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CHAIRMAN’S COLUMN

IMS Council – your
chance to get involved
I

n 2017, four vacancies will arise on the Institute’s Council
of Management. A formal notice of election appears in
this edition of the Management Services Journal seeking
nominations from Institute Corporate Members. The Institute’s
Council of Management has responsibility for running the
Institute and makes all executive decisions. It meets three
times a year in Lichfield. Elected Council Members also have
responsibility for other areas such as education, membership,
finance and media. We would like to encourage younger
members of the Institute to consider standing for election to
Council. It affords an excellent opportunity to gain experience
in running a large, voluntary organisation and will ensure that
the Institute is well placed to move forward in the modern
world. This is your opportunity to get involved with the

Institute at a national level, so if this is something you feel
you could make a contribution towards, fill in the nomination
form displayed in the Journal. Tell us why you would like to be
elected and what experience or skills you could bring to the
running of your Institute, and return it to head office by the
closing date. Look forward to hearing from you!
The debate around workplace productivity is always a hot
topic in the business world and I have been reading recently
about the digital skills gap hindering UK productivity. The pace
of digital transformation is changing the nature of business
in the UK. Consequently, we need to not only equip the next
generation of workers but also those in the workforce today,
with the skills industries need for tomorrow. A recent Science
and Technology Committee report stated that the UK will need
745,000 additional workers with digital skills to meet rising
demand from employers between 2013 and 2017. The report
went on to say that almost 90% of new jobs require digital
skills to some degree and around 72% of employers will not
interview candidates who do not have basic IT skills. Due to
new and emerging technologies there is growing demand for
high level digital skills. This includes skills in cyber-security, the
cloud, mobile computing and data analytics. These are key
emerging technologies and the UK has particular strengths in
the Internet of Things, wearable technology, 5G and Big Data.
The report into the digital skills gap estimated the cost to the
UK economy at £83 billion each year in lost GDP. The report has
yet to get a detailed response from Government, so measures
to address the situation are still being developed. Industry itself
must take the opportunity to develop the workforce’s digital
skills. Individuals must play their part by self-learning, which
is why professional membership and elearning schemes are so
important. To put this into perspective, Tech City UK calculates
that the average advertised salary for staff in digital roles is
just under £50,000, 36% higher than the national average, an
incentive for workers to develop their skills.
A final thought, do you have a colleague who falls into this
category? ‘One machine can do the work of fifty ordinary men.
No machine can do the work of one extraordinary man’. Elbert
(Green) Hubbard.
Julian Cutler
Chairman

Advertised salaries for staff in
digital roles is 36% higher than
the national average.
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SCOTTISH REGION

From the Kingdom of Fife to
the Kingdom of Bahrain

T

he Scottish Region Secretary and Deputy Chairman of the
Institute, Dr Andrew Muir, has been invited to facilitate
a workshop at the 18th World Productivity Congress to
be held at the Gulf Convention Centre, Bahrain, from 2-4 April
2017.
The workshop entitled ‘The Professional Development of
Productivity Improvement Personnel’ will be one and a half
hours long and cover all aspects of professional development for
the productivity practitioner.
Further details are available from the
website, www.worldproductivitycongress.
net. A comprehensive report on the
Congress will be published in the Summer
edition of the Journal.

Adam Smith Festival of Ideas
(16-19 March 2017)

Further details can be obtained from the
Adam Smith Global Foundation Tel. 01592
267171.
Scottish Region Secretary
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WEST MIDLANDS REGION

West Midlands Region AGM

O

n Saturday 7 January, the West Midlands Region
Annual General Meeting was held at The Premier
Inn, Hockley Heath, Solihull. John Hopkinson, Region
Chair, welcomed everyone and reported that 2016 had been a
successful year for the West Midlands Region. There had been
good support for the events and these had been reported in
the Region Newsletters and IMS Journal.
Julian Cutler the Region Treasurer, stated that the Region
had been able to organise cost effective activities but that
it continues to face financial pressures. The Region’s annual
accounts were then approved for submission to Institute’s
head office.
The Region’s officers were reappointed to their roles for
the next 12 months – Chair: John Hopkinson, Treasurer: Julian
Cutler and Secretary: Steve Cullen.
After some discussion, the 2017 Spring programme of events
was approved, covering a range of activities. Full details of
these will be circulated to the Region Members in the next
newsletter. The Region’s newsletter is now circulated to
members electronically, so please ensure your current email
address is registered with the Institute.
The Region Chair closed the session by thanking those
attending for an interesting and fruitful meeting.
John Hopkinson
West Midlands Region Chair

IMS Fellow appointed as Honorary
Professor at Aston University

I

nstitute member and leading expert in competitiveness,
direction and leadership, human resources and organisational
behaviour, Professor Colin Coulson-Thomas, has been
appointed an Honorary Professor of Aston University.
Professor Coulson-Thomas is an experienced vision holder
of transformation programmes who has travelled the world
taking professorial appointments at universities on nearly every
continent, advising corporations and public bodies, and speaking
at major corporate events and conferences – all in the name of
improving the performance of organisations of all kinds.
He has served on local regional, and national UK public
sector boards, written more than 1000 articles and more than
70 books and reports. He has led more than 20 investigations to
identify the critical success factors for key corporate activities
and quicker, more affordable and less disruptive routes to high
performance organisations. His current international roles
include the post of Director-General, UK and Europe for the
Institute of Directors, India.
Professor Colin Coulson-Thomas said: “The University from
which one obtains a PhD will always be special, and even
more so if it shares one’s engagement with India and one’s
commitment to building relationships between India and the

UK. I have met Aston alumni in India in senior positions and I
look forward to working with the Aston India Foundation for
Applied Research to the benefit of both countries.”
Read Professor Coulson-Thomas’ latest article ‘Managing risk
management’ on page 37.
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Celebrating success

Time for celebrations
Back row (left to right): Richard Taylor, Rob Hilliard, Richard Churchill, Andrew Fawley,
Keith Hartshorn, David Blanchflower.
Front row: Steve Heathcote, Rafal Burkot, Daniel Eales, Ben Jenkinson, Ruth Wilkinson.

The Institute has declared Daniel Eales
from Next Distribution Limited as their
Student of the Year 2016.

A

t a presentation in early February in Scott-Grant’s
Manchester training centre, IMS Treasurer David
Blanchflower congratulated Daniel on his significant
achievement in the in-depth four week Certificate course
during 2016.
Productivity support analyst Daniel, based at Pontefract,
was presented with a trophy, a certificate and a cheque from
the Institute, to the delight of his manager Richard Churchill,
who was there to join the celebration.
Daniel returned to the learning environment several years
after graduating in criminology and psychology and found
he really enjoyed the studying, the pressure and taking the

exams – yes, really! “The course content was great – and
challenging, but I learnt so much that really inspired me.
I particularly enjoyed the module about developing a
Lean environment and am now a devotee of continuous
improvement,” he explained. “There is such a variety in
my role and I’m so pleased to have this whole new skill set
now.”
Daniel is one of a team of 11 analysts at Next Distribution
who all have the IMS Certificate qualification; as the
only one who has achieved Student of the Year status his
colleagues have generously dubbed him ‘a great man in
productivity support history’. “We work to a high degree of
accuracy – quite rightly, because there are lots depending
on it for the people and the business. As totally new
processes are coming into the business, we are able to
communicate them very effectively to all levels of staff using
process mapping and other techniques.”
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Showing great potential
Very close behind the winner were three other students as
runners-up: Rafal Burkot, a continuous improvement coach
from luxury goods manufacturer Burberry Limited, Ruth
Wilkinson, process audit analyst from online retailer Shop
Direct Group and Benjamin Jenkinson, industrial engineer
from automotive components manufacturer ZF TRW Systems
Ltd.
Rafal graduated in Poland ten years ago with a Masters
in forestry – a combination of biology and engineering –
before joining Burberry over two years ago at their plant in
Castleford. He feels that the work he now does following his
IMS Certificate qualification, is like finding his professional
home. “The mix of theory and practice that the course
offered was so well balanced and I thoroughly enjoy using
and applying all I learned”, Rafal beamed. His manager, Rob
Hilliard said: “Rafal has a special talent and has always shown
such great potential. 60% of our current workforce is from
Eastern Europe, so he can communicate very effectively when
it comes to method or time studies.”
Ruth Wilkinson also graduated some years earlier in maths,
and followed that with a green belt in Six Sigma. Combining
that knowledge with what she learnt on the IMS Certificate
course during 2016, has also made her feel she has found
her professional home. She is part of an experienced team of
productivity analysts, all of whom are very supportive of her
achievement. Process improvement manager Andrew Fawley
said he was lucky to have her on his team, adding that “this
qualification makes her a multi-skilled person; she’s very
thorough and on the ball with everything she does.”
Engineering graduate Benjamin Jenkinson, was delighted
to secure a technical job with the ZF group in Peterlee,
County Durham a couple of years ago. He too enjoyed
getting back into the learning environment for the Certificate
course. “Industrial engineering has opened up a whole new
dimension for me and I’m really enjoying implementing all I
learnt on the course,” he said. Keith Hartshorn, his manager,
who is a senior process engineer responsible for new business
quotations and capacity, was very impressed with Ben’s
results. “He applies himself very well and is now my resident
IE expert. I use the data he generates for forward planning
for new lines and new equipment.”

Practical experience and expertise
All the students were very complimentary about the course
content and delivery. They all attended open courses and
appreciated the opportunity to hear from people in a wide
range of industry sectors about their practical issues. They
hailed principal course tutor, Steve Heathcote, as a master in
his art, for not only delivering the course content in a clear,
concise and enlightened way, but being able to draw on many
diverse examples of how he has personally been able to apply
the theory in different business situations. Like all the tutors
at Scott-Grant, Steve is often involved in productivity projects
for Scott-Grant customers around the country in between his
training commitments.

The course content was great
– and challenging, but I learnt
so much that really inspired
me. I particularly enjoyed the
module about developing a Lean
environment.
A challenge and a great opportunity
So, this year the winner and the three runners-up are all
graduates who have found their way into the industrial
engineering profession from different directions. Presenting
certificates and gifts to them all, Scott-Grant’s Managing
Director, Richard Taylor, reflected that “employers have
confidence in the techniques and approaches we offer and have
selected you to be involved in applying them. We’re delighted
we’ve been asked to help you with your training. You’ve each
done very well, absorbed the information and demonstrated in
the exams, the course content and the project work, that you
have the fundamental skills and aptitude to apply them. This is
to benefit the business but it has also created a challenge and a
great opportunity for you.”
“At Scott-Grant we work with a very wide range of business
sectors and have helped with the training of their people.
They all recognise and rely on productivity initiatives. You’re
early in your productivity career and in a quite privileged
position with a sound platform in place. For everyone’s
benefit it’s now down to you to get out there, apply your
knowledge and start to make a difference. It’s needed
because there is pressure on productivity from several
directions. We’re seeing companies of all sizes and types who
have never had any formal measures. They are now realising
they need people like you to give them substantive data on
which to manage their businesses more effectively.”
David Blanchflower agreed, adding that he since qualified
some decades ago, he has been able to apply the trained
objective vision of an IE to situations throughout his life.
“What you have learnt on this course will stand you in good
stead from now on.”
The presentation was followed by a celebratory lunch in
a nearby restaurant to mark this international standard of
achievement. Who will be Student of the Year 2017?
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England’s higher education
system not fit for purpose

A

new report for the Education Policy Institute argues that
too many students are studying three-year degrees at
university, with many unable to pay off their student

loans.
The report by Baroness Wolf indicates that the government
should create a new national system of two-year, sub-degree
level programmes which can be taught in colleges.
The report found that the current system of higher education
is plagued by ‘economic inefficiencies’, with too many students
studying three-year degrees at university, and many never
paying off their student loans.
Baroness Wolf and Sir Roy Griffiths, professor of public sector
management at King’s College, London, argue that colleges and
universities should be offering sub-degree tertiary awards based
on a new programme of two-year level four and five education
awards
“The contrast between the high take-up of loans for degrees,
and the failure of advanced learning loans for FE-based learning,

is in large part a result of there being no established national
system of awards at levels four and five,” the report states.
The number of HNCs, HNDs and foundation degrees on offer
has declined rapidly in England in recent years in both higher
and further education institutions. The report found that many
university graduates are working in non-graduate jobs and for
many people, a degree is not associated with earnings that are
well above the non-graduate average.
The report indicates that the cost of loans to students would
be much reduced by making two year rather than three year
tertiary awards.

