased to announce that we shall issue our NW 
newsletter by email in March to all current members with details 
of the dates of the 2016 Programme. Plus a news item for the 
grassroots of the IMS, our IMS Associates and the Diploma 
project requirements.

Geoff Yeomans
Chairman 

North West Region

North West Region Board, left to right: Back row – Len Price, Treasurer; middle row –  
Colin Moran, Education Liaison; Ian Cooper, Deputy Chairman; front row – Kevan 
Kelly, Deputy PRO; Geoff Yeomans, Chairman; and Simon Tate, Industrial Liaison

Dr Dennis Whitmore

It is with regret that we have to report the death of Dr 
Dennis Ainsworth Whitmore, on 24 January 2016 at the age 
of 86, following a long illness.

Dennis was for many years, an active member of the 
Institute’s Council of Management and made a significant  
contribution to the life of the Institute over many years. He 
was always a kind and considerate man, who in his own quiet 
and unassuming way, did much to enhance the reputation of 
the Institute.

Dennis had a life-long experience in general management, 
education and performance monitoring. He had university 
degrees in mathematics and physics, performance measuring 
and monitoring, and a doctorate in stress in management. He 
was also a chartered electrical engineer. For his work in the 
field of management services he was made an Honorary Fellow 
of the Institute of Management Services; the award cited him 
as being: ‘widely acknowledged as being the leading authority 
on work measurement in Britain and certainly among the 
foremost internationally’.

He wrote and contributed to 14 books in the areas of 
management sciences, performance measurement and 
productivity, together with several articles and conference 
papers.

Dennis was widely respected for his consultancy experience 
in such fields as manufacturing, local government and in the 
petrochemical industry in the UK and abroad.

Dennis will be sadly missed by his many friends within the 
Institute and our sincere condolences are extended to his 
wife Helen.

David Blanchflower
Chairman

Media Committee

It was with great sadness that I learned of the death of 
Dr Dennis Whitmore. I only knew Dennis through our 
association with the Institute and at all times found him to 

be a committed and enthusiastic supporter of the IMS, and I 
would like to offer his wife my deepest condolences.

A lasting testament to Dennis’s contribution to the 
profession of management services and the IMS, will be 
his book Work Measurement. Although the importance of 
systematic work measurement may not be acknowledged 
as widely today, as when the book was published in 1975, it 
remains, in my opinion, one of the most detailed technical 
reference books ever written on the subject of work 
measurement and a worthy memorial to his name.

Ray Martin
Chairman, Eastern Region
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SCOTTISH REGION NEWS

Andrew Carnegie 
workshop

A workshop was held at Queen Anne High School, 
Dunfermline, on Saturday 28 November, 2015, the aim 
of which was to discuss different aspects of Andrew 

Carnegie’s career. 
Rhodri Jeffreys Jones, professor of American history, 

Edinburgh University, looked at the Homestead strike, and 
tried to assess what this said about Carnegie’s attitude towards 
his employees.

Dr Fabian Hilfrich, lecturer, Edinburgh University, considered 
Carnegie’s anti-imperial ideas and his motives in establishing the 
endowment for international peace.

Dr Annie Tindley, senior lecturer in history, Dundee University, 
looked at Carnegie’s attempt to reinvent himself as a highland 
landowner at Skibo in Sutherland.

Ewen Cameron, Professor of Scottish history and 
palaeography, Edinburgh University, tried to assess Carnegie’s 
relationship with Scotland, particularly the Carnegie Trust for 
the Universities of Scotland and other Scottish issues.

The workshop was well attended, with some robust and 
interesting discussion.

The Adam Smith  
Global Foundation

The Adam Smith Global Foundation will hold a fund-raising 
dinner with traditionally inspired entertainment and food 
on Friday 22 April, 2016.

2016 will be a particularly exciting year for the Foundation 
with many events being planned including the opening of the 
Adam Smith Heritage Centre, at 1 Adam Smith Close, Kirkcaldy. 
Details of all the events will be notified in due course.

Fife Golf Challenge

The 2016 Fife Golf Challenge will take place at Elmwood 
Golf Course, Stratheden, Cupar, KY15 5RS, at 1pm on 
Friday 6 May.

Once again, the event will be organised by Elmwood College’s 
golf management students, who will handle everything from 
tee-times to prize giving. This will then form part of their 
assessed work for their HND.

Why not come along and help support the students? 

Dr Andrew Muir 
Scottish Region Secretary 

WEST MIDLANDS

The West Midlands 
Region Spring 
programme

The following events are planned

Bletchley Park, Bletchley, Bedfordshire – a tour at 11am on 
Saturday 12 March of the World War II ultra secret code breaking 
centre, which cracked the Enigma codes regarded as unbreakable 
by the German forces. The code breaking was organised on an 
‘industrial scale’ including using early computers and is estimated 
to have shortened the war by two years. 

A visit at 2pm on Tuesday 26 April to the Amazon distribution 
Centre, Rugeley, Staffordshire, to see how Amazon satisfies 
customers’ online orders. This is an opportunity to learn more 
about how technology is transforming our retail experience. 

A visit to Gloucester and Warwickshire Steam Railway in 
Teddington, Gloucestershire, on Saturday 14 May at 11am. 
Members and their family and friends are welcome and the Day 
Rover Ticket is £16 per adult.

For further details please contact Julian Cutler Region events 
co-ordinator at julian_cutler@nfumutual.co.uk

John Hopkinson
Chairman, West Midlands Region

Why Don’t YOU  
Join the IMS
With the advent of life membership we are 
attracting new members. There are still 
people who are engaged in management 
services who are not members and we 
would like them to join the Institute.

We can use our ‘direct entry’ route to fast 
track this and information is available 
from Brooke House.

We very much hope that our existing members will 
make potential members aware of this option.

What Next?
Contact the IMS for an application form 
www.ims-productivity.com • admin@ims-stowe.fsnet.co.uk 
Tel: 01543 266909 • Brooke House, 24 Dam Street,  
Lichfield, Staffs WS13 6AA
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Institute of 
Management 
Services  
75th Anniversary

The year 2016 is an important 
milestone in the life of the Institute 
of Management Services (IMS), as it 
marks the 75th anniversary of the 
formation of the Institute in 1941. 

The IMS as it presently exists can directly trace its history 
back to the first British professional body concerned 
wholly with productivity, which was established in 

1941 as the Institute of Estimators, Planning and Time Study 
Engineers. 

In June 1942, Council decided to change the name of the 
Institute to the Institute of Economic Engineering. After the 
war years the Institute drew up an examination syllabus and 
issued the first of its monthly journals in April 1945, as well as 
publishing a standard text entitled Time Study and Rate Fixing.

During 1946, the Production Control Research Group 
merged with the Institute. In May 1953, the Institute changed 
its name to the Society of Industrial Engineers. In fact, the 
early years of the Institute saw a number of mergers with 
similar professional bodies.

In parallel, the Work Study Society was formed in 1943, 
but in March 1944 the Society changed its name to the 
Motion Study Society, and in April of the following year, they 
expanded this by calling it the Motion Study Society of Great 
Britain. By March 1954, it had changed its name to the Work 
Study Society.

In October 1956, the Society of Industrial Engineers and 
the Work Study Society issued their first monthly combined 
journal Work Study and Industrial Engineering. March 1958 
saw both societies merge under the title of the Work Study 
Society. In May of the following year, the Society again 
changed its name to the Institute of Work Study and in 1961 
invested Russell Currie as its first president.
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The Institute of Management 
Services has become one of 
the world’s major professional 
bodies dedicated to improving 
productivity.

May 1963 saw the Institute of Work Study start negotiations 
for a merger with the Institute of Incorporated Work Study 
Technologists. This Institute had begun life in April 1945 as 
the Institute of Industrial Technicians with a new journal, 
The Time Study Engineer. Again, as a qualifying body, the 
Institute prepared an examination syllabus and in November 
1947 the first examination was held. In July 1960 this Institute 
changed its name to the Institute of Incorporated Work Study 
Technologists.

As a result of talks, both Institutes decided to merge into the 
Institute of Work Study Practitioners on 23 December 1964.

In 1962 the Organisation and Methods Society was formed 
and throughout its development this new society worked 
closely with the Institute of Work Study Practitioners. In 1975 
both bodies merged to form the Institute of Practitioners in 
Work Study, Organisation and Methods. Apart from its length, 
it was evident that the title of the new Institute did not fully 
describe the considerably diverse interests of its members, and 
on 1 November 1978 the Institute again changed its name to 
the Institute of Management Services.

At long last, after so many changes and mergers, the 
resultant Institute now had a name which properly described 
its function and purpose. This name has now been in use 
for over 38 years and the Institute of Management Services 
has become one of the world’s major professional bodies 
dedicated to improving productivity. Lord Thurso is currently 
the Institute’s President.

From left to right: David Blanchflower, John Heap, Dr Andrew Muir,  
Harry Downes, John Lucey
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Among our former Presidents we have been 
honoured by:

Lord Beeching  (1967-1972)
HRH The Duke of Edinburgh  (1972-1976)
Sir Monty Finniston  (1976-1982)
The Lord Chilver of Cranfield  (1983-2001)
Lord Thurso 2001  – present

The history of the Institute’s Journal
The Present Institute of Management Services 
(IMS) Journal Management Services can trace 
its history back 59 years to the issue of Volume 
1 1957 Work Study & Industrial Engineering 
the official Journal of the Society of Industrial 
Engineers and the Work Study Society. 

The present IMS Journal is quite unlike the 
first publication in 1957, in size, appearance, 
quality of paper and indeed the content. Who 
would have ever thought in those long ago 
days that the Institute would in the future be 
producing a journal in full colour.

Life could not have been simpler in those 
long ago days; work study, that great British 
innovation, laid claim to all factors affecting 
productivity improvement. Volume 1, No 2 for 
example, in its 40 small A5 pages, contained 

articles on sociology and operational research, as 
well as the obvious subjects of work measurement, incentive 
schemes and material handling. Work study was a useful 
umbrella profession, so there was no shortage of articles to 
fill the small pocket size edition that was in fact launched in 
the last months of 1956.

The mergers with the Institute of Incorporated Work Study 
Technologists in 1964 and the O&M Society 1975, brought 
along new readers and an Institute that now had some 
24,000 members. Like all mergers, difficulties did arise with 
some members thinking their specialisms were not being 
fully covered in the Institute’s monthly Journal. To O&M 
practitioners work study was a ‘factory thing’ and O&M was 
at times scathingly referred to as work study with gloves on. 
Misunderstandings often arose between the two techniques, 
because work study generally involved improving an existing 
method, whereas O&M usually designed an efficient method 
from scratch.

To O&M practitioners work study 
was a ‘factory thing’ and O&M 
was at times scathingly referred to 
as work study with gloves on.
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In practice, O&M, a long established HM Treasury system, 
increased in importance in the mid 1970s and early 1980s with 
the development of office technology. We often heard the 
term paperless office used, but sadly new technology appears 
to have generated even more paper.

The growth and importance in the late 1960s of 
operational research was reflected in the large number of 
statistical papers appearing in the Journal. These statistical 
papers were not always popular with many Institute 
members. 

In its early years the Journal appeared under a number of 
titles, but in 1976 it assumed its present title Management 
Services. This title was taken for the Journal as at that time 
the trend in many major companies and local government 
authorities was for productivity services of all kinds to be 
grouped within one multi-disciplinary management services 
department.

In the late 1970s, circulation of the Journal peaked as 
students clamoured to join the Institute. To cater for these 
students, the Journal commissioned articles geared to their 
requirements. One series of articles on statistical techniques 
was reprinted as a very successful publication, as were earlier 
series on method study and work measurement. 

With the coming of the 1990s, work study papers being 
submitted for publication in the Journal became relatively few, 
unlike the 1960s and 70s when we had a glut of such papers.

It is hard to imagine today, but in the spring of 1980, the 
Journal editor David Charlton, was ahead of the field in 
searching for authors to write articles on the then newly 
introduced word processor. But even before this, the Journal 
was very forward looking when in 1978, it published papers 
on micro electronics and in 1979 on office automation. 
Indeed, as early as 1975, the Journal had been preaching how 
small office computers would affect staffing levels and help 
combat the scourge of the day, inflation.

The 1960s and 70s saw the Journal grow in size, as more 
and more companies wanted to advertise job vacancies 
within the publication. The great attraction for employers 
was that because it was a monthly publication, they could 
target candidates for their vacancies and recruit quickly. The 
Journal became the main recruiting media for productivity 
related vacancies. At this time we were producing a hundred 
page Journal, with over 40% dedicated to job vacancy 
adverts. We also had large numbers of consultancy firms 

The Institute has always been 
a progressive organisation, 
dedicated to productivity 
improvement. In the past it has 
been innovative as to its own 
structure and mode of operation. 

advertising in the Journal. This advertising revenue played a 
key role in the financial stability of the Institute.

Sadly in the 1980s, the job vacancy bubble burst; employers 
started recruiting less management services staff and job 
advertising in the Journal declined rapidly.