Nepal has largest
rice harvest in history

N

epal is heading for the largest rice harvest in history as
the heavens have smiled on farmers and sent down an
above average monsoon, according to a preliminary crop
production report released by the Agricultural Ministry.
Rice production has been projected to jump 21% to 5.23
million tonnes in 2017, after two consecutive years of falling
harvests triggered by drought. The country produced an
additional 931,248 tonnes of paddy this year. In the last fiscal
year, a crippling drought hit rice production severely, dragging it
down by 10% to 4.29 million tonnes.
Based on the average price of Rs21.45 per kg set by the
Ministry, this year’s output is valued at Rs113 billion, excluding
the value of straw and husk.
Ministry officials said that the record harvest was expected

to bring down the country’s rice import bill, and help the GDP
to grow, as the economy was strongly dependent on farm
production.
“Timely and regular monsoon was a key factor behind the
robust rice output,” said Ram Krishna Regmi, chief statistician
at the ministry. “The average monsoon rainfall this year was the
best in the last eight years.”
Besides increased use of improved seed varieties, timely
availability of chemical fertilisers and growing farm
mechanisation have helped the country to record a high rice
output, he said.
The bumper harvest has also halved the annual food deficit to
400,000 tonnes from 800,000 tonnes in the last fiscal year.
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Lean manufacturing
and system integration

L

ean manufacturing goals and system integration can work together
to boost productivity on the manufacturing floor in a number
of ways. In order for manufacturing companies to compete
domestically and globally, flexible and integrated systems are critical.
According to Jamie Flinchbaugh, a founder and partner of the Lean
Learning Centre (Novi, MI): “Manufacturers must look for flexible systems
that are easily modified and that also improve the process, save time, and
reduce errors.”
System integration not only complements lean manufacturing
principles, but propels the manufacturer towards continuous
improvement for the benefit of the company as a whole and the main
objective of minimising waste. That waste may include time, material,
product inventory or additional personnel for a given process. The
key value of machine vision and non-destructive evaluation (NDE)
integration lies within the heart of Lean manufacturing principles and
implementation strategies.
One of the most significant principles of Lean manufacturing is the
reduction and elimination of waste. Machine vision and other NDE
methods are green technologies that eliminate the most critical waste
for a manufacturer – defects. It is one of the easiest wastes to identify.
Defects are a high risk potential for any company, particularly if they
end up in the hands of the customer. This type of waste will not only
decrease production, lead to rework, salvage, and scrap, it harms a
company’s reputation and leads to a substantial loss in revenue.

Big Data aids productivity

T

he volume of data in the world has been increasing, and analysing large data sets is becoming
a key basis of competition, innovation and productivity. The increasing technological ability to
collect and analyse Big Data is leading to revolutionary changes in business.
In today’s constantly connected world, consumers expect more than ever from businesses.
With the emergence of Big Data, many American businesses have improved customer
expectations thanks to Big Data analytics. A prime example of how Big Data analytics is
allowing companies to innovate and provide meaningful customer experience, has been
demonstrated by American telecom services provider T-Mobile. After embracing a pro-consumer
attitude and implementing a data-driven marketing initiative, the company increased its
prepaid offerings.
According to a survey by Accenture Interactive, 91% of high performers on customer
experience attribute their success to data analytics. Through real-time store monitoring
platforms, tracking customers as they browse within a store is possible. For example, RetailNext
automatically collects and analyses shopper behaviour data, offering US businesses insights to
enhance the customer experience in real time.
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Impact of artificial
Intelligence on the
American economy

A

rtificial intelligence (AI) is set to bring many
opportunities to the US and the potential positive or
negative effects of ‘AI-driven automation will be felt
across the whole economy,’ the White House said in a recent
report that explains the possible shape of the US economy in the
coming years.
Though the advancements in technology hold potential,
policymakers should be prepared for changes in the skills
demanded by the job market, the report warned. ‘Accelerating
AI capabilities will enable automation of some tasks that have

PRODUCTIVITY NEWS

long required human labour,’ according to the report. ‘These
transformations will open up new opportunities for individuals,
the economy and society, but they will also disrupt the current
livelihoods of millions of Americans.’
It is acknowledged that in the long-term enhancing AI
may result in the economy experiencing a larger shock, with
accelerating changes in the job market. Significantly more
workers may need assistance and retraining, as their skills no
longer match the demands of the job market.”
The White House has taken a broad interest in AI and its
potential effects on the economy. In October 2016, the White
House released a report about what the administration views as
the future of AI.
It states: “The Administration believes it is critical that
industry, civil society and government work together to develop
the positive aspects of the technology, manage its risks and
challenges, and ensure that everyone has the opportunity to
help in building an AI-enhanced society and participate in its
benefits.”

Global standards can improve productivity

T

he Vice President of India, Shri M. Hamid Ansari has
said that adoption of global standards will improve our
productivity and enable Indian companies to access the
global export market. He was delivering the Dr M Visvesvaraya
Memorial lecture on ‘Enhancing Indian Productivity: Role of
Global Standards’, in Mumbai.
The Vice President said that Dr Visvesaraya was an
engineering genius who believed in hard work and perfection
and had he been here today, his advice would be to innovate,
excel and create things that were world class.
The Vice President said that the major challenges presently
facing the economy include an increasing trade deficit, and
the need to generate employment for millions of young
people joining the workforce. He further said that Indian
manufacturing needs to improve in terms of productivity and
efficiency to compete in a globalised market.
The Vice President said that global standards are becoming
an increasingly important factor in our way of life, ensuring
the safety and quality of products and services, facilitating
international trade and improving the environment in which
we live. He further said that there are standards to protect the
environment and human health and safety, accounting and to

mediate in commercial transactions. There are even standards of
acceptable behaviour within a society, he added.
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BOOK REVIEW

Title: Fire Well: How To Fire Staff So They Thank You
Author: Sue Ingram
Publisher: Rethink Press (2015)
ISBN-10: 1781331464
Pages: 201

Title: Building the Fit Organization
Author: Daniel Markovitz
Publisher: McGraw Hill (2016)
ISBN: 978-1259587177
Pages: 193

The author Sue Ingram has 27 years’ experience working in
human resources and has provided us with a book that will
empower managers to lead with confidence, and to develop a
leadership style that will inspire staff to excel.
Sue’s book starts by stressing that every good manager should
take time to get to know the staff in their team. Essentially, Sue
is educating the reader on how to be a better manager rather
than focus on the negative aspects of the managerial roles.
Her theory is if you are seen as a good manager your staff will
respect you when you have to take difficult decisions.
The book will guide the reader though the formal processes of
firing an employee by explaining the legal implications, as well
as deciding when the time is right or wrong to do so.
The basic concept of the book is if you are confident and able
to fire people in a positive and dignified manner, you will also
have the skills to be a confident manger.
Firing someone is not easy, but sometimes the individual is in the
wrong job and if done correctly, it could well help the individual to
move onto a position for which they are more suited.
This book is about keeping people as much as it is about
letting them go. It contains good ideas about managing
performance and how to make staff feel valued, as part of your
successful and productive team.
This is an excellent book that gives clear and concise advice
in short, easy to read chapters, that will help any manager deal
with both difficult situations and also increase the efficiency of
the department. I would recommend that every manager should
have a copy in their desk drawer.

Daniel Markovitz is a consultant who specialises in making
companies faster, more flexible and more productive, through
the application of Lean principles. He is a faculty member at the
Lean Enterprise Institute.
He introduces his book by explaining that Lean, the Toyota
Production System, resulted in Toyota becoming one of the most
successful companies in the world. However, few companies who
have applied Lean to their organisation have actually achieved
a Lean transformation or even maintained a commitment to
continuous improvement. He explains that the reason for this
fail are diverse and many. He suggests that the main reason for
not obtaining the maximum from the introduction of Lean is
they actually try to copy Toyota.
In the publication, he advises readers how to learn from
Toyota and in so doing they can convert their own flabby
organisations into fit ones that are dynamic, constantly
improving and customer focused.
This is a concise, easy to read book that in its six chapters
guides the reader through the process of personal and
organisational improvement.
This is a book that will help the reader to think in different
ways and realise there is always room for improvement. It is
an excellent read for practitioners responsible for change and
productivity improvement within their organisation.
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BOOK REVIEW

Title: Positive Thinking
Author: Gill Hasson
Publisher: Capstone 2017
ISBN: 978-0-857-08683-9
Pages: 193

Title: Motivate Yourself
Author: Andro Donovan
Publisher: Capstone 2016
ISBN: 978-0-857-08690-7
Pages: 216

If you feel plagued by negative thoughts and emotions then
this book by Gill Hasson, the bestselling author of Mindfulness
and Emotional Intelligence, will help you move on from those
negative emotions and focus on the positive instead.
Gill’s practical approach and very readable style of writing,
with its informative approach to the benefits of positive
thinking, will greatly assist you in your everyday life.
In this book, Gill explores the way past setbacks both at home
and our place of work can result in negative emotions. If you
ever let your negative emotions affect you, then this book will
provide the tools and skills to view life with a more positive
outlook.
As Gill indicates in the book, having a positive attitude will
change your life and give you the motivation, energy and the
ability to succeed.
The power of positive thinking is not a new concept; it’s been
around long enough to become almost a cliché, but there’s a
reason behind its longevity: positivity works. This book shows
readers how to break through the barrier of always being
negative and will provide the tools to view life with a positive
outlook and enable them to achieve the goals that once seemed
out of reach.

This is a book that will help you discover who you are, where
you want to be in life and how you can achieve what you need
to do to fully motivate yourself to live the life you deserve. It
contains practical advice on how to motivate yourself and gives
strategies to improve your productivity.
It’s written in a clear and concise manner with ‘Key Thinking
Points’ at the end of each chapter. It encourages readers to
recognise their own core values and identify their own strengths
and weaknesses. It assists you to move beyond your own selfdoubt and gives you the skills to live your own dream.
With practical exercises featured within each chapter, this
book will help break those emotional barriers that hold you
back and set you on the path to becoming fully engaged and
more productive. You will learn how to motivate those around
you, with productivity at the centre of everything you do.
This book is an excellent read for those who feel their life has
become routine and is not taking the direction they envisaged. It
is very readable with a straightforward, no nonsense look at the
attitudes and beliefs which hold us back. It helps you identify
what is really important to you and changes your attitude from
‘I can’t’ into ‘I can’, and empowers you to achieve the life you
want, based on what you value most. It will challenge you to
discover who you really are and what you are truly capable of
achieving.
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Big Data

and psychoanalytic
neurolinguistic processes
The ‘wisdom of crowds’, the law of large numbers and how it can help deliver
customer satisfaction, by Daniel Lewis, David Parker and George Downie.

A

n Australian call centre, specialising in airline customer
enquiries, discovers that its view of customer information
and record-keeping must change. Instead of the
traditional in-case-we-need-it perspective, this wealth of data
can be utilised as a business intelligence model, facilitated by
technologies such as text mining and big data psychoanalytics.
For the call centre, this realisation exposed a massive mismatch
between customer needs and operational processes, presenting
an opportunity for organisation-wide process improvement, cost
savings, and a significant increase in customer satisfaction.
HelloCo Customer Service is an Australian company operating
a large call centre in Sydney, specialising in serving domestic
airlines’ phone-based customer service needs. An important
customer is an Australian domestic airline, accounting for 60%
of HelloCo’s revenue. In common with most airlines around
the world, customer service strategies are being challenged to

deliver competitive advantage and ultimately improvements to
the bottom line, in what is an increasingly commoditised and
highly price sensitive industry. For HelloCo, this focus has been
sharpened by their key customer demanding differentiation
through an effective, home based Australian service, rather than
mere cost minimisation through off-shore call centres like many
other airlines.

The importance of language
Research has shown that customers are often less receptive to
foreign accents (Economist 2016, Davies 2016, Chazal 2014,
2015). This is apparent in the UK, Europe and the USA, as well
as in Australia. In the antipodean case, this is exacerbated
where operatives are not familiar with Australian idiom and
‘knockabout banter’ often used as measures of friendliness
and endearment. Again, this has been found to be true across
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geographical boundaries (Chazal 2014, Winterman 2007). It
is important to point out however, that merely repatriating
customer facing contact centres is not a panacea (Aldrige, cited
by Aldrick 2011).
HelloCo recently introduced training for its entire customer
relationship staff in neurolinguistics, to improve rapport
and gain customer confidence in advice given by call centre
consultants. In simple terms, neurolinguistics is the study of how
language is represented in the brain: that is, how and where our
brains store our knowledge of language and what happens as
we use it in our day-to-day interactions with others. An example
of this is the much vaunted ‘audible smile’. Whilst a pleasant,
reassuring voice is undoubtedly important, today there is a need
for knowing far more about how customers think and react in
establishing what they really want. Indeed, The Economist (2016)
highlights the fact that in many cases, the work of overseas call
centres is being taken over by technology with the ability to
provide these functions by mining existing data.
Increasingly, the reliability of technology, removal of
complexity, simplification of systems, and customer-driven
processes are prerequisites to an agile, effective and sustainable
business.
Given these ‘must haves’, in order for HelloCo to stand out
from the myriad of other third-party service operators available
in this highly competitive services pool, they decided it was
imperative that they embrace this ‘zeitgeist’, drawing on
text mining and ‘big data’ evaluation of trends in customers’
historical records. Over six to nine months, customer data going
back at least two years will be analysed, using some of the most
sophisticated analytical and psychological techniques available.
The analysis will develop customer profiles, which consultants
will use to provide tailored responses to enquiries and more
dynamic, responsive relationship management.

Contact management
‘Contact management’ used to be an industry of marketeers,
now it is as much about strength in intelligent systems, data
capture and smart psychoanalytic processes. The most effective
systems still refer the more complex questions to human
operators; but they ‘learn’ from the responses. The longer they
run, the better they get. Software can also make call-centre
workers more efficient: quickly retrieving and displaying
customer data on screens, reducing the need to transfer callers
to other departments (where, inevitably, they will have to
confirm their identity yet again) or log on to clunky IT systems,
often being greeted with the mantra, ‘I’m sorry, our computers
are down at the moment’.
Like many in the call or ‘contact’ centre industry, HelloCo
had until recently adopted a traditional view of customer
service record keeping, largely driven by audit and compliance
requirements; regarded as a necessary evil, taking time and
being regarded as a reluctant operational cost. Operations
could be described as transaction-driven. Yield and efficiency
benchmarks were measured by ‘call duration time’ and
measured in seconds. Performance measures drive behaviour,
hence, consultants attempted to satisfy customers in as
little time as possible. The ‘in case we need it’ approach to
customer contact data maintenance unwittingly left this richdata set, regarded as a necessary on-cost, rather than a seam
of valuable proprietary information. Consequently, it was
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archived and regarded as valueless.
In the face of key customer demand for an improved value
proposition, HelloCo turned to a university for advice. Working
collaboratively, the research and scientific expertise of the
university and the business acumen of senior management,
proved to be a powerful combination. The previously
unleveraged value and opportunities in what had hitherto
been regarded as customer records, yielded millions of data
points. This provided the framework for the discovery of the
subtle nuances within the customer information and established
the basis for a value added business intelligence management
process.
The notion of mining customer data to gain or sustain
competitive advantage is not new. As far back as 1982, Jan
Carlzon, the former CEO of SAS Scandinavian Airlines developed
his ideas on database marketing based on his famous quote:
“We have 50,000 moments of truth every day,” referring to
every contact an employee of the company had with a customer.
Working with data scientists changed HelloCo’s perspective
on record keeping, imbuing the company with a different
view of historical customer records. For example, it was now
recognised that contained within the data are insights and
opportunities, and data is the basis of knowledge that is vital
for competitive advantage. Business intelligence, customer
retention and increased responsiveness, are all functions of good
data management, but with the new tools, HelloCo also needed
to upskill its management team and embed the data value
perspective.
Early results were highly insightful and underpinned new
customer relationship management systems, service recovery
strategies and call centre consultant recruitment, training and
financial reward. For example, it became clear that customer
anger increased, the closer the call was to the date and time
of their flight, but the probability of them switching (logistic
regression on binomial switch/stay choice) was not affected
unless they were business class passengers. However, post-flight
repeat sales dropped significantly below average as a direct
consequence. Hence, a new customer scripted response was
developed tailored to mitigate against a negative impact.
Detailed analysis was conducted on thematic content of
calls, categorised by passenger class and time before flight.
Voice analysis from recordings was encoded to reveal pitch,
volume, speed of speech, emotion versus theme of call, eg flight
delay, change of ticket, refund, incorrect booking, etc. Several
thousand ‘response tags’ were identified as rich data sources for
subsequent use.

New initiatives
This approach to empirically-driven process analytics captivated
the imagination of the senior executive team and new
boundaries for HelloCo’s informatics were established. A
series of initiatives were rolled out during the subsequent
six months that included transforming call centre staff notes
from customer calls into ‘text corpora’, allowing sophisticated
analysis of unstructured and semi-structured text. The familiar
announcement ‘Your call may be recorded for quality and
training purposes’ enabled collection of petabytes of call
recordings that were converted to text files and analysed using
big data and psychometric techniques.
Additional research highlighted customer dissatisfaction with
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service operations management must champion the use of
big data text analytics for business intelligence, so enabling
improved decision-making and the development of sustainable
competitive advantage. Organisations must understand the
value proposition in Big Data text mining of business cases and
communicate it to all staff.
While we have described a collaborative initiative undertaken
by a university and large enterprise, the overall recommendation
to most organisations is start small – undertake exploratory
text mining to discover opportunities and find hidden problems
and opportunities. The first step would be to establish a simple
system to ingest a sample of all data, work out its structure,
clean it and prepare it for exploratory use. Then look for
commonalities, such as exceptional call times, high cost per call,
customer emotion and common themes. Clearly, there is a need
to engage staff with technical skills, eg data science, but do not
neglect manager training to ensure results can be understood
and maximum value extracted.
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Work
measurement:
Is there a
faster way?
Work Measurement as an
industrial engineering technique is
more than 100 years old, originally
developed by Fredrick Taylor,
utilising the stopwatch. Since then,
time study has been a cornerstone
of industrial engineering,
predominantly applied in
manufacturing environments,
says Trevor McAlester.

W

ork today, whether in manufacturing or the service
industries, tends to be much more customised than
in the past; no more ‘you can have it in any colour
as long as its black’. The rise of work measurement in service
sectors such as retail and logistics, is evidence of looking at
where the labour force has moved, as manufacturing has either
become much more automated (which will continue), or simply
been exported to low labour cost countries.
Traditional time study done correctly is difficult and tedious.
A minimum of 10 observations, rated for performance are
normally required, many more with short cycle work. It is
particularly difficult to execute a good time study and identify
method improvements simultaneously, and because of operator
rating variation, time study is also prone to being inaccurate,

because individual operators will adopt methods that suit them
in these much more flexible work environments.
Over 50 years ago Methods-Time-Methods 1 was made
generally available, offering as the name suggests, methods and
time combined, the result of a remarkable body of work carried
out at Westinghouse Electric in the United States. One of the
drawbacks of MTM 1 is of course, the large number of data points
on the data card (453) and the associated training required.
Subsequent MTM systems, MTM 2 and 3, reduced the number
of data points at some small cost to accuracy, but provided an
improved opportunity to increase consistency. In addition, the
time required for training was significantly reduced, because the
number of data points that had to be understood was only 39 in
MTM 2 and 10 in MTM 3 (MTM 3 never really caught on).
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Work today, whether
in manufacturing or
the service industry,
tends to be much more
customised than in
the past.
With the arrival of the MTM family of systems and others, it
was possible to develop a method and a time, unfortunately at
considerable industrial engineering cost. As an example, using
MTM 1 manually, one minute of standard time takes about
350 minutes of industrial engineering time, in other words
very expensive. In the heyday of payment by results incentive
schemes, the use of MTM 1 and MTM 2 was not uncommon in
high volume manufacturing, but time study still dominated and
sadly, I think it still does.

Delivering standards
So in today’s work environment, how best to deliver labour
standards? Well of course the development and use of computer
aided approaches have been available since at least the early
1970s, and systems like 4M and MOST were early adopters.
These early systems still required the user to know either the
original coding or a modified version associated with the data
set being used, essentially not taking full advantage of the
computer’s ability to ‘know’ the codes. The requirement to know
the codes associated with a particular data set was rectified
about 30 years ago with the introduction of The EASE System
(Engineering Assembly Standards and Estimates). Early systems
were also limited by the requirement to use either mainframe
or mini computers. With the arrival of the PC, the availability of
computer aided solutions became more widespread.
The next significant hardware step forward, delivered by Steve
Jobs, was the arrival of the tablet computer in 2010. This mobile
form of computing power in conjunction with the cloud, opens
up new opportunities to optimise the confluence of computing,
with the needs of those of us who are tasked with developing
labour standards, in a broader group of industries that are far
more diverse than classical manufacturing.
Unfortunately, many of the existing industrial engineering
software products suffer to a greater or lesser degree from
poor user interface design. Indeed many, if not most software
products, suffer from poor user interface design. Although the
origins of user interface design only came to the fore in 1984
with the introduction of the Apple Mac, which made the term
‘graphical user interface design’ more commonly known, but big
companies outside of Apple didn’t embrace it until the late 90s.
It’s an imprecise term and people have differing ideas when it
started.
My timeline: Englebart started it (68), Xerox made it useful

(78), Apple made it practical (84), Microsoft made it ubiquitous
(95), Apple made it essential (07). Somewhere in there, I’m not
sure when, Cooper/Nielsen/Norman/ showed it was profitable,
meaning that good user interface design made it possible for
users to be more productive when using the computer.

Technology developments
In 2015, a new web based tablet app became available that
combines simplicity with great consistency, sufficient accuracy
and a strategy to meet the vast majority of needs. It is called
FAST. FAST is specifically designed to assist the Industrial
engineer to develop engineered labour standards; it is not
designed to be a ‘Jack of all Trades and Master of None’ as is
often the case.
Simplicity is achieved by completely eliminating the need
for the user to know any codes at all. In the USA the data set
is very similar to MTM 2, but with less data points than MTM
2. In the UK, FAST is preloaded with UAS (universal assembly
data) as well. Either data set can be used, it is up to the user.
Not needing to learn any codes means that the learning curve
is very rapid. One user in the UK actually turned down the
training module and simply taught themselves how to use the
application.
Consistency is achieved because the data set is very small,
meaning that the user is limited in the choices available (the
most obvious example of this in our daily lives is the English
alphabet of 26 letters that can be organised into an almost
infinite number of words). In conjunction with understanding
the simple rules, it means that there is a very high probability
that different industrial engineers analysing the same task will
come up with the same method and time.
Sufficient accuracy in the time developed, is achieved because
the consistency lends itself to improved accuracy This is aided
by the use of fully integrated video that the application has
available.

What’s your strategy?
Strategy: Having a good strategy is essential to optimising both
the software app and the industrial engineer’s time. Historically,
industrial engineers using time study were required to ‘do a
study’. They would typically go to the factory floor with the
information about the job to be studied, and hopefully get
shop floor supervision and operator approval to undertake the
study and proceed. The result of this effort was quite often
cabinets full of individual time studies not well related to each
other. With the arrival of the PMT (Predetermined Motion Time)
systems, this approach continued for many years, although with
the mass availability of the PC, the paper became electronic and
the cabinets disappeared.
Why is this inefficient? Almost without exception, products
or services delivered are the result of a sequence of operations
and not just one operation. Therefore, it is more efficient to
store Labour Standards in a form that reflects that sequence of
events.
FAST is new to the market in the United States and the UK
and although it’s early days, already In the United States it
has been used by a major supermarket company in California,
A Tier 1 automotive supplier in Mexico, a medical device
manufacturer, and in the UK, a major logistics company is using
FAST.
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It is particularly difficult
to execute a good
time study and identify
method improvements
simultaneously.
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The European Union

Brexit threats and opportunities for people and
business, part one. By Dr John McManus.
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I

n order to fully appreciate the European Union (EU) one has
to understand its origins and its future direction. In doing so
we can comprehend, what the EU does, and what economic
importance can be attached to the EU Single Market. The EU
is comprised of 28 European countries (including the UK1). It
was formed in 1951 by the countries of Belgium, France, West
Germany, Italy, Luxembourg and the Netherlands, to foster
economic co-operation, with the idea that countries which trade
together are more likely to avoid going to war with each other.
It has since grown to become a ‘single market’ allowing goods
and people to move around, as if the member states were one
country. It has its own currency, the euro, which is used by 19 of
the member countries and its own parliament which sets rules
in a wide range of areas including agriculture, the environment,
transport, consumer rights, and employment laws.
In January 1973 along with Denmark, and Ireland the United
Kingdom (UK) joined the European Union. During the late
1970s, the EU regional policy transferred huge sums of money
to create jobs and develop infrastructure in poorer areas of
the community. The European Parliament during this period
increased its influence in EU affairs and in 1979 all citizens for
the first time, were able to elect their members directly. In 1986,
the Single European Act was signed. This act provided the basis
for a vast six-year programme aimed at sorting out problems
with the free flow of trade across EU borders in essence creating
the ‘Single Market’. In 1993, the Single Market was fortified
with the four freedoms of: (1) movement of goods, (2) services,
(3) people and (4) money. On 1 January 1999, the euro was
introduced to world financial markets as an accounting currency
replacing the former European Currency Unit. Further expansion
of the EU during 2004 and 2007 permitted former eastern
European countries into membership.
The global economic crisis of 2008-9 hit Europe hard and
precipitated economic migration from former Eastern Europe
countries to the more prosperous EU member states, such as UK,
France and Germany (increasing both tension and nationalistic
concerns). Following the initial economic crisis and some would
argue, the imminent collapse of the banking system, the EU
helped several countries2 to confront their economic difficulties
by establishing the ‘Banking Union’ to ensure safer and more
reliable banks. The creation of the banking union transferred
the mechanisms for bank supervision and resolution from
national to EU level in several member countries. There are
currently ongoing discussions to set up an EU wide Capital
Markets Union3 (CMU) to:
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During the late 1970s, the EU
regional policy transferred huge
sums of money to create jobs
and develop infrastructure in
poorer areas of the community.
economies will benefit from greater cross-border investment
and saving opportunities.