In 1997, due to advances in colour printing technology 
and the resultant much reduced cost of colour printing, the 
Journal became a full colour publication.

The Institute’s Journal is unique in that since its first 
publication in 1957 it has only had four editors. The Journal 
had as its first editor Seymour Hills who after a year passed 
the role of editor over to Harold Williams in 1958. Harold 
had responsibility for producing the journal until 1972 when 
David Charlton became editor. David was editor until 2004 
(32 years) and during that period was ably assisted by Janet 
Smith, assistant editor.

In 2004, the production of the Journal was outsourced 
to Deeson Publishers, with Mel Armstrong as its editor. The 
outsourcing of the Journal marked the end of the production 
of a monthly journal and the introduction of a quarterly 
publication. The move to a quarterly Journal was undertaken 
after assuring Institute members that the same number pages 
of technical articles that had appeared in the previous 12 
issues a year would appear in the four quarterly Journals.

The present Chairman of the Institute’s Media Committee, 
David Blanchflower, has responsibility for the production of 
the Journal. David first became involved with the Journal in 
1978, when he joined the Publications Board giving him 38 
years continuous involvement with the Journal.

Personalities associated with the Institute
Certain personalities have figured prominently both within 
the Institute and though their involvement with the Journal 
over the years. Seymour Hills was one of our home grown 
pioneers, and his tragic accidental death was a great loss 
not only to the Journal, which he helped to launch, but to 
the profession as a whole. Lord Beeching, the Institute’s first 
President, had an important impact on the Journal and the 
Duke of Edinburgh has appeared on the cover more times 
than any other person or subject. We were proud to have his 
Royal Highness as our second President, not simply for his 
prestige, but for his contributions to the profession. It was 
so good that he retained sufficient interest in the activities 
of the Institute to agree to become Patron of the XI World 
Productivity Congress in 1999. 

Lillian Gilbreath was no stranger to the Institute and 
she also carried the banner after the death of her famous 
husband and partner, Frank Gilbreath. Together they were an 
extremely important influence on the Institute. So much so 
that the Institute’s highest award – given occasionally by the 
Institute’s Council of Management to an individual who has 
contributed to the profession of management services – is 
named after the Gilbreaths.

Russell Currie also made a great contribution to the life 
and wellbeing of the Institute. Following the death of 
Russell, the Institute played the lead role in establishing the 
Russell Currie charitable trust and to this day is still actively 
involved with the trust.
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Institute of Management Services
75th Anniversary (1941 – 2016)

1941
Institute of Estimators, Planning and 

Time Study Engineers

1942

Institute of Economic 
Engineering Production and 

Control Research Group

1943
Shaw Society

1944
Motion Study Society

1944
Motion Society of Great 

Britain Institute of Industrial 
Technicians

1946

1953

Institute of 
Economic 

Engineering

Society of Industrial 
Engineers

1954
Work Study Society

1958
Work Study Society

1960 Institute of Incorporated Work Study  
Technologists | Institute of Work Study 1962

Organisation and Methods Society

1964 Institute of Work Study Practitioners

1975
Institute of Practitioners in 
Work Study Organisation 

and Methods
1978

Institute of 
Management Services

2016
Institute of 

Management Services
Text in orange: Mergers

Over the years there have been no fewer than 17 organisations for professional practitioners, starting with the Institute of 
Estimators, Planning and Time Study Engineers which was formed in the Waldorf Hotel, London on 19th October 1941.
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In the late 1970s, circulation of 
the Journal peaked as students 
clamoured to join the Institute.

An Institute of change and innovation
The Institute has always been a progressive organisation, 
dedicated to productivity improvement. In the past it 
has been innovative as to its own structure and mode of 
operation. Originally, the Institute was based in Enfield, 
just outside London. Escalating costs and a need for 
great efficiency of administration resulted in the Institute 
closing its Enfield office in August 2001 and outsourcing its 
administration function to Lichfield.

When, in 2004 it outsourced the production of its Journal 
to an independent publishing house, the Institute retained 
complete control of the publication. As far as we know 
the IMS is the only professional Institute in the UK to have 
completely outsourced all its modes of operation.

In 2005, the Institute introduced life membership and currently 
99% of its members hold life membership. This is unique amongst 
professional Institutes and clearly indicates the high level of 
efficiency within the Institute’s mode of operation, to be able to 
give the members a high level of service at minimal cost.

The future
The Institute is financially very sound, with extensive financial 
reserves which allow it to plan for its future expansion and 
development. It is currently expanding its sphere of influence 
overseas by having recently appointed an education provider 
in the Middle East, which is resulting in students undertaking 
the Institute’s examination in that area. A number of 
education providers abroad are currently interested in being 
officially recognised by the Institute to provide training 
leading to Institute qualifications. These initiatives will all 
result in a growing Institute membership.

Increasingly, many large UK companies and government 
departments are recognising the value of their staff attending 
Institute training courses and becoming Institute members. A 
number of trade unions have also recognised the value and 
standing of the Institute’s qualification as a means of assessing 
the professionalism of staff undertaking productivity studies.

Currently the Institute is developing a continuing professional 
development (CPD) programme that will allow Institute 
members to continue to expand their skills and knowledge. 
Once developed, the CPD programme will allow members 
to process, track and document the skills, knowledge and 
experience that they have gained, both formally and informally 
as they work, beyond any initial training. Once members have 
undertaken a defined level of training and gained sufficient 
knowledge they will be able to obtain Institute certification.

The Institute must be efficient, productive, and competitive 
and most importantly, serve the needs of its members if it is to 
prosper into the future. The innovation and forward thinking 
of the Institute in recent years all bode well for its future 
development and expansion.

David Blanchflower, 
Chairman, Media Committee

Picture shows John Brennan of Scott-Grant (centre) along with the  
winning team of the Institute’s first Management Game 

Longevity of a valued and lasting partnership
– Scott-Grant and the IMS
In today’s world of fleeting partnerships in both 
professional and indeed personal relationships, 
isn’t it refreshing to be able cite an example of true 
‘sustainability’.

Above is a picture taken in 1986 (30 years ago) of the 
winning team of the Institute’s first Management Game 
which was sponsored by Scott-Grant. 

Scott-Grant continues to be a valued partner of the 
Institute and, over the years, that partnership has grown 
even stronger.

Dr Andrew Muir
Immediate Past Chairman of the Institute

Captain of the winning team



UK Productivity Conference 2016
27-29 June
Cleethorpes Pier, Cleethorpes, NE Lincolnshire
The Institute of Management Services is supporting the UK Productivity 
Conference 2016, as part of its 75th anniversary celebrations. As we 
celebrate our rich and successful history, we want to make sure we do so in 
ways that demonstrate our continued relevance and influence.

The Conference is being organised by the Institute of Productivity and  
will be held in Cleethorpes (on the pier!), from 27-29 June, under the 
theme of:

Productivity through and for, People:  
Socially Responsible Productivity Improvement

The IMS will be providing and recommending a number of  
speakers and we hope to see many of you there.

Details and booking information are available at 
www.ukprodconf.com

ty and
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THE Prime Minister of Malaysia, Datuk Seri Najib Razak, 
wants civil service administrators and staff to optimise 
government expenditure, rather than resort to austerity 
measures. In his address at the first 2016 assembly of the 
Prime Minister’s Department, he urged the workforce 
to apply creative thinking and innovation to enhance 
productivity. He stressed that both processes must be 
given priority in the government administration to offset 
external factors that Malaysia has no control over.

He stated: “Optimising the expenditure does not mean 
austerity measures such as making cuts here and there, 
but ensuring that every ringgit is stretched to its fullest 
in benefit and effectiveness”.

The Prime Minister went on to say that increasing 
effort does not entail merely working hard, but using 
our minds to think creatively and innovatively to 
improve productivity. 

Malaysian Civil Service to become more efficient

CAROLYN FAIRBAIRN, CBI Director-General has indicated that her 
four priorities for 2016 include a long-term prosperity agenda; 
raising productivity; successful devolution and contributing to an 
informed debate on the UK’s membership of the European Union.

Carolyn wishes to focus on a long term prosperity agenda, but 
indicates that 2016 also needs to be the year when we get to grips 
with the UK’s chronically weak productivity performance, which 
is 30% lower than in the US and 28% lower than in Germany. She 
indicated that many of the levers for productivity growth lie in 
the hands of businesses themselves. Best practice exists in many 
parts of the UK economy – in automotive, in creative industries, in 
advanced manufacturing, and in technology. She further indicated 
that too many of UK firms have low productivity and are not 
aware of global benchmarks. We can be slower to digitise and 
innovate than global peers.

Carolyn stated: “The UK is changing and the CBI will change 
with it. In 2016, we will be supporting businesses across the country 
to work with local authorities, the devolved administrations and 
regional partners, to use new powers to unlock growth in all parts 
of the UK”.

Confederation of 
British Industry – role 
in raising productivity

PRODUCTIVITY NEWS
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RECENT research carried on behalf of Specsavers Corporate Eyecare 
indicates that providing corporate eyecare schemes can positively 
impact on employee health, wellbeing and productivity.

The independent survey of more than 100 heads of UK 
companies and organisations, representing a minimum of 300,000 
employees, shows that over three-quarters (79%) of employers 
believed having an eyecare policy in place helps with the overall 
health and wellbeing of their staff. 

It indicated that eyecare helped to reduce issues like 
eyestrain, tiredness and headaches for screen users, 84% of 
employers surveyed believed eyecare can help to increase 
productivity at work. 

In addition, 23% of employers stated that they believe eyecare 
in the workplace improves the morale of employees. This, coupled 
with the fact that just 1% of those surveyed believed that the 
benefits of eyecare at work lay in meeting statutory requirements, 

AMONG the 30 leading world industrial democracies, Italy has 
the lowest percentage of graduates. Moreover, one in ten of 
them emigrate because the cost of starting a business there is 
among the highest in the world.

For over a decade, Italy has been losing touch with the 
production standards of the West, and needs to start changing 
course urgently, if it is to stem the loss of its university graduates. 
If it is to avoid a decline in the 21st century, the country has little 
time to lose; radical change will be required. 

The report was written by Dino Pinelli, István P Székely and 
Janos Varga, who presented their opinions on www.vox.eu. None 
of them is well known in Italy, but their ideas matter, since they 

EU Officials urge 
Italy to address 
low productivity

are closely involved in the European Commission’s work on the 
budget and reform programme of Matteo Renzi’s government.

This is not the first time that severe criticisms have arrived 
from abroad on what once was the sixth largest economy in the 
world (it is now the ninth, after Brazil and India). Sometimes, 
however, it is not only the contents of the analysis that matter, 
but who carried it out and when. The first in particular, Dino 
Pinelli, holds a key role, since he is the head of the ‘Italy Desk’ at 
the Directorate General for Economic Affairs in Brussels, which 
has the task of assessing the government’s measures. Székely 
and Varga also hold sensitive posts, with the former a research 
director and the latter an economist at the Directorate General 
in Brussels examining Italy’s budget.

The report indicates that since the mid-90s per capita income 
in Italy has been losing ground to other European economies 
with, ‘total factor productivity’ decreasing (on average by 0.3% 
per year) since the end of the last century. This is almost unique, 
as it has been growing almost everywhere in the rest of Europe 
and above all in the US. This indicator measures the wealth 
created in an hour of productive activity, once all contributing 
factors have been taken into account: working organisation 
and regulations, skills, investment and technology, bureaucracy, 
market openness, infrastructures and energy supplies. It is ‘total 
factor productivity’, more debt or growth, that gives an idea of 
a system’s health, and in Italy, almost uniquely, it has been on 
the way down for 15 years.

Pinelli, Székely and Varga highlight some of the causes of 
this anomaly: not only the very low proportion of graduates 
and basic skills, but also the educational shortfall of young 
people compared to, for example, Poland, South Korea or Spain. 
Difficulties posed by bureaucracy or justice, embodied in the 
prohibitive costs of starting a business, or by Italy’s position at 
the bottom of the table for investments from the more dynamic 
foreign funds, also weigh heavily on the situation.

Eyecare enhances 
employees’ wellbeing 
and productivity

shows a key change in the way that eyecare is now viewed as a 
valued employee benefit in its own right, according to Specsavers.

Jim Lythgow, director of strategic alliances at Specsavers 
Corporate Eyecare, said: “This is a significant outcome, which I am 
sure will have an impact on the way eyecare at work is perceived 
and valued. For many years, Specsavers has extolled the worth of 
corporate eyecare and educated employers and employees on the 
wider benefits it provides. It is rewarding to see that employers 
themselves are now aware of the extensive impact of eyecare. For 
such significant numbers of respondents to see the link between 
eyecare and health, wellbeing, and productivity, really is ground-
breaking for eyecare as a benefit”.
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ACCORDING to a report from the City & Guilds young people 
are putting their future careers at risk because they don’t 
understand the types of jobs that are available across the UK. 

Demand for full-time undergraduate places at UK 
universities rose by 2% in 2015, despite research suggesting 
that less than a third of roles will be available to graduates by 
the time they enter the jobs market.