Politics
The 2014 European elections introduced more elected
Euro-sceptics into the European Parliament. Despite the
economic and political benefits4 of EU membership on 23
June 2016, motivated by nationalism and perceived excessive
immigration a majority of UK citizens voted to leave the EU (this
departure is euphemistically known as Brexit).
In considering how the UK and its economy will evolve post
Brexit one thing is certain, the next few years will be politically
volatile and economically challenging as businesses and
enterprises adjust to new market conditions. The dilemma for
the UK Government and business leaders alike, is forecasting
what form a post-Brexit economy is likely to take. Forecasting is
difficult, particularly when you are missing key pieces of data.
At a basic level, the answer is to first separate what is certain in
the outlook and then make intuitive assumptions about what is
missing. Given that uncertainty is an unavoidable phenomenon
and its impacts varied, it is important to understand its practical
influence.
While the UK was showing signs of economic recovery postBrexit, our economy is now smaller than it was prior to the June
2016 referendum. Although the UK economy appears to have
weathered the initial shock of the Brexit vote, weak growth and
poor GDP results have seen debt levels increase and enthusiasm
for investment dampened by economic uncertainly within the
Eurozone. The impending evocation of Article 50 of the Lisbon
Treaty and a lack of traction within larger economies, such as the
United States and China, have not helped investor confidence
in the UK, as evidenced by the recent value of the GBP5 against
other key currencies such as the Dollar and euro6.

The Lisbon Treaty and Article 50
• Reduce fragmentation in financial markets.
• Diversify sources of finance.
• Strengthen flows of capital between EU countries.
• Improve access to finance for businesses, particularly small and
medium-sized companies.
Those member states with the smallest markets and high growth
potential, have a lot to gain from a better channelling of capital
and investment into their projects. More developed market

The Prime Minster Theresa May stated that the UK would trigger
Article 50 in March 2017. This will formally start procedures
for leaving the EU. Formal procedures for leaving the EU were
introduced by the Lisbon Treaty, which came into force in 2009.
A country wishing to leave the EU must notify the EU of its
intention and this notification would trigger negotiations over a
withdrawal agreement between the country and the remainder
of the EU. The country would officially exit the EU on the date
the withdrawal agreement came into effect or, if no agreement
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is reached, the country could leave two years after the date of
notification.
The Lisbon Treaty states that agreement shall be negotiated in
accordance with Article 218(3)7 of the Treaty on the Functioning
of the European Union. It shall be concluded on behalf of
the Union by the Council, acting by a qualified majority,
after obtaining the consent of the European Parliament. In
this context, the member of the European Council or of the
Council, representing the withdrawing Member State, shall not
participate in the discussions of the European Council or Council
or in decisions concerning it.
During the two-year negotiation period, EU laws would still
apply to the UK. The UK would continue to participate in other
EU business as normal, but it would not participate in internal
EU discussions or decisions on its own withdrawal. On the EU
side, the agreement would be negotiated by the European
Commission following a mandate from EU ministers and
concluded by EU governments ‘acting by a qualified majority,
after obtaining the consent of the European Parliament.’ This
means that the European Parliament would be an additional
unpredictable factor in striking a deal.
It is worth pointing out that no country has ever evoked
Article 50. In evoking Article 50, the UK will have to renegotiate
80,000 pages of EU agreements, deciding those to be kept in
UK law and those to jettison. British officials have said privately
that nobody knows how long this would take, but some
ministers believe it will congest parliament for years. According
to Professor Kenneth Armstrong8: “There is no mechanism to
compel a state to withdraw from the EU. Article 50 is there

to allow withdrawal, but no other party has the right to
invoke article 50, no other state or institution. While delay is
highly undesirable politically, legally there is nothing that can
compel a state to withdraw.” There are both advantages and
disadvantages to evoking Article 509. A key advantage is that
in striking a new agreement it would not necessarily require
unanimity among the other member states, unlike an EU treaty
change, which does. However, a complex mixed agreement
would require ratification in every EU member state. On the flip
side, the European Parliament has a veto over a continuity deal
or future trade deal.

The Single Market
It could be argued that one reason why almost half voted not to
leave the EU was to protect their jobs (and living standards). Of
the 4.2 million jobs linked to EU trade, an estimated 3.1 million
are directly supported by exports and a further 1.1 million
supported indirectly, for example through spending income
earned from exporting10. Since 2012, an average of 50% of the
UK’s exports of goods went to the EU. The UK’s major export
destinations include Germany, Netherlands, France, Ireland,
Belgium and Luxemburg, Spain and Italy.
The Centre for Economics and Business Research (CEBR)11
identifies the overall contribution to our economy from exports
to the EU was £220 billion in 2015, and this could rise to almost
£300 billion a year by 2030. Although the UK exports to a dozen
or so EU countries, the majority of its goods and services go to
Germany, France, Ireland and the Netherlands12. This is partly
because:
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Figure 1: Exports to other Member State, 2013 (EUR 1000 million)
Source: Eurostat EU Country Database

• France and Germany are large economies and geographically
close to the UK.
• Germany is an EU manufacturing hub that uses UK
components.
• There are historical trade links with Ireland, and a common
language.
• The Netherlands is a global gateway, through the port of
Rotterdam, that acts as an intermediate destination for trade
between the UK and other countries. This is known as the
Rotterdam effect. It’s also an important financial and business
services trading centre.
Without question, access to the EU Single Market13 has helped
the UK economy grow and support the living standards of its 64
million citizens. The EU Single Market accounts for 500 million
consumers and 21 million small and medium-sized enterprises
(SMEs). Its aim is to ensure the free movement of goods
within the market, and to set standards for consumers and the
protection of the environment. While the EU Single Market is
an important destination for UK’s exports, (Figure 1) and an
important source of UK imports, compared to other EU countries
some economists would argue the UK is a smaller player in terms
of significance to the EU and this may reduce our bargaining
power.
Although figures vary, the Confederation British Industry (CBI)
estimates that the ‘net benefit’ of EU, membership is worth
between £80-100 billion per year. CBI Director-General, Carolyn
Fairbairn14 has warned that Brexit could result in 950,000 jobs
being lost by 2020. Even in a scenario where a Free Trade

While the UK was showing signs
of economic recovery post-Brexit,
our economy is now smaller than
it was prior to the June 2016
referendum.
Agreement with the EU is secured rapidly, the analysis indicates
GDP could be 3% lower by 2020. Whether such predictions turn
out to be accurate or incorrect, clearly any drop in GDP would
not be good news for the government and the taxpaying public.
Unmistakably, the Prime Minster and her ministers have much to
achieve from March 2017 onwards.
An interesting scenario put forward by
PricewaterhouseCoopers (PwC)15 is the Free Trade Agreement
scenario. In this scenario, the UK negotiates a Free Trade
Agreement with no tariffs on exports and imports between the
UK and Europe by 2020. As it is no longer in the Single Market,
it experiences a modest rise in non-trade barriers. The UK is
assumed to maintain existing free trade agreements with other
countries currently held by the EU, and signs a new trade deal
with the US.
Under this PwC scenarios, UK living standards, GDP and
employment are significantly reduced compared with staying.
GDP per household in 2020 could be between £2100 and £3700
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lower, and the UK’s unemployment rate between two and three
percentage points higher, than if the UK had remained in the EU.

Free trade areas and agreements
A free-trade area is the region encompassing a trade bloc whose
member countries have signed a free trade agreement (FTA).
Such agreements involve cooperation between at least two
countries to reduce trade barriers, import quotas and tariffs, and
to increase trade of goods and services with each other16. From
the European perspective, EU Free Trade Agreements (FTA)17
merely supplements the World Trade Organisation (WTO)18
negotiations. Concluding the WTO’s Doha Development Round
trade negotiations19, which have been ongoing since 2001, and
strengthening the multilateral trading system which remains
priority for both the WTO and EU. All agreements negotiated
outside of the WTO have to be compatible with existing WTO
requirements (a point we will return to in Part 2).
As previously stated, European businesses selling into the EU
Single Market currently have unrestricted access to nearly 500
million consumers. Free trade and economic integration has
been a great advantage to the UK, allowing the UK and other
EU member states to trade freely with one another without
resorting to protectionist measures. The Single Market is at the
heart of the European mission, but its benefits do not always
materialise because Single Market rules are not known or
implemented, or they are undermined by other barriers20:
• Fragmented national tax systems impede market integration
and undermine efficiency.
• Separate national markets still exist for financial services,
energy and transport.
• E-commerce between EU countries has been slower to take off
than at national level, and rules, standards and practices vary
considerably.
• The services sector is lagging behind the goods markets
(although it has been possible since 2006 for companies to
offer a range of services abroad from their home base).
• Rules on the recognition of vocational qualifications need to
be simplified to make it easier for qualified workers to find a
job in another EU country.
Back in 2015, and in support of improvement within the single
market, the European People’s Party (EPP) Group Spokesman
in Parliament’s Internal Market and Consumer Protection
Committee, Andreas Schwab MEP21, urged the Commission to
reduce barriers for service providers: “In the services market,
we are dealing with a lot of untapped potential”, he said.
“However, we should not overhaul well-functioning structures
now, but rather build on already existing high quality standards
for all Member States.” Such rhetoric is highly supportive of
the UK economy, where 78% of our GDP comes from services.
Schwab also argued that the EU needs a more competitive
and efficient professional services sector. Unleashing the full
potential of the Single Market could generate €615 billion
per year, or a 4.4 % increase in EU GDP. Let’s not ignore that.
It is in the core of the European idea that only cross-border
cooperation can make Europe stronger.
Prior to the June referendum, the European Commission
was already taking steps to deal with and remove, some of the
obstacles to free trade by strengthening its competitive position

and reducing the inherent bureaucracy of the single market.
The European commission was and is determined, to give the
Single Market a new impetus with a number of ambitious and
pragmatic actions focused on three main areas:
1. Creating additional opportunities for consumers, professionals
and businesses.
2. Encouraging the modernisation and innovation, that Europe
needs.
3. Ensuring practical benefits for people in their daily lives.
In support of these initiatives, the EU commission is determined
to work hand-in-hand with Member States and stakeholders
to create a smart and collaborative culture of compliance.
The Commission will propose a regulatory initiative to collect
comprehensive, reliable and unbiased information from selected
market players to improve the Commission’s ability to monitor
and enforce EU rules. Moreover, it will strengthen the market
surveillance mechanism to detect unsafe and non-compliant
products and to remove them from the EU market. It will also
reinforce the application of the mutual recognition principles.
Finally, the Commission will reinforce pre-emptive measures to
avoid the creation of new barriers in the market for services22.
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Brexit economic impacts
All EU Member States are required to make a financial
contribution to the EU budget. In 2015, the UK’s annual gross
contribution to the EU amounted to approximately £18 billion
(Table 1). The UK also receives a rebate and funding from the
EU in the form of farming subsidies and funding from rural and
regional development programmes and other EU initiatives
reducing the UK’s contribution to the EU budget to around £9
billion, or 0.6% of GDP. Although the size of the UK contribution
to the EU budget is often highlighted in a negative context
in the press and business journals, the evidence is that, once
adjusted for the size of the economy the UK pays less than 1%
of its GDP. According to Professor Iain Begg23, although there are
pronounced fluctuations in the amounts contributed in different
years, the UK is manifestly the country which contributes least to
the EU.
One perceived benefit of Brexit is the UK would no longer
be required to make budgetary contributions (unless of course
these were part of a negotiated bilateral deal) It would,
however, also cease to receive funding from the EU (eg in
relation to the Common Agricultural Policy and research
and development). The main goal of the impending Brexit
negotiations is to reach agreements on free trade in key export
sectors: cars, chemicals, aerospace, food and beverage, and

financial services sectors would be particularly vulnerable. As an
illustration the service sector accounts for 78% of the UK’s GDP26
which include distribution, hotels and restaurants, transport,
storage and communications, business services and finance, and
government and other services. Currently the UK has a trade
surplus in financial and insurance activities, ie exports exceed
imports in the sector. The trade surplus has been growing as a
proportion of GDP over the last two decades, and although it
dropped in 2008, it has since recovered. In 2013, the surplus on
insurance and pensions was £20.9 billion and £38.3 billion on
financial services. These two sectors therefore, account for a
large proportion of the services trade balance of £78.9 billion27.
A further illustration is the UK car industry (which includes
key brands such as Honda, Nissan, Toyota, BMW, Vauxhall and
Jaguar). Although the UK runs a trade deficit with the EU in
cars of £14 billion28, of which Germany accounts for around £11
billion, leaving the EU’s customs union would be a challenge
as it would mean adjusting to new administrative procedures
at the EU border and could lead to uncertainty over EU wide
supply chains. On average, only 37% of the value of the supply
chain that goes into a UK manufactured vehicle originates in
the UK. In the case of chemicals and food, any deal with the EU
would probably come with strict conditions, such as adhering to
the EU’s high regulatory costs or maintaining tariffs with the rest

2009
outturn

2010
outturn

2011
outturn

2012
outturn

2013
outturn

201424
outturn

201525
outturn

Gross Payment

14,129

15,197

15,357

15,746

18,135

18,777

18,000

Less UK rebate

-5,392

-3,047

-3,142

-3,110

-3,674

-4,416

-5,000

Less Public sector
receipts

-4,401

-4,768

-4,132

-4,169

-3,996

-4,576

-4,000

Net contribution to
EU budget

4,336

7,382

8,002

8,467

10,465

9,785

9,000

Table 1 UK Treasury figures on the UK contributions to the EU budget (£’s millions)
Source: Office for budget responsibility HM Treasury.

It could be argued that one
reason why almost half voted
not to leave the EU was to
protect their jobs.
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of the world to the cost of consumers this, negating some of the
potential benefits of Brexit, such as cheaper food prices outside
the Common Agricultural Policy.
The banking sector is probably more affected by Brexit than
any other sector of the economy, both in the degree of impact
and the scale of the implications. One of the advantages of
Europe’s Single Market is ‘passporting’. Passporting allows
banks and insurance companies to sell their services anywhere
in the single market without having to establish a base in every
country in Europe. Assuming the Government triggers Article 50
in March 2017, the banks are likely to establish new operating
entities in Europe to do business. Arguably, any number of
international businesses could follow suite and relocate their
headquarters to Europe. That aside, it could be equally argued
that some multinationals may be deterred by the complexity
of getting local European staff to conduct business in a foreign
language, or by local employment laws that make harder to
hire and fire; but it’s inevitable that UK will see a number of key
companies relocate to Europe.
In the short term, the EU would continue to be the world’s
largest market and the UK’s largest trading partner. In Part 2 we
will turn our attention to the key question what options do we
have in a post-Brexit economy.
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Strategies for mastering
people potential
and building a high
performance culture

Philip Atkinson contends that the average organisation does not capture the
potential of their people and needs to develop innovative strategies to achieve
their outcomes. This huge waste in terms of energy, enthusiasm, commitment
and drive, can be radically reduced by focusing on inspiring staff to move
beyond their zone of comfort and commit to optimal performance. This article
is about developing the strategies to achieve this outcome.
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Maximising people potential
Our research suggests that few organisations understand that
the true financial cost to their business of failing to master the
potential of their people, is billions of pounds and dollars each
year in wasted energy and enthusiasm which is displayed but
never tapped, leaving many ‘opportunities’ for improvement
lost. Even fewer organisations have come to terms with
measuring this human cost and taking action. This article
provides examples of clear strategies to maximise the potential
of your most important asset or resource – your people.
We really should be designing strategies to make the most of
our people, instead of applying archaic management principles.
Many staff see their role as no more than a mundane 9-5 job
which meets only their basic needs. So it’s hardly surprising that
the contribution and creativity displayed at work is not always
the highest level.

Imagine the business in which you work belongs
to you
The quality of the service you provide in business is determined
by the quality of your people, and this in turn is determined by
how they are managed. So now, just imagine that the business
you work in belongs to you – the salaries and wages paid to
the staff now come from your own pocket. Let’s assume that as
business expands and customer loyalty improves, your service is
perceived as high ‘value added’, resulting in success reflected in
increased profits, personal gain and satisfaction. Now consider
that conversely, if the service you offer is less than attractive,
resulting in poor customer retention, this would result in a
contraction in your business, significant personal loss and
perhaps even business failure. Bearing these scenarios in mind
ask yourself the following questions;
1. Would you manage people differently if your personal
circumstances were impacted directly by their performance?
2. What people management issues do you experience
currently, that if resolved, would result in substantial business
improvement?
The first question implies that staff would adopt a different
and more effective managerial mindset if they were personally
impacted. The second question implies there are issues that
need resolution, but for whatever reason are still apparent.
To truly reap the benefits of getting the most from your
people, the task is to get them to agree that they have some
degree of responsibility for influencing how they undertake
their work. Once we agree on the fact that people should help
others, either in a managerial or coaching context, then we
can start selling the idea that managing and leading people is
a deliberate process – which can be learned and improved over
time. More importantly, it is the responsibility of every manager
to help each of his or her team to excel and achieve their best.

Teamwork: Achieving results through others
Of all the resources any organisation utilises, people are the
most important. How people are managed or led is critical in
generating value added to any business. I would like to think
that the key role of anyone who manages people is to achieve
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There are some key cultural
issues which need to be
resolved in order to project
the importance of tackling
the issue of mastering the
potential of staff.
results through the capabilities and skills of those people, and
I wonder how frequently managers or the top team of an
organisation really see themselves investing in the future of the
business by developing their staff.

Investing in human capital and building a
learning culture
Providing learning opportunities and improving the requisite
skills, knowledge and attitudes of staff is critical for any business,
but how often are people equipped with only the knowledge
to perform the technical or administrative aspects of their work,
to the detriment of being developed to create a climate of
continuous improvement. Investing in people should be viewed
as a capital investment to the business, impacting upon its results
and customer service.

Consider the following to really get to grips with the
potential issues
What do your staff do when they are not working for
you?
Understanding the motivational drive of all staff who work
with you and seeing the individual as a ‘whole person’ is
extremely important. Individuals have a major contribution to
make and can stimulate innovative solutions to improve current
performance of any business. This means thinking of innovative
ways to apply the repertoire of abilities and competencies of
people at all levels within the business. It requires managers to
deliberately focus attention on what drives each of their people
to express innovative ideas and practices.
What concerns me most is that when running cultural change
or continuous improvement sessions, selling the message of
‘maximising potential’, many managers are generally unaware
of the abilities, experience, and potential of their staff.

Human potential inventory
Very few organisations actually undertake what we call a human
potential inventory. Many undertake a ‘competencies’ review for
assessing salaries and wage structures or job evaluation exercises
to design a remuneration strategy. However, very few move
beyond the numbers game of people planning and really value,
map and document the current experience and potential of their
people then plan to enhance it through a structured approach.
The top team in the average organisation would be shocked
to find out what their organisations could achieve if their people
were managed effectively and their potential exploited. The
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results of such a survey or inventory are usually staggering,
because they highlight the positive role that the organisation
must take to harness the energy inherent within its people. This
is becoming a crisis for some organisations who have difficulty
retaining staff with special knowledge or skills.

Demographics
We are experiencing a crisis in some sectors related to changing
demographics, the decline of ‘baby boomers’ in the market
place and accommodating the needs, world perspectives and
ambitions of Generation X, Y and Millennials in our workforce.
Commercial organisations now want people who are specifically,
rather than generally, educated. We currently have a huge
technology skills shortage and this, coupled with a decline in
educational standards in real terms, makes workforce planning
a nightmare. So it makes sense to make the most of the existing
staff, hold onto high flyers, and nurture those who need support
to do an even better job.

Dearth of quality people – hire or don’t hire
Employers now are increasingly more selective about employing
people who don’t quite meet their needs. Leading organisations
would prefer not to hire people if they are not of the right
calibre or meet their exacting standards. Some organisations
would prefer interims rather than hiring staff that don’t meet
their requirements. One such client knew they would experience
a shortfall and decided to only employ 80% of the required
graduates for technical positions because the quality on offer
was below their standard. They made a difficult choice by
choosing to operate with fewer, quality, people than with a full
complement of people with questionable ability and experience.
This trend may be industry specific in this context, but
increasingly, HR professionals are talking about the dearth of
good quality candidates on the market for a variety of positions
at different levels.
Recently, we were involved with aiding the recruitment and
selection of an IT director for a major business. There were more
than 120 replies with inputs from recruitment agencies, but too
few of those applying had the qualifications, the experience and
the personal drive and ambition to fulfil the role. The company
was lucky to find four suitable candidates for interview and of
these, only two showed up on the day because others had been
offered positions in other companies.
This is a common occurrence in many organisations. There is a
deficit between demand and supply for good quality staff and a
pointer indicating that organisations need to develop innovative
strategies to attract the excellent candidates – and develop their
incumbent staff.

It makes sense to make
the most of the existing
staff, hold onto high
flyers, and nurture those
who need support.
be remembered, is that organisations are not competing
only in their own industry, but also with very many different
organisations for the same people.

Generation ‘Y’ values
The typical employee belonging to Generation’ X’ and ‘Y’ often
portray strong environmental and ethical standards towards
potential employers. The implication of this is they have the pick
of the ‘quality’ employers. Increasingly, we are finding that the
candidates for key positions in businesses are very demanding
and will only commit to a organisation where they feel they will
be able to enhance their experience and display their creativity,
and be given opportunity to grow.
The recruiting companies have experienced major problems
recruiting staff and the problem can be further exacerbated
because of regional or commercial demand in one or several
areas. This is a big issue which many organisations have not
confronted.
Currently, we see this becoming a major problem in
organisations and becoming a critical issue as we move towards
2020. This trend is emerging throughout the UK, Europe and
North America. What is very concerning is that there are several
issues organisational teams need to address and they include:

Demographics shaping organisational performance

• Many organisations are still not aware of the decline in the
supply of good quality candidates available in the market.
• In some sectors, organisations are not aware of how to attract
and retain the right calibre of people.
• Many have not grasped the opportunities and developed the
organisational culture and conditions which have to be created
in order for candidates first to be attracted to the business and
retained.
• Retention through meaningful personal and career
development is critical. If opportunities are not created for
advancement and experience building, then candidates will
find other employers who are willing to offer them such
opportunities.

There appears to be fewer people available in the market to
choose from, so organisations and companies are competing
head on for quality candidates. So there is a crisis in many
sectors and many business sectors. Local authorities are having
huge difficulties with recruiting qualified technical teachers.
The NHS is having difficulty recruiting specialist doctors as well
as GPs. In financial services there is a huge requirement for
specialists in IT, audit and related technical fields.
The quality of the staff in critical positions in these
businesses will determine the results they achieve. What must

For instance, in recent years many employers are offering
generous terms to new staff if they commit to the organisation.
Some are offering opportunities to learn languages and
undertake MBAs sponsored by the business. Some large
engineering conglomerates offer employment terms to
successful candidates of several overseas placements. This is to
boost the international experience of their newly appointed
graduate trainees – within the first 18 months of employment.
We can even witness this in the public sector where
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People who manage others
must realise that the skills and
motivations displayed by their
team are a reflection on the
management style of their boss.
graduates are offered enticements, and golden hellos’ to those
entering the teaching profession, especially for those trained
in maths and science based subjects. We can also see many
employers adopting a much more relaxed approach to flexible
working; staff are working from home with the aid of PC,
telecommunications and all required technology.
What is apparent is that those organisations who truly value
the contribution of core staff, are embarking on developing
innovative policies to generate sufficient interest in their
enterprise – just to attract the attention of candidates especially
as it relates to Millennials.