According to the City & Guilds report Great Expectations 
more than two thirds (68%) of young people plan to go to 
university, despite a third of them not knowing what they 
would study. Just 19% of the 3000 14-19 year olds surveyed 
had considered alternative routes to work, including 
apprenticeships or employment schemes.

Kirstie Donnelly, managing director of City and Guilds, said 
with the average debt on leaving university now standing 
at £44,000, many young people were staking a lot on a “far 
from certain outcome. 

“The research showed a real lack of understanding of the types 
of jobs that will be available, so we’re likely to see many people 

chasing a few jobs whilst other roles go unfilled,” she said.
The City and Guilds report suggested that a single-minded 

focus on university was in part down to poor quality careers 
advice given to young people about the workplace. Rather 
than giving careers advice based on real local labour market 
intelligence showing the jobs that will be available to them, 
14-19 year olds are being exposed to a narrow range of 
careers, with a one-size-fits-all education route to get there.

Andy Durman, managing director of economic modellers 
EMSI, who contributed to the report, called for a new model 
for careers advice in the UK. 

“Instead of focusing on a young person’s likes and dislikes 
and suggesting a suitable career match, we believe a better 
model would match young people and their skills to relevant 
careers that do actually exist in their local or regional 
economy,” He said.

“University can lead to a fantastically rewarding career, but 
it’s important that young people, parents and teachers begin 
to recognise that it’s not the only route.”

University 
Education is a 
‘gamble’ for many 
young people, 
research warns

PRODUCTIVITY NEWS

FIGURES released today confirm that UK productivity is still 
lagging well behind the levels of other G7 nations, as the 
productivity puzzle continues to flummox decision-makers 
in business and government alike. The final estimate for the 
International Comparison of Productivity, released today by 
the Office for National Statistics (ONS), confirms that the UK is 
lagging 18 percentage points behind the average output per hour 
across other G7 nations. According to workplace management 
experts Condeco Software, the UK can stride towards a more 
productive future by embracing the possibilities that technology 
provides for more flexible and collaborative working.

The impact of flexible working on productivity is well-
documented, which in the aftermath of these latest ONS 
productivity figures, shows there is an increased need to 
take the potential of flexible working seriously. In research 
by Vodafone, which surveyed 8000 global employers and 
employees, 83% said they had seen an improvement in 
productivity after introducing flexible working arrangements. 
In addition, 61% of respondents said profits had increased. This 
latest report adds to research suggesting that UK businesses 
could make productivity gains of £8.1 billion by optimising 
flexible working.

Britain’s productivity puzzle makes the 
case for flexible working



 Much more than mail

Industrial Engineer – 
International

At Royal Mail our vision is to be recognised as the best 

delivery company in the UK and Europe. As one of our 

Industrial Engineers, you’ll help us to achieve this, working 

alongside our International Operations team and driving key 

process improvements to increase efficiencies throughout 

the organisation. 

Responsible for mapping, recording, measuring and producing 

engineered time values to help us deliver competitive product 

pricing, you’ll play a key role in performance management 

by reviewing, analysing and making recommendations for 

better on-site operations. Ideally you’ll have a business related 

mathematics or engineering degree, together with experience of 

using tools and techniques such as Databank and Rated Activity 

Study and a strong understanding of lean principles. You’ll also 

bring a strong track record of influencing stakeholders at all 

levels. This is a great opportunity to get involved with teams 

across the group, with real potential to make a lasting impact  

at all levels. 

To find out more visit: 
 

and search for job reference 35103.

Deliver beyond

Royal Mail and the cruciform are trademarks of  Royal Mail 

Group Ltd. © Royal Mail Group Ltd 2016. All rights reserved.
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International  
success for students
It was a tight squeeze at the top of the 
league table for delegates completing 
the Institute of Management Services 
Certificate course during 2015. 

Claiming the title of Student of the Year for 2015 were two 
people, both from the public sector: Paul McCaffery from 
the Crown Office and Procurator Fiscal Service (COPFS) in 

Scotland and Alison Fox from the Valuation Office Agency (VOA).
And very close behind the joint winners were three people 

declared as runners up to the Student of the Year: Davy Cowie 
from the Department for Work and Pensions (DWP), Bill Purewal 
from Royal Mail and Todd Davis from bed manufacturer Harrison 
Spinks.

All five students had completed their training with Scott-Grant 
in Manchester and so came back in early February with their 
managers to the training centre, to celebrate their success and 
receive their certificates and gifts from both the Institute and 
Scott-Grant.

On behalf of the IMS, Treasurer, David Blanchflower presented 
both Paul and Alison with a certificate, cheque and an engraved 
crystal trophy.

Good for the Institute
As the leading provider of productivity training in the UK, Scott-
Grant’s managing director Richard Taylor was delighted with the 
results achieved by all these delegates – and with the increasing 
popularity of the Certificate course. “We had a record year for 
training in 2015, with a significant increase in bookings on the 
previous year. We ran even more IMS courses last year, adding 
another five extra weeks to our published course schedule. 
We had more multiple bookings from companies wanting to 
send more than one delegate. And it was significant that a 
large percentage of bookings came from companies who had 
previously sent other delegates on IMS courses, so they believe in 
our Certificate syllabus and endorse the value of our content to 
their business.

“It was also good for the Institute because a large number 
of those who successfully completed the course applied for 
and gained life membership and get the ability to include 
AMS after their name. This is testimony to the stature of the 
professional qualification.”

Paul McCaffery from COPFS was himself a qualified trainer 
before becoming a project manager with the Police Reform 
Team. He admitted that “Modules 1 and 2 of the IMS Certificate 
programme were all we originally signed up to do with Scott-
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Grant but to be honest, we enjoyed it so much that I and other 
colleagues came back to complete the remaining two modules 
to get the full productivity qualification. The course gave me 
a great foundation to move forward with confidence in the 
drive for continuous improvement. As an organisation MOST® 
is our preferred measurement technique and it has been so 
very useful. I really enjoy applying it and seeing how it delivers 
accurate data for us to work with.”

Alison Fox from the VOA had a lot to live up to as her 
colleagues from the activity costing team have been runners 
up for the same award for the past two years. She scooped the 
top prize this year, and naturally was delighted. “I was shocked 
and very surprised at the news. I’ve been so fortunate to get 
this qualification with such amazing results. My colleagues were 
delighted I’d ‘kept up the standard’, as three of them have been 
to this event in previous years. It shows the commitment and 
drive of the team.”

Alison has since been promoted to a higher executive 
officer role in the VOA and continues to use her newly 
acquired skills and knowledge and apply the same principles 
of continuous improvement.

An industry standard qualification
There is no doubt that the IMS Certificate is an industry standard 
qualification in every business sector nowadays; productivity is a 
significant theme and focus in all kinds of businesses.

John Tannahill from COPFS, who is Paul McCaffery’s manager, 
explained about the growth and credibility of his comparatively 
new team in the organisation: “My process review team is now 
at the centre of everything COPFS is involved in and we have 
at least two years’ work ahead just with current projects. I have 
a further two staff on my team who are underway with Scott-
Grant training. We all identify the need for change and COPFS 
knows to expect that with us, change will be for the better!”

There have been similar circumstances in the Valuation 
Office Agency. Ian Chilton-Merryweather started the activity 
costing department in recent years from a clean sheet, and 
now has a thriving and busy team full of qualified productivity 
professionals. And the DWP is a further example of similar 
growth over recent years with IMS qualifications now a stated 
requirement for work study and costing roles.

Commenting on the range of industry sectors, Richard Taylor 
said: “In recent years, we’ve found that retail and distribution 
was a more dominant sector among the winners, but this year 
we see the majority are from the public sector (especially if you 
include Royal Mail), with only one manufacturing company 
representing a different sector in the winning line-up. All of 
our winners here today are in a privileged position in that they 
are the people who can make a difference in their business – a 
difference to the performance and processes because of the 
skills and knowledge they now have to improve productivity. 
The national minimum wage ruling is putting real pressure 
on productivity in many sectors, influencing people coming to 
do this training. The project and contract people we continue 
to supply are also in significant demand across the UK and 
overseas. It will be interesting to see how 2016 pans out.”

A great history
Recognition was also given to the instructors and trainers from 
Scott-Grant and in particular to Colin Moran, who worked with 

all this year’s winners. After about 15 years with Scott-Grant, 
Colin’s wife has now decided (!) it’s time for him to hang up his 
boots and retire. He has helped so very many people through 
the IMS Certificate course, not just in the range of open courses 
but on many in-company courses too in Northern Ireland, 
Scotland and Wales. Taylor said: “We invariably get really 
good feedback from our delegates about his knowledge, his 
experience and his humour. Like all our instructors and trainers, 
Colin has a wealth of practical experience applying all the theory 
he teaches and our delegates always appreciate the insight he 
brings to the learning experience. Steve Heathcote is poised to 
run many such courses for us and he too comes into the training 
room with solid practical experience in industry applying his IE 
skills and knowledge over a number of years.

“It is good to know that in this, the 75th anniversary of the 
Institute of Management Services, we have been training for 
30 of those years either as Scott-Grant or in the early days as 
Aldwark Training in York, until they became part of Scott-Grant 
around 1987.”

David Blanchflower added: “Scott-Grant always set a high 
standard and we’re most grateful for all that they do with and 
for the Institute. Each winner should be very proud of their 
tremendous achievement in attaining such a standard in their 
professional qualification.”
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Transforming 
Finance:  
From transactional  
to value added
CFOs and finance functions are responding to increasing reporting demands 
from both external stakeholders, who are mandating additional regulatory 
reporting and internal stakeholders, who require deeper insights to deliver a 
competitive advantage. The timeliness of information is also a constant battle as 
accountants struggle to respond to increasing rates of change, while maintaining 
the standard month-end close timetable. However, a solution to this dilemma is 
through adoption of novel lean philosophy to financial procedures.  
By Kate Whittaker and Dr David Parker.

The finance response to the changing business 
environment has typically been reactive: invariably 
undertaking implementation of bolt on ‘Band-Aid’ 

systems to meet changing demands, or work around 
cumbersome processes, or apply manual data manipulation 
and flash reporting to cater for more bespoke and frequent 
updates. As a result the month-end process is increasing in 
time and complexity and has an increased risk of error. 

CEOs are frustrated by the lack of perceived value created 
by finance. Forbes Insights and KPMG1 surveyed 178 chief 

executives and found that CEOs see great opportunity for 
CFOs to impact the value of their business. They also found 
that 32% of CEOs feel that their CFOs do not understand 
and assist them with the challenges they face in running the 
business. 

However, finance functions and existing month-end 
processes are ripe for disruption. CFOs who can change the 
role of finance from back office transactional record keeping 
to a business function delivering real time valuable insights 
will ultimately deliver a competitive advantage by, not least:
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1.  Improving the quality and timeliness of business decisions by 
providing business insights based on real time data; and

2.  Reducing overhead costs by increasing the effectiveness and 
efficiency of the finance function. 

Such a fundamental change is not for the faint hearted. 

Identifying and implementing process improvements requires a 
mix of appropriate tools and techniques, change management 
skills and appropriate stakeholder engagement. A CFO who 
is successful in this task, like all the best leaders, will need to 
draw upon multiple leadership strategies, constantly switching 

styles to suit the moment2. There is no ‘one size fits all’ model 
so each CFO will need to combine process development and 
change models which best suit their circumstances. Two 
procedures which complement each other are Kotter’s Eight 
Stage Change Process Model3 and Womack and Jones’ Lean 
Thinking Philosophy4. 

The time is now
Kotter’s first step in the change process is to establish a sense 
of urgency. In many organisations this is often lacking, so a 
step-change is needed. Urgency is not the same as ‘speed’ but 

•  Link underperforming business units back 
to poor financial information provided by 
finance.

•  Use consultants to benchmark finance’s 
performance against best practice.

•  Resist delivering positive feedback on long 
hours. Instead, initiate a conversation about 
whether there was a more effective or 
efficient way to complete the task.

•  Use an existing restructure or poor profitability 
to decrease the finance team size.

•  Create a customer satisfaction survey and 
share the results with the function.

•  Ask finance team members what task they are 
performing and what value it adds.

•  Encourage finance staff to interact with 
internal stakeholders who are demanding 
improved reporting. Don’t protect 
accountants from negative feedback. 

•  Explain that current processes prevent finance 
from capitalising on future possibilities.

Table 1: Ways to raise the urgency level in finance

Finance
stakeholders

Shareholders /
employees

Regulators,
banks,

external analysts
& auditors

CEO/ C suite /
senior business

leaders

Other functions
(human capital,

accounts payable,
procurement,

administration)

Service providers:
IT

Finance: 
business

unit accountants,
corporate

accountants,
business

analysists

Business units

Figure 1
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rather the ability to prioritise and focus on what is important4. 
Prior to commencing a finance transformation, the CFO must 
articulate the reasons and urgency for change to both the 
finance function and the broader business. Without this, Kotter 
explains, the change process will not achieve the momentum 
required to ensure transformation. 