How well does your organisation build a culture
where people want to work?
There are some key cultural issues which need to be resolved,
in order to project the importance of tackling the issue of
mastering the potential of staff. The analysis which follows is

critical for any top team to complete. I refer to the ‘Performance
Grid’ on page 31. We use a variant of this analysis in many
contexts, together with other behavioural tools and techniques,
to generate some very powerful results for clients.
There follows an analysis that can be conducted on a variety
of levels: organisational level, a functional or departmental or
a team level. We have even used it when we appraised the gap
between the competencies which are currently displayed in key
organisational processes to help identify how to bridge the gap
between those ‘now’ competencies and ‘future’ requirements.

The performance grid
You will have to decide which element of the staff you are
going to analyse. You will have to form some judgements
on the current capabilities of your teams rather than people
individually, otherwise you may be employing too much
subjectivity. You will not be able to avoid allocating teams to
the four quadrants. People and teams who may reside in the
quadrants do so because for whatever reason, the organisation
has failed or succeeded in providing them with the core
capabilities that assign them to that quadrant.
List all the teams you are going to assess and agree on
the core competencies, expected capabilities and current
deliverables in a general sense. This may include their current
knowledge, their ability to develop the required experience,
their current motivation and other factors. Now appraise
them on a scale of current performance or capability, which is
illustrated on the horizontal scale in the diagram on page 31.
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some interesting questions and decisions about the action
needed to go forward.

Question marks
This quadrant may imply a team is performing below
requirements and does not appear to have potential for the
future. Some issues are obvious, such as poor management,
lacking focus and direction or not being trained and have the
capability to achieve their goals. Many teams, through no fault
of their own, find themselves in this quadrant. It could be they
don’t have the tools to do the job or that their role is beyond
their capabilities.
It is not fair or reasonable to leave people in this quadrant.
The organisation needs to develop their people so they are
allowed to move towards the ‘high flyer’s’ quadrant. If you have
identified a sizeable number of such staff, why are they there
and why has action not been taken before? What steps need
to be taken to ensure that the team satisfies at least the basic
criteria of the job? There are a variety of issues which must be
debated. Does the team have the requisite administrative or
technical knowledge and resources, but lacking in other skill
areas? What specifically lets them down and what can you do
now to help them meet the criteria of acceptable performance?
There is a further need to explore the perceptions shared by
others and to agree objective criteria, which would indicate why
the teams fits in the lower left hand quadrant. (Please note that
this is important for all four positions of the grid).

The ‘problem children’

You may want to rely on your judgement and use a 1 – 10 scale,
with 10 as high degree of competence. You will be making a
simple judgment – do they have the capability to deliver to
expected performance standards?

Objective Assessments
Here you will have to make some objective assessments and
discuss and test your experience and judgement, with those who
know how well the team operates. You have to decide where
you would place these same people in terms of their potential
contribution to the business. Here the vertical scale runs up
the page from bottom to top with the same 1-10 scale. Now
you have two co-ordinates and can plot each individual on the
grid. This is a very simple and also a subjective assessment. We
are never going to be able to gain a truly objective assessment,
but this analysis enables us to develop teams right across the
business.
It starts with assessing where the teams are currently. Then
the group of managers needs to identify the potential for
learning, growth and their overall potential on the vertical
scale, working on the 1-10 scale, with ten scoring highly. This
approach is how managers can work together in the best
interests of the teams and express their real views on staff
within the business. Methodologically, it’s better to discuss
subjective perceptions and then agree objective criteria for
further debate. We have now arrived at a method of assessing
how people fit into the four quadrant model. This can be
applied within an organisation at various levels, and promotes

The ‘problem children’ are usually people or teams who have
moved to new roles but are not equipped to undertake their
role to an acceptable standard. You may find that their role
may have changed – but they have not. These people or teams
may or may not realise that they can no longer depend solely
upon their technical specialism or administrative capabilities
– they may be lost in their role. Re-equipping staff with other
capabilities to stretch beyond the ‘technical’ is the issue. So the
signs to focus on are the staff who have not made the transition.
This could include staff who have just been promoted or who
have changed their job and are ill prepared to deal with their
new role.
You may find that people or teams with a highly technical
background sometimes fit within this quadrant, especially when
they are given their first new managerial position. They may
realise that they need to develop new skills and abilities but
there may be a gap between the time needed to learn new
skills and actually doing the job. The result is that they have to
learn ‘on the job’ which can be extremely frustrating. This is also
probably one of the most powerful stressors in modern life – ill
preparing people for a change in their role. The abilities to do a
new job or fulfil a new role well do not materialise by magic.
If time is invested in ‘problem children’, then they will flourish.
If it is not, they may revert to the limits of their technical or
operational background. If totally neglected, they will fall into
the ‘Question Marks’ quadrant and perform at a minimum
standard.

The majority of people want to do a good job
At this stage, people who manage others must realise that the
skills and motivations displayed by their team are a reflection on
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the management style of their boss. No one wants to be seen as
‘question marks’ or a ‘problem child’. We believe this happens
to people because others fail to clarify expectations and then
resource their required development. We believe the vast
majority of people come to work to do a good job. Managers
have to take their role seriously in coaching their people, then
staff who were under performing would be 100% aware of their
development.

The backbone
These teams and people have often been forgotten and
taken for granted for too long. These people have extensive
experience which takes them outside of their technical comfort
zone. They have stretched and work across boundaries. They
have learnt to do things in different ways and probably work
with others from different areas. There may never be real
investment in their development, but just enough to do their
job.
Undoubtedly, these people are dependable, trustworthy,
and an asset to the business and their colleagues but they are
forgotten and taken for granted. How they have developed is of
high value, and if developed further, they could move up to the
‘High Flyer’ quadrant. In many organisations, teams and people
fit in this quadrant and are sadly in need of support, coaching
and development to move up a gear.
There are too many organisations where there are just too
many teams on the cusp of this quadrant. It indicates that the
organisation is not really moving forward. To move and compete
in the future requires some new HR development a new way of
thinking and developing new skills which can move everyone
into the top right hand quadrant.

The high flyers
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These teams and people are excellent at what they do. ‘High
Flyers’ have perfected their ability to work with others and
constantly look for challenges in what they do. Our belief is that
all staff have the potential to become real ‘high flyers’ given the
opportunity and learning. Being a ‘high flyer’ is about ‘being all
you can be’.
Now we have discussed the four quadrants, you can then
decide what strategies you will commit in order to fill the top
hand quadrant with as many teams and people as possible. That
should be the goal of every manager and team leader.
You can see from the before and after performance grid that
the movement is to equip the organisation with real people
potential. The diagram and the four quadrants are specific to
a current job or role, and it is the role of managers to resource
and support the organisation so that they can move all their
staff into the top right quadrant.
The determining factor about whether this is achieved is how
well the organisation values its people and the direct action
coming from managers to facilitate this and create an excellent
organisation.

Commit to develop your most important resource –
your people
Where is the real barrier to creating excellence in staff and
corporations? It resides in the actions of the senior management
team and their commitment to maximising human potential.
The cause may be found in circumstances when they are afraid

to take the first step and consider the requirement to change
the way the way they do things.

Summary
It is critical that organisations, both in the public and the private
sector, take note of these issues because, if they fail to master
the potential of their people, they are limiting the overall
potential of their business.
People bring a host of talents, experiences, aptitudes,
competencies and attitudes to their business each day. We work
in a variety of client organisations and I can say that too much
potential is wasted. I truly believe we probably only tap into
50% of people’s potential with the other 50% being wasted
– but expressed elsewhere, probably when pursuing other
activities outside their full time employment.
It is the responsibility of the person who manages people to
get the most from them, but this can only be done with top
team commitment and says much about creating a dominantly,
positive and deliberate coaching style of management.

About the author
Philip Atkinson specialises in strategic cultural
and behavioural change. For the last 30 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. His
articles and books accessed on www.philipatkinson.
com Philip is Director Learning Strategies based in
Edinburgh, Scotland. Tel 0131 346 1276
M: 07999 799286

Institute of Management Services
Brooke House, 24 Dam Street, Lichfield, Staffordshire WS13 6AA

To All Corporate Members

3 March 2017

Elections to Council of Management
At the Annual General Meeting to be held on Friday 20 October 2017 the following members of the Institute’s
Council of Management will retire.They are, however, all eligible for re-election:
Andrew Muir

John Heap

Malcolm Towle

Richard Taylor

Nominations for the vacancies so caused may be made by submission to me at the Institute’s Head Office, Brooke
House, 24 Dam Street, Lichfield, Staffordshire WS13 6AA not later than 5pm on Saturday 22 April 2017 on the form
overleaf. Will you please note that the nominee must be a corporate member of the Institute and be nominated by
two other corporate members. Nominees must sign the undertaking to accept office if elected and provide details of
themselves which may appear on the ballot paper.
In the event of the number of nominations exceeding the number of vacancies, ballot papers will be despatched to
all corporate members on Wednesday 7 June 2017.The closing date for receipt of voting papers will be 1 August 2017
and the results of the election will be declared at the Annual General Meeting on Friday 20 October 2017.
The nomination form overleaf may be photocopied to avoid damaging your journal. An acknowledgement will be
sent to the nominees as soon as the form is received.
The following notes outline the general duties and responsibilities of a Council member:
The Institute is a company limited by guarantee and is governed by the provisions of the Companies Acts. Its
Memorandum and Articles of Association specify what it may do and how it should conduct its affairs.The business of
the Institute is managed by the Council of Management who may do anything within the Memorandum and Articles
of Association which is not contrary to any statute or is not required to be done by members in general meeting.This
responsibility is a collective one and Council normally act through Council meetings. Council may of course delegate
to committees or individuals but it has the final responsibility.
Council members are in a fiduciary relationship to the Institute and must exercise their powers for its benefit using
reasonable diligence and care.They are required to take proper account of the interests of the Institute’s employees, as
well as its members.They act as agents of the Institute and only become personally liable if they authorise any act or
expenditure outside the Constitution.They may not receive any remuneration or benefit as Council members except out
of pocket expenses; this includes benefit of any contract with the Institute by a company of which they own 100th of
the share capital or more.
Apart from presenting annual reports and accounts and appointing certain officers, the Memorandum and Articles
of Association lay no specific duties on the Council. Its responsibility is a general one of running the affairs of the
business. Any individual responsibility springs from authority given by the Council and this will clearly vary from
time to time. Council members are expected to serve a four year term of office and to attend all Council meetings
(normally two or three each year).To be a member of at least one committee (meeting three or four times a year)
and to represent Council at region, or specialist group meetings if called upon to do so.
Richard Bridges
Secretary
Note: Candidates must enclose a good quality photograph of themselves and up to 50 words indicating why they
wish to be elected to Council. This, together with the photo, will be published in the Summer Journal. Candidates
must also let me have a maximum of 150 words giving details of their industrial/public service/professional
experience relating to Management Services and/or past service to the Institute which will appear on the ballot
form. If necessary, please add an additional sheet to accommodate your details.
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Changing risk
management

Professor Colin Coulson-Thomas.