One of the reasons why there has been limited change in 
finance to date is the ’let’s just get the job done’ culture within 
finance teams5. Additionally, finance staff have historically been 
acknowledged and rewarded for long hours of working. This 
culture and reward method can discourage change and process 
improvement. A good CFO will need to balance this risk, but 
also create a situation which demands urgent change.

A transformational CFO must have the courage to change 
the complacent mentality of finance. Kotter suggests a way of 
overcoming complacency is to imply there is a crisis or talk up an 
existing calamity. In finance there are a number of ways to raise 
the urgency level (which can be used alone or in combination) 
without exposing the function to undue risk (see Table 1). A CFO 
must carefully manage the risk of information accuracy, whilst 
creating an environment conducive to change. 

Form a powerful guiding coalition
A transformational change in finance represents enormous 
opportunity. However, any change is likely to fail if it lacks 
the required support from the CEO and the C Suite. Other 
functions will also need to collaborate with finance, as any 
significant finance change will have multiple touch points across 
the organisation. The way other functions input or extract 
information from the finance system may be altered and their 
input and buy-in is essential if the change is to be successful. The 
buy-in of all stakeholders is required to transform finance (see 
Figure 1).

Kotter identifies four characteristics which are essential to the 
success of a powerful coalition: 

1.  Position Power The CFO must identify and ensure the power 
players (every organisation has them) within the business are 
represented in the coalition. The risk of leaving the powerful 
off the team is they may block the project further down the 
line. Including the power brokers from the outset means they 
are more likely to support the project and use their influence 
to garner from the wider business. 

2.  Expertise A broad range of expertise is required for a 
transformational project. A variety of functions and 
backgrounds are more likely to drive a change that is 
informed, considered and appropriate.

3.  Credibility The coalition must be respected so that it will be 
taken seriously by the broader business. 

4.  Leadership Most importantly, the group must include enough 
proven leaders to ensure the project gets off the ground, and 
the group is able to drive change throughout finance and the 
wider organisation. 

CFOs must be very careful when considering the members of 
the guiding coalition. This team will need to work well together 
and be able to make decisions that not only make sense, but 
are also capable of being communicated throughout the wider 
business to deliver the required change. The team will need to 

One of the reasons why there has 
been limited change in finance 
to date is the ‘let’s just get the job 
done’ culture.

demonstrate both management and leadership skills and, most 
importantly, teamwork and support.

Vision for the future
Prior to any transformation, the CFO must articulate the vision 
of future operations and allow the guiding coalition to mould it 
so it is succinct and easily understood. The vision should clarify 
the direction of the change required and motivate employees to 
take action. 

The vision will ultimately drive all decisions made. Every 
decision should be weighed against the vision’s direction to 
ensure consistency. A clear vision at the outset will stave off 
countless future questions thus providing efficiency benefits. 

The vision for each finance function will be unique. However, 
every vision should stem back to the value finance adds to the 
business. The next step is to define value.

Lean financial reporting
Most, if not all, CFOs would be familiar with the lean concept 
which was developed by Japanese car manufacturers to 
implement continuous improvement into their manufacturing 
process.

Similar to the current state of many finance functions, 
Japanese car manufacturers saw an opportunity to disrupt an 
industry. CFOs can apply the lean concept4 to identify and then 
drive value within their finance function (see Figure 2). 

Identify value through effective customer engagement
One of the challenges experienced by finance is the diverse 
range of customers’ needs. Monthly and annual accounting 
processes are set up primarily to meet the business’ statutory 
requirements and in many instances, this same data is 
manipulated to provide a ‘best fit’ for the secondary needs of 
internal business customers6. 

Accounting professionals are adept at responding to the 
needs of external stakeholders1. Therefore, the first challenge 
of lean is to clarify and verify internal stakeholder demands. To 
ensure success CFOs must adequately engage internal business 
stakeholders to ensure they have a true understanding of 
their needs. This step is important as it will drive the finance 
function’s vision.

Womack & Jones highlight one important question to ask 
when determining value: How much is the business willing 
to pay? For example, the desired end-state may be clear but 
the cost of, say, fully automating the financial process might 
be more than the business can afford. The cost of the end-
state is an important consideration and must be kept in mind 
when designing the desired future value-proposition. Equally 
important, is quantifying and communicating the future cost 
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savings which can be achieved as a result of a more effective 
finance function. 

Communicate value
Once value is understood and the vision is defined, it must 
be communicated throughout the broader business and 
finance function before any transformation can occur. Again, 
this will call on the CFO’s communication skills to effectively 
communicate the vision across different teams, levels of seniority 
and geographies7.

Empowerment through value stream analysis
Once value is understood, the finance process, from initial data 
entry to value output, can be mapped using Womack & Jones’ 
value stream analysis. Each process step can be sorted into 
three categories:

1.  Those which create value, as perceived by the customer.
2.  Those which create no value, but are currently required by the 

system so can’t be eliminated in the short term.
3.  Those actions which do not create value as perceived by the 

customer and can be eliminated immediately (waste).

After evaluating the finance customer’s needs, it is likely that 
a large number of activities previously perceived to be value 
adding are re-classified as process waste (see Case example). An 
illustration of waste may also be ad hoc queries which create no 
additional value.

Once ‘type three’ waste has been eliminated the value 
stream analysis becomes an iterative process where ‘type 
two’ processes are continuously mapped and eliminated each 
month following the lean flow, pull and perfection techniques 
outlined in figure 2. 

The key enabler to mapping the value stream is involving the 
employees who participate in the process. The benefit is mutual as 
employees who understand and have bought into the vision are 
likely to feel empowered when they can solve their own problems. 

Kotter advises the key risk at this stage is if employees remain 
complacent or do not understand the vision. Such employees 
will become roadblocks in the value stream mapping process. 
Staff may also withhold information for fear of losing their 
job, as efficiencies are identified. It is imperative that when the 
vision is communicated to finance staff they understand the 
opportunity of additional analysis and business intelligence 
roles. To get maximum value out of value stream analysis it is 
important that this risk is appropriately managed.

Celebrate milestones
Kotter emphasises the importance of short term wins. A 
successful CFO won’t leave short term wins to chance. Instead 
short term milestones will be carefully orchestrated to ensure 
they are achieved and rewarded, thereby adding to the 
transformation project’s momentum. As each win is celebrated, 
the culture of finance is slowly being altered to one of change 
and continuous improvement. 

Pull through technology
Business intelligence reporting is a key technology that CFOs can 
use to drive ‘pull’ into the finance process. Womack & Jones4 see 

Case: Value stream analysis 
A finance function thought they were adding value by 
supplying a member of the C Suite with a summary report he 
requested each month. The C Suite member saw the report as 
valuable and essential to his decision making. 

The finance team mapped the process of the report and 
discovered that to generate the report the C Suite member 
requested required an additional six man hours each month 
to produce. The report data was available in the reporting 
system but the C Suite member requested a report which 
was produced by a different system. The report required 
data in the reporting system to be replicated back into a 
data transaction system. These additional actions created no 
added value to the C Suite member and could be eliminated 
immediately.

The requested report could be produced by the reporting 
system once the initial report was written taking one hour. 
The result was a saving of six man hours each month.

Figure 2: Key principles of lean
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pull in its simplest terms as ‘no one upstream should produce a 
good or service until the customer downstream asks for it’. 

Utilising business intelligence technology means that the 
future of financial reporting could be as simple as a business 
user accessing information they require as and when they 
require it. They will no longer need to wait for finance staff to 
manipulate existing data into the required format and finance 
teams will be able to reduce the number of month end reports.

Seeking perfection: Changing (just) the way  
things are done
Both Kotter and Womack & Jones advocate continuous 
improvement as the future state culture. Continuous 
improvement will never be complete, but the transformation of 
finance will be complete when value is the focus and continuous 
improvement is the norm. The ultimate state of the finance 
function is one where process improvements which drive value to 
the customer are frequently identified and encouraged by others. 

CFO: The change leader
Transforming the finance function into the future will require 
a CFO who has more than financial nuance. Lean is one tool 
CFOs can use to drive productivity improvement within finance 
functions. Ultimately any transformation improvement initiative 
will require a CFO who can balance the existing risk inherent in 
the finance function whilst using a variety of change strategies 
and communication techniques to deliver change through 
multiple leadership styles. Successful CFOs will require all these 
skills, as each skill in isolation will not be enough to drive the 
change required to transform finance into the future. 

While the challenge is monumental, the time for change is 

After evaluating the finance 
customer’s needs, it is likely 
that a large number of activities 
previously perceived to be value 
adding are re-classified as 
process waste.
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now. Finance of the future has the opportunity to stand beside 
the CEO as a business partner of choice or forever be relegated 
to the back office.
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By Cliff Moyce.

Attempts to rationalise the 
architecture by building a single 
new system to replace multiple 
old systems often simply results in 
yet another system being added 
to the pile.

When computing became ubiquitous in administrative 
environments in the late 1980s and early 1990s, it was 
welcomed as an opportunity to improve the efficiency 

and effectiveness of business processing. Manual or semi-manual 
business processing at that time was noted for its inefficient 
hand-offs, checking, and duplicated effort as well as storage 
problems. And yet 30 years later we look at extant (‘legacy’) 
IT systems architectures as representing the biggest barrier to 
productivity in some types of organisation. For example, large 
banks now spend nearly 50% of their operating budgets on IT – 
and yet it is IT configured in ways that would horrify any student 
of process design with the IMS. For example, multiple systems 
(sometimes meaning 20 or 30, not just two or three) doing the 
same thing; forced ‘integration’ between systems requiring 
software, middleware and hardware that should never have 
been required in the first place; inconsistencies between systems 

Productivity and legacy  
IT architectures...

meaning reports have to take an aggregate of all outputs rather 
than relying a golden source, etc. Attempts to rationalise the 
architecture by building a single new system to replace multiple 
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Explanations for problems 
associated with legacy 
architectures include excessive 
complexity arising from a post-
hoc need to integrate systems 
that were originally designed to 
be autonomous.

old systems often simply results in yet another system being 
added to the pile. Support costs are high as people struggle to 
manage and resolve the complexity, risk and issues. What to do 
about these problems is a long running debate1,2,3. One approach 
that is often espoused is to design and implement a new, more 
modern architecture using a radical clean slate/blueprint style 
approach4. While recognising the temptation to start again, this 
article asserts that big-bang approaches to legacy IT systems 
replacement can be naive, expensive and fraught with risk. 
Instead, pragmatic approaches that can deliver improvements 
using what exists currently are preferred and recommended. As 
well as discussing technologies that can enable such approaches, 
this article considers the cultural and organisational implications 
of adopting these methods.

The debate
The debate on legacy systems in some organisations is 
intensifying as expectations for cost efficiency, flexibility, and 
usability increase. Legacy architectures are typically described 
in articles and presentations as unplanned; complex; poorly 
understood; slow and expensive to operate, support and 
enhance; old fashioned in their interfaces and reporting 
capabilities; hiding redundancy; difficult to monitor, control 
and recover; susceptible to security problems; and, hard to 
integrate with newer models and technologies such as cloud 
computing and mobile devices: ‘Even minor changes to 
processes can involve rework in multiple IT systems that were 
originally designed as application silos’5. Getting old and new 
applications, systems and data sources to work seamlessly can be 
difficult, verging on impossible. This lack of agility means that 

legacy systems in their existing configuration can be barriers 
to improved customer service, satisfaction and retention. 
In regulated sectors, they can also be a barrier to achieving 
statutory compliance. Pressure to replace these systems can be 
intensified by new competitors who are able to deploy more 
modern technologies from day one.

Explanations for problems associated with legacy architectures 
include excessive complexity arising from a post-hoc need 
to integrate systems that were originally designed to be 
autonomous; poor knowledge of systems due to lack of 
documentation and loss of original development teams; 
individual applications growing ‘like Topsy’ as new functions 
and modules are bolted on to meet customer demand; 
use of technologies, models and paradigms that are now 
outdated; duplication arising from multiple systems doing 
the same thing, etc. ‘Local initiatives’ are sometimes argued 
to be partly to blame for the situation4 as business lines or 
functions commission their own system builds or buy package 
implementations, perhaps with little regard to integration and 
support issues. Many of these explanations for the problem 
could be summarised as ‘customer requirements taking 
precedence over architectural integrity’, but many people 
(especially the customers) would prefer that to the converse. 
Amusing analogies such as the possible negative consequences 
of living in an unplanned house that has been extended many 
times are sometimes used to encourage audiences to take a 
complete re-design approach to solving the problem4. By such 
an approach, it is argued that customer service can be improved 
and complexity, duplication and risk reduced. These are all 
highly laudable and valid aims, but how easy is it to design and 
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implement a new IT architecture in a large mature organisation 
with an extensive IT systems estate? For example, in a large 
bank with huge real-time transaction processing demands that 
has grown organically, and also grown by acquisition? Rather 
than the unplanned house analogy, a better analogy might 
be a ship at sea involved in a battle. Imagine if you were the 
captain of such a ship and someone came onto the bridge to 
suggest that everyone stop taking action to evade the enemy 
and instead draw up a new design for the ship that would make 
evasion easier once implemented. You might be forced to be 
uncharacteristically impolite for a moment, before getting back 
to the job at hand. 