U

ncertainty is a common theme. Conference speakers
highlight the unpredictability of political, economic and
other events, the impacts of disruptive technologies, the
relentless pace of innovation, discovery and scientific advance,
and/or the emergence of new business models and markets. From
terrorists and viruses to entrepreneurs and the weather, there are
multiple sources of surprises, so many that we come to expect the
unexpected and to be no longer surprised by surprises. What are
the consequences for risk managers and risk management?
Many previous generations have experienced dramatic
upheavals. Disruption seems part of life. The contemporary
challenge for many people is to simultaneously handle a
multitude of developments, some of which may be compatible

while others are in conflict. Changes can benefit some and
disadvantage others. They can be welcomed or feared. They
can redistribute economic and political power. Innovators
and entrepreneurs often seek change and invite risk
(Brockhaus,1980).
For many people and organisations, there may be trade-offs
to handle and balances to achieve, such as between change
and continuity according to how much change can be handled.
Priorities, views and expectations may need to be reviewed.
Past experience, existing capabilities and previous skills may no
longer guarantee future success. There may be few pointers and
an absence of guidance, let alone possible solutions or agreed
courses of action.
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A board should establish and
communicate its risk appetite
and agree the level of risk it is
prepared to accept in different
areas of corporate operation.
Revisiting risk management
Risk and project managers, entrepreneurs, investors, policy
makers, insurance professionals and many others routinely
identify, assess and track risks. They consider mitigating
actions and residual risks. Current levels of uncertainty and
the interaction and inter-dependence of different possible
developments present various challenges for such groups. Many
people are at frontiers rather than travelling along beaten tracks.
This article examines some key issues and questions.
Are existing approaches to risk management and the tools
and models used still valid? Has risk management failed
(Hubbard, 2009)? What can be expected from it and who should
be involved? Are risk management skills now life skills? Will
a requirement for periodic re-invention become the norm?
Are understanding risk, effective, ethical and responsible risk
management, and the sensitive balancing of risk and return now
essential for creating a sustainable business that is based upon
trust and the building of mutually beneficial relationships with
customers and other stakeholders?
The failure to address certain risks can be disastrous. Yet
the taking of reasonable and calculated risks is at the heart of
entrepreneurship. The courage to venture, explore and entertain
risk is necessary for innovation and if progress is to occur. A
degree of risk is inevitable in many public sector and professional
activities, as well as in business operations. Not innovating and
being risk averse can condemn an enterprise or public service to
stagnation.

Risk management and governance
In business, to obtain higher returns, innovate and secure market
leadership, one may need to adopt a higher risk strategy. Difficult
choices often have to be made, along with a balance between
contending factors. Boards need to ensure that policies and
frameworks are in place to ensure effective risk governance and
management, and that their own conduct and corporate vision,
mission, values, goals, objectives and priorities do not undermine
them (Coulson-Thomas, 2017).
A board should establish and communicate its risk appetite and
agree the level of risk it is prepared to accept in different areas
of corporate operation. Which stakeholders should be involved
and how should they be engaged? Does the risk culture of the
board match that of the organisation and its aspirations? If not,
what changes are required and how might they be brought
about? Does the board understand how governance, risk and
performance are interrelated (ACCA, 2014)?
What are the risk oversight functions of the board and how
effectively are they being discharged? For example, is annual
reporting of risk to shareholders fair and balanced? Would

confidence accounting present a clearer picture? What risk
governance arrangements have been made covering strategy
and policies for the management of risks and monitoring the
performance of those to whom risk and security responsibilities
are delegated?

The risk management framework
Policies could cover the transfer of risk. Whether or not to
hedge or insure against certain risks, depends upon the costs
and practicalities involved. Policies could establish criteria
and thresholds for reporting risks and to guide management
responses. Directors need to ensure effective processes and
practices are in place for identifying and managing risks. How
complex and comprehensive do these need to be once the most
likely and significant risks have been addressed?
Assumptions and business models should be periodically
challenged. An assessment of the implications, consequences
and dependencies of certain corporate strategies, policies and
projects might reveal exposure and vulnerability. For example, if
an interruption of supply occurs, might just in time approaches
result in shortages? Corporate systems and processes should be
sufficiently resilient to withstand the simultaneous materialisation
of multiple risks.
What external and objective advice is required in relation to
risk? Does the audit committee ensure the work of internal and
external auditors is risk-based? Should there be separate risk
and audit committees? Is there an agreed internal audit charter
that sets out the rights and establishes the independence of the
internal auditor and his or her team? Overall, what more needs to
be done to build a risk resilient enterprise?

Corporate risk management
Are people within the organisation and its supply chain aware of
the diversity, incidence and severity of some categories of risk? For
example, while overall relationships with customers might seem
acceptable, are particular relationships with key customers at
risk? Are people so focused upon listing and addressing individual
risks that they overlook the inter-relationship and external
consequences of different risk factors?
How well positioned is an organisation in respect of certain
risks? Is the risk culture appropriate in relation to its activities,
operations and opportunities? A degree of balance is required.
An overly risk averse culture could prevent progress, but a step
change increase in risk might be unsettling for some stakeholders.
High risks in certain areas can sometimes be balanced within a
portfolio of activities and/or products by other items with lower
risk profiles.
Processes and systems need to be adaptive as well as resilient.
The nature and source of risks can change. As old ones are
addressed, so new ones may emerge. Are risk registers and
management reports relating to risk over generalised? How
realistic are they in relation to risk assessments and planned
corporate responses? Do they provide sufficient evidence and
explanation to inform the reporting of risk to stakeholders?

Risk management frameworks, approaches and
techniques
How effective is the risk prevention, management and control
framework? Do people have the skills, tools, techniques and
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Professor Colulson-Thomas speaking at the 2017 Global Convention on Corporate Ethics and Risk Management.

support needed to effectively operate it? Are the techniques
used adequate in the circumstances? How outward looking and
inclusive does risk management need to be? Are the risks of
major customers and business partners understood?
Are there opportunities to use corporate capabilities to help
customers and others to mitigate, prevent or manage risks they
face? Do the risk management framework, policies and practices
extend to the supply chain? Are supplier risks and the risks of
activities such as outsourcing and joint ventures assessed and
managed? Does this involve collaborative action where relevant?
Is the risk register a living document? Are the prioritisation
of risks, mitigation measures, responsibilities and residual risks
regularly reviewed? Are risk reports colour coded to reflect
likelihood of occurrence and severity of impact? Is the direction
of travel given? Are high priority ‘red rated’ risks actively
monitored? When appropriate, is additional advice sought or
other action taken? Are risk factors understood, appropriately
categorised and mapped? Are risk assessment criteria reasonable
and fair? Does risk analysis inform decisions? Does it inhibit or
support innovation and entrepreneurship?

Risk management responsibilities
To whom should risk management responsibilities be delegated?
Is the role of the chief risk officer (CRO) changing? What skills and
experience are required by risk managers? What is done to ensure
that people do not abdicate their risk responsibilities by leaving
too much to risk management specialists?
Risk prevention, mitigation and management
responsibilities should be delegated with care. Allocating
them to particular individuals can lead others to assume risks
are ‘taken care of’ and not themselves be alert to risks. A
healthier approach may be to both delegate and ensure all
staff reflect upon, and help to address risks inherent in their
roles and corporate operations they are involved with. Any

The nature and source of risks
can change. As old ones are
addressed, so new ones may
emerge.
risk concerns they might have should be reported.
Adopted approaches to risk management and knowledge
of changing risks need to be up-to-date. Risk managers should
collaborate with audit, compliance, finance and legal teams? Do
they meet regularly to identify and discuss patterns, trends and
common root causes?

Anti-fraud policies and practices
If people are involved, the risk of error and/or fraud is ever
present. Personal performance is often variable and susceptibility
to mistakes and temptation can change with personal
circumstances. Human factors are especially important in relation
to fraud (Hussain, 2014). A corporate team is only as strong as its
weakest link. One slip or click could open the door to a fraudster
or hacker.
While surveillance and the monitoring of staff can undermine
trust, managers and professionals need to be vigilant. They
should be alert to changes of behaviour and circumstances that
might suggest someone may be under pressure or up to no good.
Is working late and a reluctance to take holidays evidence of
commitment, or an indication of the possible perpetration and
concealment of fraud? Are people aware of tell-tale signs that
someone might be lying (Houston et al, 2013).
Are people aware of the areas and situations in which fraud can
occur? Is their vigilance tested, for example to find out how many
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of them will click upon an internally created but suspect looking
email leading to a warning page? Are they regularly issued with
anti-fraud advice? Do they observe principles of conduct, such as
avoiding obligations to others, declaring interests and avoiding
conflicts of interest? Where contraventions occur, are appropriate
steps taken and communicated to others as a warning and guide?
In some organisations cases of fraud are hidden. Are incidents
disclosed and properly reported? Is adequate follow-up action
taken?
Are internal control arrangements reviewed? Do people split
purchases to avoid control limits? Would internal and external
audit checks uncover hidden bribes and ‘on the side’ commissions?
Would they catch the processing of fake invoices, the misuse of
facilities and resources, or the favouring of particular suppliers?
What monitoring and preventative measures are taken to protect
against organised and/or systemic corruption, bribery and fraud in
particular places and markets?

Unpredictable risks and natural disasters
Less predictable and external risks such as natural disasters, acts
of terrorism or political instability are sometimes overlooked. To
what extent should resources be devoted to addressing unknown
and unpredictable events (Sagarin, 2012)? Does issue monitoring
and management identify and rank developments in the external
business environment and assess their impact upon a company
and its customers and supply chain? Do the results feed into risk
management processes? Is the risk management team involved in
deciding what action a company needs to take in response?
Unpredictable events can have huge implications. Assets and
operations can be nationalised as a result of regime change.
How resistant would they be to gales, floods or a tsunami or
earthquake? What about a terrorist attack, a pandemic, a supply
chain interruption, the loss of key staff, or a break down of law
and order? Are contingency, back up and recovery plans in place?
How resilient is a company’s business model to geopolitical,
economic, trade and other risks?
Some risks might be insurable at a cost, while others may
need to be borne. How can unpredictable and/or uninsurable
risks be assessed? Is there disproportionate exposure in certain
markets? Are risk issues taken into account in strategic decision
making? For example, focusing upon a core business can result in
companies being less diversified and having ‘more of their eggs in
a single basket.’

Systemic risks and shocks
The activities of many businesses are dependent upon the
effective operation of the utilities, public and other services,
and the banking and financial, legal and regulatory systems in
the markets in which they operate. Even in advanced countries,
challenges and a loss of confidence in the period 2008-9 led to
bank failures and bailouts.
Governments and regulators take various actions to support
banking systems and sectors such as the utilities upon which
citizens also depend. These can range from changing license
conditions and reserve requirements, through inspections and
periodic stress testing, to interventions such as quantitative easing
when the going gets tough.
The consequences of banking failures and interruption to the
regular operation of the financial system, could have catastrophic
consequences for highly leveraged companies and businesses with

Are people within the
organisation and its supply
chain aware of the diversity,
incidence and severity of
some categories of risk?
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vulnerable cash flows. Should organisations other than banks also
regularly review their reserve and liquidity requirements? Should
they arrange independent stress testing of different aspects
of their core operations? Could bartering and/or the sharing
economy provide new or fall back options?

Interdependency and collaboration
Boards should be aware of important dependencies. For example,
for how many days could a business operate in the absence of
banking support or the ability to carry out financial transactions?
What contingency arrangements are in place with customers,
creditors and suppliers? Which external entities would probably
be supportive and which of them, whether by choice or because
of their situation, might be forced to ‘pull the plug’?
Large organisations may be in a position to collaborate with
government and other external parties to help ensure the
security and resilience of certain systems. Should they participate
in contingency planning for back up and other arrangements
for enabling essential services to continue? What steps could
be taken to help customers, staff and other stakeholders in a
financial crisis or utility failure?
How resilient are bank collateral, monitoring and regulatory
arrangements? Will the Basel capital regulatory framework
and other arrangements, requirements and standards be able
to cope? What would happen if banks again lost confidence in
each other? How might an entity be impacted by the decisions of
other parties, for example, if loans were called in early or debtors
defaulted?

Financial risk governance
Are changes in economic factors such as inflation, interest and
currency rates, market conditions and government policies being
monitored? Are contingency arrangements in place to deal with
the consequences of sudden and significant changes? Where
others might jump ship, what steps are being taken to avoid
being left with the highest risks, worst prospects and biggest
potential losses?
As already mentioned, risk and return are often related. Could
the wider adoption of performance support tools enable more
companies to end the traditional trade off between risk and
return and simultaneously increase returns and prevent and/or
contain risks (Coulson-Thomas, 2012 & 2013)?
Innovation, new product development, entering markets,
funding new ventures or changing a business model, can involve
relatively high risks. However, they may be undertaken to
secure higher and more sustainable returns. Within a diversified
portfolio of initiatives, are returns from those which succeed likely
to more than cover the costs of those that flop? Are new sources
of finance such as crowd funders taking adequate steps to spread
risks and fairly share the costs of failures?