Redesign?
At some point, many large organisations have attempted the 
enterprise-wide re-design approach to resolving their legacy 
systems problems. Many such initiatives are abandoned when 
the scale of the challenge or the impossibility of delivering 
against a moving target become clear. Time has a nasty habit 
of refusing to stand still while you draw up your new blueprint. 
Re-designing an entire architecture is not a trivial undertaking, 
and building/buying and implementing replacement systems will 
take a long time. Long before a new architecture could ever be 
implemented the organisation will have launched new products 
and services; changed existing business processes; experienced 
changes to regulations; witnessed the birth of a disruptive 
technology; encountered new competitors; exited a particular 
business sector and entered others. All of these things conspire 
to make your redesign invalid before it is live. If you are lucky, 
you realise the futility of the approach before too much money 
has been spent. Furthermore, the sort of major projects required 
to achieve the transformation are the sorts of projects that run 
notoriously high failure rates: ‘In just a twelve month period 
49% of organisations had suffered a recent project failure”6; 
‘Only 40% of projects met schedule, budget and quality goals’7; 
‘17% of large IT projects go so badly as to threaten the very 
existence of the company’8.

So if wholesale blueprinting and re-engineering is impractical, 
what can be done to solve the problems of legacy architectures? 
The first thing to say is that trying to fix all of the problems at 
the same time is a logistical impossibility in anything but the 
smallest companies, and bears a high risk. Many organisations 
would not have the resources to accommodate the large spike 
in project effort. Problems always need to be tackled in priority 
order as there is rarely a silver bullet for the whole job. Luckily 
there are some practical and cost effective approaches that 
can mitigate many of the problems with legacy systems while 

Trying to fix all of the problems 
at the same time is a logistical 
impossibility in anything but the 
smallest companies, and bears a 
high risk.
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obviating the need to replace any of the systems. Two of these 
approaches are service oriented architecture (SOA) and web 
services9,10,5. Used in combination, they offer an effective solution 
to legacy systems problem. 

SOA refers to an architectural pattern in which application 
components talk to each other via interfaces. Rather than 
replacing multiple legacy systems, it provides a messaging layer 
between components that allows them to co-operate at a level 
you would expect if everything had been designed at the same 
time and was running on much newer technologies. These 
components not only include applications and databases, but 
can also be the different layers of applications. For example, 
multiple presentation layers talk to SOA and SOA talks to 
multiple business logic layers – and thus an individual prevention 
layer that previously could not talk easily (if at all) to the 
business logic layer of another application can now do so. 

Web services aims to deliver everything over web protocols 
so that every service can talk to every other service using 
various types of web communications (WSDL, XML, SOAP etc). 
Rather than relying on proprietary APIs to allow architectural 
components to communicate, SOA achieved through web 
services provides a truly open interoperable environment for co-
operation between components. 

The improvements that can be achieved in an existing legacy 
systems architecture using SOA though web services can be 
immense, and there is no need for major high risk replacement 
projects and significant re-engineering. Instead organisations 
can focus on improving cost efficiency by removing duplication 
and redundancy though a process of continuous improvement, 
knowing that their major operations and support issues have 
been addressed by SOA and web services. Another benefit is 
that the operations of the organisation can start to be viewed 
as a collection of components that can be configured quickly 
to provide new services even though the components were not 
built with the new service in mind. This is the principle of the 
‘composable enterprise’12.

People????
Addressing the issue of legacy systems in a way that makes 
good sense is not just an IT issue, it is also a people issue. It 
requires people to resist their natural inclination to get rid of 
old things and build new things in the mistaken assumption 
that new is always better than old. It requires people to resist the 
temptation to launch ‘big deal projects’, for all of the reasons that 
people launch big deal projects – from genuine belief that they 
are required (or the only way), to it being a way of self-promotion, 
and everything in-between. It requires people to take a genuinely 

Systems are business critical – not 
only to the organisation that own 
and operate them, but also critical 
to the businesses of their clients 
their clients.
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objective view of the business case for change, while operating 
in a subjective environment. It requires people to prioritise 
customer service over the compulsion to tidy up internally. And, 
it requires the default method of change to be continuous 
improvement rather than step change projects – which can be 
counter intuitive in cultures where many employees have the 
words ‘project’ or ‘programme’ in their job titles. But this is all 
easier said than done when you are dealing with people in a 
real life organisation, where certain skills and behaviours have 
been valued highly for years. It is not an overnight job to get 
people to realise that it is those skills and behaviours that are 
contributing to their problems. Resistance to change should be 
expected. In fact, as long as resistance is overt it is a good thing 
because at least people are engaging and opening themselves 
up to discussion and the possibility of learning13. Getting to 
the point where legacy IT architecture issues can be handled 
in the best possible way will involve many of the common 
aspects of organisational change – education; developing new 
skills; adopting different mindsets; using multiple rather than 
single methodologies; and, basing the choice of method on 
the reality of the situation rather than on custom and practice. 
The popularity of agile methods means that continuous 
improvement using iterative rather than step-change 
approaches is in vogue again. 

Conclusion
To summarise, resolving the problems of legacy enterprise IT 
system architectures can provide significant gains in productivity, 
efficiency, agility, and customer satisfaction. For these reasons the 
endeavour should be a high priority. However, there are many 
risks attached and this type of work needs to be approached in 
a way that is highly mindful of those risks. After all, the systems 
are business critical – not only to the organisation that owns and 
operates them, but also critical to the businesses of their clients 
their clients. Luckily we now have technical tools and approaches 
available to effect radical improvements without having to incur 
the expense, effort and risk of major replacement projects. But 
using these tools comes with a change of mindset and approach 
that may be counter-cultural in some organisations. It can mean 
a move away from step-change and ‘long-march’ projects, 
and a move towards continuous improvement. Education and 
engagement will be one of the keys to making it happen. 
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Emerging economies
An economic perspective of the MINT nations (Mexico, Indonesia, Nigeria and 
Turkey). Article one – Mexico, by Dr John McManus.

The serious economic and 
security challenges that Mexico 
has faced over the last few years 
have overshadowed the policy 
achievements of the Calderón 
Administration.

This four part series examines the emerging economies of 
the MINT1 nations. In this first paper we study Mexico – its 
immediate past, present and future challenges. 

National vision, strategy and challenges
Mexico is a middle income country with one of the highest GDP 
per capita in Latin America. It is estimated to be the world’s 15th 
largest economy, one of the largest exporter of manufactured 
goods and the ninth largest producer of oil. Mexico is a nation 
evolving towards a more advanced stage of development. With 
an estimated population of more than 123 million, it is the 
most populous Spanish-speaking country in the world and the 
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About 24 million, nearly one in 
every five Mexicans, are classified 
as extremely poor and unable to 
afford adequate food.

second most populous country in Latin America. Although there 
are some differences of opinion amongst economists, there is 
evidence to suggest that Mexico will be one of the emerging 
economic powerhouses of this century.

One of the main obstacles on this path is the lack of economic 
and social cohesion in the country. Mexico has extreme levels of 
poverty2; about 24 million, nearly one in every five Mexicans, are 
classified as extremely poor and unable to afford adequate food3. 
Over half the Mexican population and over 60% of the rural 
population, fall below the poverty line. For the Mexican political 
class and its citizens, the major political, economic and social 
challenges are those associated with food poverty, employment, 
education, health and infrastructure development. Mexico’s urban 
and rural north and south divides affect the provision of basic 
services to a significant degree. While in the urban centres and in 
the northern part of the country, communication, education, and 
health care infrastructure is comparable to that in other emerging 
countries, conditions in the rural and or southern parts of the 
country are similar to those in the poor countries of the South 
American continent or Africa. 

Closer economic and political ties with countries outside the 
North American Free Trade Agreement4 (NAFTA) have helped 
Mexico in identifying its own specific ways to reduce poverty 
and enhance internal social cohesion and improve economic 
competitiveness.

In a political context the electoral victory of Vicente Fox in 
the 2000 Presidential elections ended 71 years of continuous 
Government by the PRI and boosted confidence in Mexico’s 
democracy and its capability to improve social cohesion and 
economic competitiveness. President Fox’s programme focused 
on the fight against poverty, education, competitiveness and on 
ambitious reforms of the state and of the economy. Due to a 
small parliamentary majority, only a limited number of reforms 
were implemented during the Fox administration, among 
them, the most relevant include the law on the reform of the 
civil service and the law on transparency. Felipe Calderón of 
the conservative PAN5 won the July 2006 presidential election. 
President Calderón began his six- year term on December 1, 
2006; his term concluded on 30 November, 2012. Calderón 
was succeeded by Enrique Peña Nieto of the Institutional 
Revolutionary Party (PRI). 

The serious economic and security challenges that Mexico 
has faced over the last few years have overshadowed the policy 
achievements of the Calderón Administration6. Despite taking 
office in a relatively weak position after a disputed election, 
Calderón shepherded some significant reforms through the 
Mexican Congress in the beginning and end of his term, 
including historic labour reforms enacted in November 2012. 
The Calderón government maintained macroeconomic stability 

amidst an unstable global economy, expanded access to health 
insurance, and started to reform Mexico’s federal security 
apparatus. The Calderón Administration identified four main 
economic and political challenges which Mexico would face in 
the next twenty years. These are:

• NAFTA (reliance on United States as a trading partner).
• Competition with low-cost manufacturers.
• Declining oil wealth.
• Tax reform and investment.

The North American Free Trade Agreement (NAFTA) came into 
effect on 1 January 1994, with a primary function to create a 
free trade zone between the United States, Canada and Mexico, 
that would capitalise on the North American annual six trillion 
dollar market and its 350 million consumers. In consequence, 
Mexico became the United States’ second-largest trading partner 
and enjoyed significant export growth. Although membership 
of NAFTA brought many economic and trading benefits to 
Mexico there were some political and social issues that were not 
adequately addressed. As an illustration, real wages in Mexico 
have stayed significantly below pre-NAFTA levels through 
to the present. Today, Mexico’s minimum wage has 24% less 
value in real terms than in the year before NAFTA. The richest 
20% of Mexico’s population collect over half of the nation’s 
income while the poorest 20% earn less than 5%. Despite the 
promises of NAFTA’s corporate proponents, the country’s income 
inequality index remains among the highest in the world.

The transformation to an open market economy accelerated 
after Mexico entered into the NAFTA. Since NAFTA, the Mexican 
economy has increasingly become a manufacturing-for-export 
nation, with exports representing 32% of Mexico’s GDP, up from 
10% twenty years ago. Mexico remains a major US crude oil 
supplier, but its top exports to the United States have diversified 
to include automobiles and auto parts, television receivers, 
and other manufacturing goods (see Table 1). Overall, Mexico 
has entered into 12 free trade agreements (FTAs) involving 44 
countries7 including Israel, Japan, and the European Union.

United States dependence
Mexico’s reliance on the United States as a major trading 
partner has diminished over the last few years – approximately 
93% of Mexico’s exports went to countries with which it has 
FTAs. Exports to the European Union account for around 6% of 
Mexico’s total exports. Despite attempts to diversify its economic 
ties and build its domestic economy, Mexico continues to remain 
heavily dependent on the United States as an export market.

Mexico is the top export destination for three US States: Texas; 
Arizona, and California, and the second most important market 
for another twenty states including the District of Columbia 
and other US territories (Puerto Rico and the Virgin Islands). 
Whilst this creates economic opportunities for both nations – 
economic conditions in Mexico tend to follow economic patterns 
in the United States. When the US economy is expanding, the 
Mexican economy tends to grow as well. However, when the US 
economy is in decline, the Mexican economy tends to decline 
as well, often by a higher amount. As an illustration in 2009, 
GDP growth in the United States fell by 2.5% and Mexico’s GDP 
declined by 6.5%, the worst decline in decades9.
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Commodity USD billion 
Proportion of 
total exports

Vehicles 6964.056 21.6%

Electronic equipment 6480.441 20.1%

Machines, engines, pumps 4900.632 15.2%

Oil 3417.546 10.6%

Medical, technical equipment 1160.676 3.6%

Furniture, lighting, signs 773.784 2.4%

Plastics 709.302 2.2%

Gems, precious metals, coins 644.82 2.0%

Iron or steel products 483.62 1.5%

Vegetables 419.13 1.3%

Other 6287.0 19.5

Table 1: Mexico’s Major Exports in 
USD (3rd Quarter 2015)8

In 2012, the manufacturing share of Mexico’s exports was 
around 80%, which placed Mexico in the foremost ranks 
of nations globally as a manufacturing exporter. However, 
despite Mexico’s strategic geographic advantage and being 
a low cost manufacturer and major exporter to the US, many 
Mexican firms face increasing competition from China10 
and other Asian economies in the manufacturing sector. In 
2003, China replaced Mexico as the second-highest source of 
US imports. Some economists argue that Mexico has fallen 
behind in its comparative advantage in exporting in industries 
with intermediate wages and technological sophistication. 
One issue constraining market-based competition is in the 
enterprise sector. Many small and medium-sized companies in 
Mexico encounter many administrative difficulties in opening 
and maintaining businesses. It takes an average of 74 days to 
purchase land or a building that is already registered and free 
of title dispute, as compared to 31 in Chile, 34 in Brazil, and an 
average of 51 around the world. 

Productivity growth
Mexico productivity growth has continued to lag behind many 
other major emerging market nations, Mexico’s productivity 
growth rate of less than 4% ranks near the bottom of 
comparator countries. Mexico’s low average growth rate of 
productivity for total GDP is partly a reflection of the shift of 
labour into services, in which productivity grows more slowly 
particularly because a large portion of people are employed 
within the informal sector (which may account for 40% of GDP). 
The high proportion of informality promotes low productivity, 
as informal businesses generally cannot access lines of credit, 
and therefore cannot increase their levels of capital per worker. 
The informal economy also facilitates a lack of compliance with 
workers’ rights; businesses that operate in the informal economy 
are not obligated to pay minimum wage or provide the 
minimum benefits required by law to their employees (health 
insurance, pensions, vacations, year-end bonus). Equally, the 
Government still faces an enormous challenge in persuading the 
thousands of Mexicans who operate in the informal economy 
to join the formal sector and pay taxes in exchange for public 
services and legal recognition. 

One industry that incorporates elements of the formal and 
informal economy is the energy sector. Traditionally, the Mexican 
Government has used the state-owned monopolies of the energy 
sector (oil and gas) as instruments of public policy, either to 
promote fiscal policy or for industrial development. In recent 
years, industry analysts, and public policy specialists have begun 
to consider that the energy sector should fall into line with the 
rest of the economy, and should focus on one main priority, the 
provision of energy to the nation’s economy and society. Mexico 
a major non OPEC11 oil producer, with one of the world’s largest 
oil companies Pemex. Mexico is one the largest oil producers in 
the world, and one of the largest in the Western hemisphere with 
a 3.56% share of world output. The Mexican Government relies 
upon earnings from the oil industry for a significant proportion 
of total revenues, and a considerable number of jobs (Pemex 
employs around 160,000). Whilst the nation can currently rely on 
significant oil reserves, despite some recent discoveries12, the main 
wells are drying up. A decline in oil wealth poses a big issue to the 
medium- and long-term needs of the Mexican economy. 

Mexico productivity growth has 
continued to lag behind many other 
major emerging market nations; 
Mexico’s productivity growth rate of 
less than 4% ranks near the bottom 
of comparator countries. 
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Industry analysts argue that to meet the longer term economic 
needs the nation must seek a constitutional change and a 
reform of the broader legal and regulatory framework that 
governs the oil and gas sector. Some economists argue that 
Mexico’s national oil company Pemex, should be freed from 
Government restrictions and able to partner with private firms 
that have the expertise it lacks. A major issue for Mexico and its 
national oil company Pemex is productivity and competitiveness 
when measured against its major competitors such as Statoil 
(see Table 2). Executives at Pemex point to a lack of new 
investment – the Government historically has sucked out cash 
to compensate for the lack of tax revenues it collects in the 
rest of the economy. At the beginning of 2013, 55% of Pemex’s 
revenues went in royalties and taxes13. This perpetual drain on 
its cash flow increased its debt to $60 billion. Since Mexico has 
no significant private-sector oil industry, any new investment 
would have to come from foreign firms, and for nationalists 
this may be hard to tolerate; 65% of its citizens oppose opening 
the oil sector to foreign capital. However, a wave of reforms 
initiated in 2014 could improve the situation; the energy sector 
has been opened to foreign companies. The industry is likely to 
receive a powerful boost after the approval of the long-disputed 
energy reform bill that ended a 75-year State oil monopoly. This 
will open the Mexican energy industry to greater participation 
by international energy players in the upstream, midstream and 
downstream oil and gas sectors. As a consequence, investors 
foresee substantial infrastructure development, especially with 
regards to transportation (roads, rail and airports, etc) which 
could attract further foreign investment.

Inward and outward foreign direct investment (FDI)
As observed in major emerging economies, capital inflows to 
Mexico surged prior to the global financial crisis, contracted 
sharply during the crisis (2008-09), rebounded to an higher 
level in 2010, fell again during European crisis in 2011, surged 
again in 2012 and contracted sharply after the US Federal 
Reserve made its announcement about tapering in May 201315. 
Mexico’s ability to attract major capital inflows (FDI) has, to a 
degree, been hampered by its lack of competitiveness (some 

Table 2: Pemex and 

Mexico’s reliance on the United 
States as a major trading partner 
has diminished over the last few 
years – approximately 93% of 
Mexico’s exports went to countries 
with which it has FTAs (free trade 
agreements).

Table 2: Pemex and 
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sectors are reserved for Mexican State or Mexicans nationals); 
and reforms in the energy sector, professional services and 
taxation. Corruption and administrative inefficiency are also 
major problems. Recent reforms under President Enrique Peña 
Nieto have attempted to address these issues. According to 
the 2013 World Investment Report published by UNCTAD, 
Mexico was the world’s tenth largest recipient of foreign direct 
investment (FDI), totalling 44,627 million USD. Under the banner 
of market reform the Government has also been planning to 
create new industrial centres (located in Guerrero, Oaxaca and 
Chiapas), which could encourage further FDI. Not surprising the 
areas where foreign investments are mostly concentrated are 
the border towns with the United States (California, Arizona, 
New Mexico and Texas). The United States is Mexico’s largest 
provider of FDI followed by Spain, Canada and Germany. As an 
illustration, the sectors receiving significant foreign investment 
are finance, the automobile industry and the electronics and 
energy sectors (Table 3). Arguably, Mexico and the United States 
are no longer remote neighbours whose economies are engaged 
in direct competition and where gains on one side of the border 
imply losses on the other. They are now integrated economies 
whose future is also linked. Trade between the two countries 
is not a situation where one country’s gain is equivalent to 
another’s loss, but is a state of mutual interest, especially where 
jobs are concerned.

While US foreign direct investment is still much larger than 
investment in the opposite direction, Mexican FDI in the United 
States is significant and growing quickly. Mexican companies 
are now industry leaders in at least four areas of the US market: 
cement, breads and baked goods, tortillas, and milk and dairy 
products. There are also significant Mexican investments in 
US media, mining, beverages, retail stores, and other areas 
of the economy. Future FDI opportunities in Mexico are likely 
to be in the high growth sectors of post-sales service for the 
automotive sector (repairs, maintenance, sales of parts and 
accessories), electronics, distribution chains, food, beverage and 
tobacco products, professional technical services, specialised and 
personalised. The banking sector is also growing rapidly and 
represents an opportunity for investors.

Main invested Sectors % in 2013

Manufacturing Industry 57.0

Financial services 24.6

Mining sector 9.8

Trade 8.7

Construction 3.9

Hotel industry 3.7

Water and electricity 2.7

Table 3: FDI Inflows by IndustrySource Mexico:  
the Ministry of Economy, 2014
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Mexico and the United States are 
no longer remote neighbours 
whose economies are engaged 
in direct competition; they are 
now integrated economies whose 
future is also linked. 

As already suggested over the past few years, Mexican 
companies have significantly expanded investment in the United 
States. Mexican investment supports thousands of US jobs. To 
date, Mexican companies employ in the region of seven million 
people16 in the US and operate nearly 150 productions plants. As 
an illustration, one of Mexico’s largest firms América Móvil17, is 
the biggest cell phone company in the Americas, has important 
portions of its business in the US. In the United States, it 
operates through its subsidiary TracFone Wireless Inc, under the 
brands TracFone, NET10 Wireless, Straight Talk, SIMPLE Mobile, 
Telcel América, Page Plus Cellular and Total Wireless. It is one 
of the leading national pre-paid wireless service providers in 
the US. Among the many other Mexican companies with major 
investments in the US, are the auto parts and energy company 
Grupo Alfa, beer maker Grupo Modelo, copper and silver mining 
company Grupo México, telecommunications giants Televisa and 
Grupo Salinas, and the financial institution Banorte.

Security and international trust
Mexico’s trade reforms and its participation in NAFTA with the 
US and Canada, have led to significant industrial upgrading 
and the development of innovative efforts in energy and 
manufacturing and other segments of the economy. This 
upgrading has been accomplished primarily through the 
adoption of foreign technology, rather than through domestic 
innovative efforts. Growth in the Mexican economy has created 
several million jobs in the US, and a strong US economy is 
vital to Mexico. However, in recent years, concern has grown 
in the United States about the high levels of violence being 
experienced in many parts of Mexico due to drug trafficking 
and organised crime. Although the Mexican government can 
point to positive overall investment trends as evidence to the 
contrary, some analysts maintain that organised crime-related 
violence has hurt Mexico’s competitiveness by raising the 

Factor Possible interventions 

Corruption Mexico’s political institutions are relatively stable. However, corruption is still a big issue and further laws are 
needed to curb its influence and negativity on economic activity. 

Education Improve the level of education and well-being; to enhance equity and equality of opportunities; to promote 
education in order to develop personal capacities and both individual and collective initiatives; to strengthen 
social cohesion and make the Government more responsive. 

Energy The current economic and political climate is ready for a change in this sector, with an emerging consensus over 
the need for reform among the main political parties. It must include reforms, not only to the constitution but to 
the broader legal and regulatory framework that governs the sector. 

FDI Investment in and facilitation of venture and working capital funds; further encouragement of foreign 
investment. Technical assistance and transfer of technology to increase competitiveness and efficiency, including 
a better fulfilment of environmental legislation and increasing awareness of environmental standards in the 
global market. 

Human  
Capital 

Reforms in market economy to transform informal economy into a more formal economy using financial 
incentives. Mexico should ease regulatory measures and other impediments that weigh on entrepreneurial 
activity and business investment. 

Infrastructure Investment in infrastructure; encouraging/facilitating greater involvement of private and foreign investment.

Innovation 
and research 

More investment from both public and private organisations is urgently needed in developing National 
research capacity and incentives must be created to attract cutting edge technologies to Mexico, along with the 
experience and knowledge needed to operate them. 

Tax  
regulations 

Companies identify tax rates and regulations as one of the most problematic factors for doing business. The 
costs amount to over 50% of the commercial profit of firms. Reforms to the taxation system are badly needed. 
Currently tax revenues in Mexico are among the lowest in the developing world (around 10% of GDP).

Table 4: Possible national government tactics to support interventions

costs of doing business in the country. Whilst devastating and 
to some degree incontestable, the extent to which internal 
security (boarder control) and business risk is affecting 
investment has been the subject of considerable discussion. 
A recent survey (2013) found senior business executives felt 
their company was less secure than 12 months ago. Business 
risk in Mexico is growing rapidly: the number of respondents 
saying that their company had become more exposed to fraud 
in the last 12 months up from 56% in 2012 to 93% in 201318, 
the highest figure for any country or region in 2013. Amongst 
the key issues are theft of physical assets or stock, corruption 
and bribery, internal financial fraud, vendor, supplier or 
procurement fraud, regulatory or compliance breaches.

The Mexican state is confronted with very powerful private 
interests, such as banking which the state is incapable of 
controlling. Among these, the big oligopolistic interests in 
the mass media, telecommunications and banking sectors not 
only have the capacity to convince the government to follow 
economic policies that favour them, but are important lobbies in 
Congress, where they influence legislation on social and political 
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matters. To counter the big oligopolistic interests Mexico has 
recently enacted anti-corruption laws that place strict penalties 
on individuals and corporations found guilty of acts of bribery, 
fraud in public procurement and bid rigging19. Although the 
Mexican government can claim some success – some institutions 
including the World Bank have described Mexico as a captured 
state, insofar as the regulatory institutions tasked with 
controlling large corporations are very weak or even directly 
controlled by them. 

In economic terms, Mexico is considered to be a reliable 
partner by the majority of its trading partners. It collaborates 
with many international organisations. It is a member of the 
OECD, the WTO, the IMF, the World Bank and other groups. 
It has hosted numerous international conferences for these 
institutions. It is considered to be a serious partner for foreign 
capital, as it respects market rules, private property and 
democracy. Nonetheless, the doggedness of corruption and the 
increased levels of criminal activity are still an increasing worry 
for its major trading partner the US and many other countries 
and nationalities20. As a component of public opinion, trust 
in other nationalities is particularly relevant to foreign policy. 
Former Mexican Ambassador to the United States Jesús Reyes 
Heroles noted, for example, that “perceptions about other 
countries are important because they create the space where 
working together becomes possible”21.

Mexican politicians are prone to place nationalism and 
national sovereignty as barrier to international cooperation. 
Government and institutional weaknesses have damaged 
Mexico’s capacity to harvest the full advantages of economic 
liberalisation. The Mexican government and its institutions have 
plenty of room for improvement (Table 4). Mexico is a country 
of great potential, with a unique geographical position, a young 
population and rapidly expanding markets. This potential can be 
fulfilled by a joint effort of government, the business sector and 
civil society to address the deficiencies highlighted in Table 4.
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Educate or 
entertain?

The challenge facing a modern zoo, by Carl Evans.
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Historically, zoos were a place of public entertainment, 
for people to marvel and gasp in bewilderment at the 
exotic and unusual from the animal kingdom. Yet recent 

years has seen greater public awareness of animal wellbeing and 
conservation via wildlife TV shows, documentaries and social 
media. This has resulted in a need for zoos to demonstrate a 
greater transparency and duty of care in the management of its 
exhibited animals. 

However, while the perceived role of zoos in society has 
significantly changed, to being more focused on education and 
conservation of animals, rather than their visual presentation, 
income is still primarily derived from a paying public, who 
despite the change in perspective, still expect to be ‘entertained’ 
for their entrance fee. This is confirmed by Puan and Zakaria1 
who found that people visit zoos for recreational purposes, 
with a preference for attractive and interesting animals, not 
necessarily to encounter endangered species. It is this conflicting 
objective that provides the fundamental challenge to the 
management of the operations of zoos.

Covering one acre of the South Devon coast, Shaldon Zoo 
(http://www.shaldonwildlifetrust.org.uk/) comprises 146 animals 
of 46 different species, mainly those deemed conservation 
sensitive (ie endangered) – see mission statement. 

The care of the animals is of paramount importance, and 
this is where most expenditure is incurred. In particular, the 
animal environments have to be temperature regulated, while 
the amphibians need UV light. In addition, the animals have to 
be fed four to six times per day, with each species requiring an 
individually determined diet. Fruit and vegetables are shipped in 
daily to ensure freshness, rather than using refrigeration, which 
eliminates the need for large inventory of foodstuffs. There are 
also health checks, food supplements, and medication to be 
administered, all of which need to be incorporated into the daily 
regime. With only four full-time employees, the zoo’s operations 
largely depend upon a team of 48 volunteers to undertake the 
necessary, feeding, and cleaning, as well supporting any on-
going research and development projects.

The zoo largely depends on the paying public for revenue 
to fund research and conservation activities. However, it has 
to compete with the myriad of other tourist attractions in the 
South Devon area, not least the lure of the beach and the 
open countryside. In addition, theme parks are increasingly 
opening animal enclosures, for children to pet or feed, all of 
which increases competition. Nonetheless, between 14000 
and 16000 people visit Shaldon Zoo in a year, mainly during 
the summer holidays, with clients largely drawn from the 
nearby holiday parks. This increases pressure for family-friendly 
activities, catering and hospitality and retail facilities at peak 
times. It also means that staff, full-time and voluntary, have to 
be multi-skilled, not just possessing animal care skills, but also 
front-facing, customer services skills as well. Visitor satisfaction 
and perceived service quality experience correspond to future 
intentions to re-visit a particular zoo2.

Location limitations
Shaldon Zoo is constrained by its location and overall physical 
environment, so while a large children’s play area would 
be a valuable addition to the facilities, it is not feasible. 

The drive for customer satisfaction 
has also seen the re-design of 
animal enclosures to facilitate 
visitor viewing when the animals 
are inside.

Consequently, best use has to be made of the existing site in 
ensuring flow and spread of customers around the facilities and 
animal enclosures, mainly through staggering viewing feeding 
times and animal features/events. The drive for customer 
satisfaction has also seen the re-design of animal enclosures to 
facilitate visitor viewing when the animals are inside, which is 
especially relevant for nocturnal animals. 

Given its limited size and facilities, Shaldon Zoo is unable to 
market itself as a family ‘day out’. Here, it has not only worked 
with local environmental organisations, but also worked on 
being part of a local consortium of tourist attractions to allow 
visitors to create their own family ‘day out’. For example, 
the flexible entry ticket to Shaldon Zoo allows an individual 
or family the opportunity to see the early morning animal 
feeding session, go to the beach or play golf late morning/
early afternoon, and then return on the same ticket to view the 
animals in the afternoon. This could be extended in the future, 
with the potential to remain open late in the evening to enable 
viewing of the nocturnal animals. 

For a small enterprise such as Shaldon Zoo, its networking 
with not just local businesses is fundamental to its existence. It 
is part of a global network, with membership of the European 
Association of Zoos and Aquaria (EAZA – see http://www.eaza.
net) which ensures a coordinated approach to the conservation 
and breeding of each species. As Nic Dunn, general manager 
of Shaldon Zoo states: “Zoos are a window to the world, 
highlighting the biodiversity challenges in the world”. This is 
also supported on a national basis with membership of the 
British and Irish Association of Zoos and Aquariums (BIAZA – see 
http://www.biaza.org.uk). These networks allow the sharing 
of best-practices with regard to the care and management 
of animals and also exchanging information on breeding. 
Given that some species are now extinct in the wild, these 
global networks can support the monitoring and captive 
breeding of endangered species, taking a more long-term and 
strategic approach to future target levels of species and their 
environments, than individual zoos would necessarily take. 

Even though these global scientific institutions support 
Shaldon Zoo in its scientific, conservation and educational 
endeavours, the meeting of local authority standards to retain 
its annual operating licence, as well as the need to entertain 
and inform the public, remain difficult elements to balance. 
There is evidence to suggest that zoos do have a positive effect 
on people’s perceptions towards conservation challenges3,4 and 
make an educational impact5,6, yet visitors still want to view the 
‘more popular animal collections’7 and have a quality experience. 
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For a small enterprise such as 
Shaldon Zoo, its networking 
with not just local businesses is 
fundamental to its existence. 

Our mission is...
• “To be a proactive contributor to the preservation of the 

wildlife of the planet”

We achieve this by...
• The sustained breeding of rare and endangered species in 

our care
• Raising awareness through community education to the 

widest possible audience
• Instigating and facilitating appropriate research to

improve our animals’ welfare
• Supporting and encouraging the conservation of species

within their natural habitats

The future
Consequently, future developments at the zoo have to assess the 
impact of a number of conflicting variables. For example, future 
enclosure design will need to not only consider animal wellbeing 
and care, but also maximise visitor viewing opportunities. The 
entertain:educate dilemma will therefore continue to dominate 
decision-making in zoos for at least the foreseeable future. 
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Implementing  
business transformation
Rapid business transformation can only be achieved through developing a 
strong and innovative culture upon which to build powerful processes and 
systems. Culture and systems have to be carefully integrated if they are to 
support the achievement of an organisation’s goals and strategies effectively. 
By Philip Atkinson and James Thomson.

In this article, the authors outline the six core steps to 
be undertaken to ensure that culture and systems are 
harmoniously brought together to create a high performing 

business. 

Tailored implementation strategies
Business transformation has to be a tailored strategy, rather 
than an ‘off the shelf’ package. Not all organisations have the 
degree of readiness in place to implement the changes that they 
need to make. 

The six steps set out in this article will only deliver 
transformational change if they are applied to the unique needs 
and circumstances of each organisation. 

Six step model for change
Our six step model for change is based on the work of 
Kaplan and Norton1, benchmarking of best practice, and our 
experiences supporting organisations in delivering effective 
change. 

Each of the six steps in our model has a number of discrete 
activities that create the foundation for a customer focused, 
high performance, team driven culture. Therefore the tools 
we use have been specially developed to assist the movement 
through each phase in the model (diagram 1).

 
Vision and leadership
You must start with the end in mind. For this reason our six 
step model starts with vision2. Many organisations claim to 
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There has to be total alignment 
between the vision of the 
organisation and the values which 
its people exhibit. 

have a strong vision of what they wish to become. We believe 
this should be tested for understanding, robustness and 
specificity. Our testing often identifies that the perception of 
a shared vision is not apparent when analysed throughout an 
organisation. We therefore work with an organisation’s board 
and senior management to clarify the organisation’s direction 
and to understand the focus currently allocated to its key 
priorities. 

We utilise a number of strategic models and diagnostic tools 
for assessing the extent to which the future desired vision is 
tangible and concrete. We then assess where the business is 
currently positioned in order to deliver this. Only by examining 
the future and current positions, can we define strategies to 
close any gaps we have identified.

The change process requires us to scope out the vision and 
takes charge of leading this vision. This requires assessing the 
risk for future business with existing customers and the barriers 
to entry for moving into new markets. Strategic vision is critical 
to get the technology and engagement issues in balance. 
There is no point having the technology and systems, if no-one 
truly understands the process and the required changes in the 
behaviour of key people. 

Vision is never achieved by instilling the motivation in 
others. Strategic vision has to be led through a committed and 
enthusiastic team of true business leaders who recognise that 
only through others, will results be achieved. 

Having an accurate reflection of current strengths and 
areas of risk is critical, and this is why we commit to business 
transformation toolkits and processes to assess the current state 
of the organisation. We have to understand where changes 
are required and develop actions to make these happen. This 
means focusing on learning strategies to combat any resistance 
to change. 

Resistance is normal. People resist change because others do 
not devote enough energy to the benefits of changing. We see 
this as a learning intervention – nothing more. 

Turning resistance into acceptance means you have to address 
fears and concerns. Only when these have been resolved can you 
move forward. Our experience is that people fail to deal with 
conflict and the resistance. The sooner it is acknowledged, the 
sooner it can be resolved. 

Values and culture
There has to be total alignment between the vision of the 
organisation and the values which its people exhibit. For change 
to be accepted, the culture has to be in place to enable ease of 
delivery of the desired future state. We find that defining and 
measuring culture is still a challenge for many organisations. We 
have discrete models and diagnostics for doing just that. 

The Change Model  
as a Process

Diagram 1

Vision and 
Leadership

Values and  
Culture

Goals and 
Strategies

Behaviours

Structure, 
Process and 

Roles

Key 
Performance 

Indicators
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Every culture that exists has consequences for staff, customers 
and end-users. A weak, ill-defined culture with ambiguity of 
values and focus, will provoke indecision in staff and managers. 
A strong, positive culture leads to clarity and precision in 
knowing what to do, when to do it, and how to do it.

Culture change takes as long as the organisation requires it 
to take. Few organisations truly understand the behavioural 
dynamics of culture and the failure to drive change. Several 
cultures cannot successfully co-exist in an organisation. This 
confuses people as to which behaviours are most appropriate. 
Cultural issues have to be clarified and resolved.

The culture is the foundation upon which systems and 
processes are built. Organisations need to be built around 
processes, rather than the outdated notion of functions. 
Developing a firm commitment to process management and 
supporting that mindset is critical. Embedding learning and 
development strategies and accelerating learning will ensure 
that all staff are focused in the right direction. 

Staff need to be empowered to create and implement 
the changes. Every team leader should be developing the 
interpersonal skills and team leading abilities of staff to do 
their job more effectively and efficiently. The sooner staff are 
engaged in process improvement, the sooner the culture will be 
in place.

Goals and strategic thinking
Goals and related strategies tell us about the methods 
organisations employ to achieve their vision. Goals and 
strategies are driven both top-down and flowing upwards 
through empowered individuals and teams. Cross-functional 
working on processes is critical to ensure that an organisation’s 
vision is apparent, real and tangible. Only when this is the case, 
will operational areas be enabled to understand effectively how 
they deliver the organisation’s strategic goals.

Behaviours
What leaders pay attention to is the driver for what staff will 
deliver. For instance, if senior people talk of the importance 
of customer acquisition and retention, but fail to demonstrate 
this in their strategic focus, then why should anyone take them 
seriously? However, when business leaders demonstrate their 
intentions with behaviour to support their assertions, people 
take note and engage in the process. 

We have to differentiate those behaviours that leaders, 
teams and staff in general need to excel at and display, from 
those behaviours that are counter to business objectives. 
‘Without leadership there is no change’ is a powerful 
statement and it emphasises the importance of leading by 
example. Without this component, the formation of a culture 
to enable the achievement of an organisation’s objectives will 
never be optimised3. 

Structure, processes and roles
Direction must be articulated before organisations can structure 
their activity in terms of roles and responsibilities effectively. 
Unfortunately, too many organisations take the structure as 
given and develop strategies around how people are currently 
organised, rather than organising around direction. 

Successful change takes place only when the direction and 

method for achieving the vision have been clearly defined. 
Structure should follow on much later in the change process, 
and be fundamentally shaped by ‘where we are going’ rather 
than ‘where we have come from’. Structures, processes and roles 
can then be streamlined to enable the provision of a seamless 
service to the customer or end user.

Key Performance Indicators (KPIs)
Setting KPIs is the final step in our six step model. Too many 
organisations focus upon KPIs first rather than getting the 
bigger picture. KPIs are not drivers. KPIs are the measures by 
which we can assess whether strategies and behaviours are in 
alignment and working. Our approach ensures that staff:

•  Understand the reasons why the organisation is articulating its 
vision.

•  Can see how their work supports the achievement of the 
organisation’s strategic aims.

•  Shape and build the culture that enables results to take place.
•  Take ownership of the measures by which progress can be 

assessed.

Our work in this sixth step helps create a strong culture that 
encourages challenge and improvement. This culture results in 
improving all internal processes and behaviour that is geared 
solely to achieve and maximise customer delight.

Reality of organisational constraints and 
entrepreneurship 
There are many instances when a blended and balanced 
approach to change implementation can make a huge 
difference to organisational performance. One has to ask, 
how well do organisations currently integrate their structures, 
systems and culture? In times of austerity and tight public sector 
funding, can organisations devote equal attention to preserving 
and harnessing the entrepreneurial mindset and behaviours 
of their staff with the need for new systems and technical 
solutions? 

Customer focused strategies and diagnostics
Most organisations focus their strategic intent on delivering 
to the customer better than their competitors. Time and 
resources are devoted to shaping the organisation to capitalise 
on multiple channels for fulfilling customer needs. Systems, 
processes and protocols are developed to ensure that customer 

Strategic vision has to be led 
through a committed and 
enthusiastic team of true business 
leaders who recognise that only 
through others, will results be 
achieved.
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Successful change takes place 
only when the direction and 
method for achieving the vision 
have been clearly defined.

satisfaction approaches degrees of perfection. There is nothing 
wrong with this, but it should not be the only focus. 

Many organisations fail in their quest for change because they 
do not consider the need to balance the hard and soft elements 
of the business. No business will succeed by focusing solely on 
the hard elements of the business.

Understanding the difference between hard and soft 
elements of the business
Hard and soft matrices evolved from McKinsey’s research 
into the building blocks of the culture of companies in Japan 
who were seen as a threat to the USA. Researchers in the art 
of Japanese management identified that the Japanese paid 
equal attention to the hard and soft elements of business. This 
differed from the US and the European model which tended to 
focus solely on the hard elements.

We have developed McKinsey’s hard and soft elements 
into ten areas. We refer to these as the ‘Ten Ss’. The Ten Ss 
methodology is a powerful tool for examining how best to 
improve the performance of an organisation. 

In our Ten Ss model, three Ss are identified as hard elements 
and seven as soft. We assess an organisation’s focus on the 
Ten Ss at the outset of our work. We use the model to help 
our clients diagnose the current health of their organisation. 

For example, this could be clients who are redesigning their 
service delivery around the consumer or customers, coping with 
severely restricted budgetary constraints, or growing a new 
niche business. It can also support public sector organisations 
facing reductions in funding, as well as those implementing the 
changes from recent health and social care integration. 

The hard Ss
The hard Ss in our model tell us quite a lot about the 
infrastructure of the organisation. They help us understand how 
decision-making is undertaken and the roles and responsibilities 
of all in the organisation. The three hard elements of our Ten Ss 
are strategy, structure and systems. 

Over-reliance on the hard Ss alone will never create the 
desired change or result. You must engage with the people in 
the business. 

The soft Ss 
The seven soft elements of our Ten Ss model reflect the 
emotional intelligence or the culture of the organisation. The 
seven soft Ss in our model are symbols, shared information, 
style, staff, skills, shared values and synergy. 

These softer elements of the organisation are often more 
commonly referred to as the organisation’s culture. The culture 
is the engine which powers the organisation. The soft Ss are 
much harder to implement and shape. We have found that this 
is often because of a large number of false assumptions about 
how to bring about cultural change. 

The benefit of applying our Ten Ss model is found in how we 
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synergise the hard and soft Ss together. This approach brings 
together the technological expertise within the organisation 
and ensures the full engagement of its staff.

Applying the ten Ss
Effectively applying the Ten Ss requires a focus on each of the Ss 
to assess where the organisation is in relation to each one, and 
a comparison of where the organisation wants to be for each 
element. Analysis of this will enable an organisation to identify 
any gaps or areas for improvement. The organisation can then 
use the findings of this analysis to develop an action plan to 
reduce the gap and identify the resources required to do so. 

To make an effective plan to address this change, it must 
address both the hard and soft Ss. However, our experience of 
supporting clients in applying this has found that few project 
managers are as skilled in the processes as in engaging the 
passion of the staff fundamental in making the processes work. 
This means a core part of the change process is under resourced. 

We often see organisations with the intent to bring about a 
balance, unfortunately focusing entirely on the systems or the 
process element of the change. 

Our process is deliberately participative. The issues that 
arise may ask you to question your beliefs about how your 
organisation is managed, because this will certainly impact on 
how your organisation grows and prospers in the future. 

Overall, the Ten Ss model is a great way to explain the 
culture you have created. The culture is reflected in ‘how we do 
things around here’ and also reflects key behaviours, styles of 
management, communication with staff and the outside world, 
as well as working with the more tangible managerial structures.

In conclusion
Implementation of change has got to be the focus of change. 
Theory is great, but if it’s not followed up by a bias for action 
then implementation is at risk. Doing things badly at speed is 
not our suggestion. 

Using our six step model will help you identify and address 
the steps your organisation needs to take to deliver effective 
change. It is the road map to navigate your change. There has 
to be a very firm commitment to vision, culture, goal setting 
strategies, behaviours, and the engagement and emotional 
commitment of staff at all levels. Our model will also help your 
organisation get the balance right between the hard and the 
soft Ss. 

Importantly, our model and approach, articulated in our 
article, sets out how change can be installed effectively, helping 
to deliver continuous improvement for your organisation.

Reasons why organisations may need to deliver change

Private Sector Public Sector

•  Review service delivery to 
clients and customers

•  Dealing with budgetary 
constraints

•  Rightsizing and redesigning 
service delivery

•  Downsizing and 
restructuring service delivery

•  Customer acquisition 
strategies

•  Stakeholder alignment

•  Merging and creating joint 
ventures

•  Health and social care 
integration

•  Competitor analysis •  Business transformation

•  Quality improvement •  Lean, process and continuous 
improvement

•  EFQM self-assessment •  Best value audits, 
PSIF application and 
benchmarking

Areas of focus when delivering change and  
methodologies for doing this effectively

Focus Methodologies

Strategy and business 
objectives 
Branding and identity
Client and customer retention 
and expansion of markets,
Product portfolio

Strategic analysis
Customer reviews – external
Competitor analysis 
– positioning
SWOT, vulnerability and risk 
assessment

Structural, vertical and 
horizontal reporting 
relationships

Organisational design review

Web technology and presence
Digital strategy and telecoms
Customer relationship 
management

Website review, SEO
Communications process and 
database review

Processes and systems
External communication 
Internal communication

Process analysis
Supply chain

Business culture, motivation, 
teams, communication and 
people

Cultural analysis

Stakeholder, customer and 
investor relations

External communications 
assessment marketing

If senior people talk of the 
importance of customer 
acquisition and retention, but 
fail to demonstrate this in their 
strategic focus, then why should 
anyone take them seriously?
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Section Content and core organisational issues Outcome

Executive Summary Introduction to core steps to take corrective action to 
improve performance

Clarity of goals on improvement

Challenge in current year Improvement based on our rigorous six-step research process Diagnostics designed to aid improvement

Initial approach Assess your business model and current performance Highlight areas for rapid improvement

We partner with you and 
create a change team

Partnership with internal managers to research issues that 
currently put your organisation at risk – analysing core 
issues and processes using proven diagnostics

Initial research and analysis of measures and 
metrics for improvement

Benefits that accrue to you We help you sell the process organisation wide Communicate intention to all staff

Inaction and consequences Assessing potential risks of failing to implement change – 
taking steps to prepare and handle any resistance to change

Pre- plan for easing implementation into the 
business

Decisive leadership Explain the ‘discovery review’ process and win commitment 
from senior management team to the process

Win support and prepare for change

Define diagnostics Decide on most appropriate and accurate diagnostics for 
analysis with client

Tailored diagnostics for collection of data

Prelim view of your 
customers or consumers

Focus on end user or customer retention, penetration and 
acquisition – metrics defined

Scope out areas for improvement and methods 
of measuring

Initiate discovery review Deep and rich analysis of organisational and business issues 
for resolution and change

In-depth research into barriers to change

Complete analysis and 
report

Document and ‘discovery review’ completed together with 
potential implementation plans

Analysis completed and due to be fed back for 
action

Feedback to top team Presentation to top team or steering group Initial discussion and sharing of diagnosis

Potential change strategies 
agreed

In partnership building a robust culture early steps and 
scorecard to measure implementation plans – change team 
agreed

First steps – assessing readiness for change – 
timetable events

Engagement with all staff Scope out who is to drive change and who in line 
management is to be a change champion

Leadership for change shared

Roll-out the process Scoping out variety of implementation plans against time 
frames and evaluation criteria

Steps to continuous improvement defined

Sell benefits Selling and communicating across the organisation benefits 
that will accrue

Communication across the organisation

Initiate the change process Complete implementation plan for improved performance, 
start to roll out

Buy in by all staff – communicate the plan

Measure progress Allocate responsibilities and set up change team to monitor 
changes

Clarity in change team and progress measured

Review progress Change plan built into business planning and measured 
regularly via core metrics

Changes being implemented

Drive change into the line Transfusion of the role of change into line manager role Set up process of continuous improvement

Continuous improvement Lock continuous improvement into the business as ‘change 
being business as usual’

Continued improvement

Authors
Philip Atkinson specialises in strategic cultural and 
behavioural change. For the last 25 years he has been 
engaged as a consultant supporting organisations in 
strategic development, leadership, organisational design, 
post-acquisition integration, lean six-sigma, quality 
management and culture change. He has partnered with 
a variety of blue-chip companies in industries ranging 
from pharmaceutical to genetics, the automotive industry 
to finance and banking and from NHS bodies to Local 
Authorities. He regularly presents at conferences and 

workshop sessions and has written seven books on change 
management. Philip is also Director of Transformation and 
Change with Scott-Moncrieff. Email philip.atkinson@scott-
moncrieff.com or T: 0131 473 3500 M: 07999 799286.

James Thomson is a Senior Consultant within Scott-
Moncrieff’s Business Transformation Service. He has over 10 
years’ experience of organisational change, performance 
improvement, internal audit, and risk management. Email: 
james.thomson@scott-moncrieff.com or T: 0141 567 4500.



47Management Services 
Spring 2016 

BOOK REVIEW

Lead the Work: 
Navigating a  
World beyond 
Employment

Author:  John W Boudreau, 
Ravin Jesuthasan,  
David Creelman

Publisher:  Wiley (2015)
ISBN:  10: 1119040043 
Pages:  257

Lead the Work takes an incisive look at the evolving nature of 
work, and how it is affecting management and productivity at 
the organisational level. Where getting things done once meant 
assigning it to an employee, today’s leaders are increasingly at risk 
if they fail to recognise that talent can float into and out of an 
organisation. Long-term employment has given way to medium– 
or short–term employment, marking the first step in severing 
the bond that once fixed an individual inside an organisation. 
Getting work done by means other than an employee was once 
considered a fringe event, but now leading organisations are 
accepting and taking advantage of the notion that talent has 
shown itself to be mutable. This book explores this phenomenon in 
detail and provides a roadmap to help managers navigate this new 
environment.

The book provides a fresh insight into the changing ways of 
working, with the move towards employees who are free agents 
with few ties to any particular employer, by inviting business 
leaders to realise that traditional full time employment is a thing of 
the past. The current trend is for organisations to utilise teams of 
not just full time employees, but part-timers and outsourcers.

Increasingly, employers are witnessing the ways that work 
practices are changing, but do not have a framework to guide 
them through these changes. This book offers that framework as it 
focuses on the decisions that need to be made. It draws upon the 
excellent ideas that others have proposed regarding the worker 
employer relationship. 

More and more, employees are independents who work for 
themselves, and the book explores how to maximise the skills and 
talents of these free agents who work outside the confines of the 
traditional regular full-time employment pattern. The book offers 
a useful guide on how businesses will need to operate in the future 
when dealing with an enterprise composed of an ever-shifting sea 
of people hired for specific purposes for varying durations under 
differing terms.

Key Performance  
Indicators for 
Dummies

Author:  Bernard Marr
Publisher:  Wiley (2015)
ISBN: 10:  111891323X
Pages:  300

Bernard Marr is acknowledged by the CEO Journal as being 
one of today’s leading business brains. He has undertaken 
extensive work in helping companies to better manage, 
measure, report and analyse performance. 

Bernard is an acknowledged experts in the performance 
management domain and in this book, he has written in a 
style that provides the reader with a balance of simplicity of 
presentation and readability. The format and content of this 
book is such that it contains all the information needed to 
explain the concepts of key performance indicators (KPIs). 

This book is written so that the reader will gain a 
comprehensive insight into KPIs and how to use them. You 
will find well explained topics, which are often hard to grasp, 
like the difference between operational and strategic KPIs, 
the lag and lead KPIs, the correlation between the KPIs and 
their targets, and many others. 

From Chapter eight onwards, the author utilises the 
remainder of the book to illustrate KPI usage in all phases 
of business operations. It is within these later chapters that 
managers will find practical guidance on implementing, 
measuring and understanding KPIs to monitor business 
performance and efficiencies. 

The book includes a very good summary of the Balanced 
Scorecard Framework. Chapter 17 covers the importance of 
‘measuring people performance’ and the need to recognise 
that people are an organisation’s most important asset. 

Even for those readers with a firm understanding of 
KPI principles, there is so much more to discover that will 
enhance your knowledge. This publication may be a useful 
guide to both established practitioners and those new of the 
concept of key performance indicators. 

BOOK REVIEW
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