Cyber security and related risks
Greater connectivity increases risk. Network defences are only as
strong as the weakest link across the systems to which people and
operations are connected. It could be a fridge connected to the
internet, or an employee clicking upon an attachment without
questioning the covering email. The internet of things is a frontier
of opportunity for hackers. The issue is often not whether a
breach will occur, but how to limit the damage and recover
quickly when it does.
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In relation to cyber security and fraud, are emerging and
mutating threats being monitored? Is information about
identified threats, breaches and responses being shared with
other organisations? Are cyber security and information
governance policies being regularly reviewed? Are contingency
arrangements, threat scenarios and planned responses
periodically tested? What checks are made or should be made to
avoid money laundering? What is being done to avoid the loss
of intellectual property and personal information when hacking
and data thefts occur? At what point and by what means will
those at risk be informed? How will those who suffer loss be
compensated?
How quickly can data and system security software be
updated as and when required? Can this be done at weekends
and over public holidays if new threats emerge? Are strategies
and measures in place to channel and contain hackers and,
where possible, retaliate and/or increase their costs? Do security
measures extend to a supply chain, business partners, data held
externally and systems operated by third parties? How secure is
working from home? Are portable devices protected?

International collaboration and standards
What role should international frameworks and standards play
in enterprise risk management (ERM), internal control, anti-fraud
activity and the prevention, mitigation and management of
risk? Do they encourage structured and systematic approaches,
or operate like an anaesthetic and put people to sleep?
Conformance may be reassuring, but can it reduce vigilance?
How might COSO’s ERM framework and standards such as ISO
31000 best be used in different situations and contexts? Could
they complement other’s processes, practices and risk based
approaches?
What changes in international collaboration, law, regulation
and oversight would increase cyber and network security? How
should organisations, governments and international bodies
react to cyber espionage and state sponsored hacking? Should
more be done to share experiences and work with others? Are
there gaps in defences and inadequate counter measures that
need to be addressed?
Discussion with one’s peers can increase understanding of the
risk landscape and be helpful for clarifying priorities and building
resilience and a balanced perspective. Recovering from incidents
and moving forward may require specialist input and complex
arrangements, but also general awareness of risk and vigilance
across an organisation.

When unwelcome risks materialise, frauds and other incidents
occur and/or disasters strike, an organisation that is prepared,
insured, and able to respond quickly and pragmatically may
be well placed to cope. Panic, self serving responses and over
reactions can compound any damage caused. Those seeking
a strategic supplier or an investment to hold are likely to
favour level heads and resilience in adversity. Reacting in a
proportionate, fair and responsible way can help an organisation
to restore confidence, maintain trust and build relationships with
stakeholders.
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Business process
humaneering
How to capitalise on new technology
without destroying organisational
productivity. By James S Pepitone.

W

hat is humaneering? It’s an emerging applied science
(ie technology) management can use with confidence
to design more productive and satisfying human work
that is faster and easier to manage.
If you were working in the 1990s you probably thought of
‘reengineering’ when first seeing the title. You even may have
experienced flashback images of heartless mass terminations

on Friday afternoons, survivors taking on the work of several
terminated colleagues, organisational infighting for positions
and people, and customer service at an all-time low. Scholar
Thomas H Davenport of Babson College in the US wrote a piece
for the first issue of Fast Company magazine in 1995, aptly
referring to reengineering as ‘the fad that forgot people.’
Then, as now, organisations were adapting to new
technologies, providing important advantages. In fairness, there
were several business success stories that emerged from the
decade of reengineering, however it’s reported that over half of
these initiatives failed to achieve the expected results.
The way workers were treated continues now, haunting
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many of today’s organisations. Reengineering was energised
by stiff competitive pressures and the widespread adoption of
‘shareholder’ economic theory. Even the workplace ‘survivors’
were stripped of their psychological employment contract,
pension programmes, healthcare coverage, and then instructed
to feel lucky that they still had a job.
It was a time we want to forget, yet if organisations do forget,
then they might easily repeat the experience. If you missed
reengineering, lucky you. If you or your parents were involved,
you know better than let it happen again.

Cognitive technologies will transform human work
Is it possible for organisations to adopt the coming new
cognitive technologies without losing valued organisation
members or triggering a loss of organisational productivity? Our
field work applying humaneering’s DesignedWORK™ protocol
suggests it is possible. Furthermore, it’s exceptionally helpful to
begin early to engage organisation members as partners in the
preparation for new cognitive technologies. When humaneering
is utilised for this preparation, the organisation experiences
increased performance and productivity, even before the new
cognitive technologies arrive.
For the foreseeable future, cognitive technologies will be
utilised to augment human work in four ways, while also
creating entirely new jobs for people to create, implement, and
support new technology.
1. Offload tedious, low-value standardised work (eg, procedures,
forms, requests)
2. Provide a wide range of support tools (eg, organising apps,
decision support)
3. Retrieve and organise information (eg, search data, populate
forms)
4. Make rule-based decisions (eg, process applications, response
automation)
A critical first step in this process is a comprehensive rethinking
of job design and management methods. Most human work
is burdened by unnecessary, dysfunctional, value constraining
and expensive industrial era management practices, that are
no longer sufficiently effective. The impact to the organisation
is greatest at the lower levels, affecting both workers and
managers, yet the problems that arise are rarely seen at the
executive levels.
Many of these methods were offered up as best practices in
the late 1800s by people born before indoor plumbing. And
what will make matters worse is if organisations unwittingly
automate or apply other sophisticated technology to methods
that for many organisations, are already a barrier to profitability
and growth.

The human part of human work
The nonprofit Humaneering Technology Initiative
(www.HumaneeringTech.com) is a global effort to synthesise
relevant knowledge from all science disciplines into 21st century
principles, methods, and tools to design and manage human
work, jobs, and organisations. Humaneering’s DesignedWORK™
protocol will soon enter a fourth round of beta testing.
Humaneering is free, though there may be some cost associated
with learning how to use it effectively or hiring someone

CLASSIFICATION

TYPE 1 WORK

TYPE 2 WORK

Terminology

Standardised task
Standard work
Required work
Tasks
Physical work
Using one’s hands
Doing

Adaptive response
Knowledge work
Discretionary work
Responsibilities
Mental work
Using one’s head
Deciding

Goal and
Solution

Clear
Predetermined
and prescribed
to workers

Not clear
Contingent on
situation and
determined by
worker
Objective
Assignment
Opportunity
compliance
capitalisation
Complete
Maximise
assignment as
economic value
directed
derived from
assigned
opportunity
Effectiveness
Sources of
Efficiency
Economic Value
Differentiation
Standardisation
Sophistication
Simplicity
Yield management
Large scale
Variation potential
Variation control
Complexity
Low
High
Closed work system Open work system
with identifiable
with diffused
root cause and
contributing causes
direct effects
and emergent effects
1. Work
Work System
1. Work
Design
2. Worker
2. Work
Priority Order
environment
3. Work
environment
3. Worker
Work environment
Work environment
should support work should support
worker
Specific opportunity
Essential Work
Specific objective
Attributes
Meaningful job-role
Practical workload
Autonomy
Told what to do
Response-ability
Told how to do it
Minimal distraction Resources support
Human Reasoning Level 1 – Concrete/
Level 3 – symbolic/
and
Physical
Verbal
Communication
Level 2 – Rational/
Level 4 – abstract/
Statistical
conceptual
Expertise
Desirable Worker Endurance
Attributes
Commitment
Obedience
Initiative-taking
Diligence
Creativity
Intelligence

Is it possible for organisations
to adopt the coming new
cognitive technologies without
losing valued organisation
members or triggering a loss of
organisational productivity?
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Type 2 Work
Requires informed discretion
Adapt and improvise for the situation
Variation is a source of value
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Requires disciplined compliance
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archetypes:

Creation

Service

Logistics

Production
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Solution:

Not clear
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Clear

Clear
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Clear
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Role examples:

Executive
Entrepreneur
Author/artist
Researcher
Inventor

Manager/supv
Solution seller
Entertainer
Analyst/engr
Doctor/nurse

Administrator
Product seller
Call centre rep
Bank teller
Pilot/driver

Processor
Order taker
Labourer
Food preparer
Assembler

45

90%
80%
70%
60%
50%
40%
30%
20%
10%
0%

Figure 2

to apply it for you. A public programme to develop skilled
practitioners will begin this summer.
For now, imagine that there are two broad categories of work.
Let’s call work that is standardised Type 1. This work is highly
structured and people performing this work can be trained (with
no prior experience), and are typically told what, where, and
when to do this work. Due to its standardisation, Type 1 work
creates only the value designed into the work. Any variation
destroys value. For this reason, Type 1 work does not offer
workers the opportunity to create additional value and thus
increase performance and productivity, other than to correct any
deficiencies. The human capital (ie, a person’s potential to create
economic value) for Type 1 work is generally calculated to be
equivalent to the wage paid, and no more.
The other type of work, let’s call it Type 2, is not standardised.
It often requires a professional level of expertise and tacit
knowledge learned through experience, is performed somewhat
autonomously and is largely self-managed. It involves creating
and maintaining relationships both within and outside the
organisation, and its metrics are often more qualitative than
quantitative plus luck or good fortune is generally involved. Type
2 work offers workers relatively unlimited potential to create
as much value, performance and productivity as the person
can, based on their effort, talent, tacit knowledge, personality,
character, relationships, support, luck, and many other variable
factors. The human capital for Type 2 work is generally calculated
based on a formula including the assigned opportunity’s potential
value, what proportion of that value is realised, and some index
for the market value of this particular work.
All jobs involve both Type 1 and Type 2 work, though the
proportion varies greatly. Each requires a different approach to
work design and management. Today’s dominant management
approach was conceived for work that was more than 90% Type
1, and yet today most jobs involve more Type 2 work than Type
1 work.

The opportunity to maximise the return on any investment
in cognitive technology is with Type 2 work. Most large-scale
applications of technology thus far have been to automate or
augment functions requiring physical labour. Applications of
cognitive technology have more potential to enhance human
performance than to replace it.
Some people predict disaster the moment this new round
of technology starts replacing, leveraging or supporting the
work of knowledge and service workers, who have experienced
only minor disruption when compared with production and
logistics workers. These concerns more often exceed a reasoned
estimation of what to expect.
Since the Industrial Revolution, people have been working
around and directly with machines in a symbiotic way, with each
augmenting the other. People have performed functions that
a machine cannot perform for itself (eg, design, maintenance,
programming). People have also been assisted by machines that
give the worker capabilities they would not otherwise have (eg,
personal computer, smartphone, automobile).
Improvements in effectiveness and efficiency, comparable
to those results gained with Lean and Six Sigma initiatives
(ie, engineering) when applied to Type 1 (standardised)
work, are now available with DesignedWORKTM initiatives (ie,
humaneering) when applied to Type 2 work.
Humaneering applies design thinking and the most relevant
current science pertaining to human work to optimise the
economic value created from people-dependent work (and from
the human capital employed). It focuses work design on human
capabilities, and on transforming these capabilities into peak
sustainable levels of human performance and organisational
productivity.
It’s possible with humaneering to transform organisations
in which people now ‘do the minimum’ into organisations
of highly motivated workers who complete Type 1 work as
assigned, and approach Type 2 with their full potential (eg,
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Humaneering applies design
thinking and the most
relevant current science
pertaining to human work
to optimise the economic
value created from peopledependent work.

talents, strengths, character). People performing mostly Type
1 work find deeper meaning and fulfilment in their work
with the addition of Type 2 work like problem solving, process
improvement, and organisational projects. People performing
mostly Type 2 work find greater ability to develop and achieve
with their full potential, often creating industry leading
performance and job satisfaction levels. See Figure 1 for more
comparisons between Type 1 and Type 2 Work.
Seizing this opportunity to achieve higher performance and
productivity makes economic sense as a preparatory step before
augmenting primarily Type 2 work with cognitive technology.
The tightening market for skilled and professional workers
across several new and developing occupations, has made
worker satisfaction and retention a priority today that didn’t
exist during reengineering.
Implementing new cognitive technologies without reasonable
participation and consideration of workers, regardless of
the ‘Type’ of their work, may have consequences beyond
management’s gravest concerns. Furthermore, while acquiring
and implementing this new technology, management still has
the same routine concern of serving customers effectively and
efficiently, growing both the top and bottom lines, sustaining a
capable workforce at every level, and responding to significant
events and changing conditions as they arise.

Leading the transformation of human work
Expert estimates suggest the adoption of cognitive technology
to augment human capabilities will require a comprehensive
long-term initiative. The estimates range from 10 to 30 years.
No one can know for sure. Much depends on how quickly
this technology is developed and deployed, and how eager
organisations are to keep up with the frontrunners.
It was during the first three rounds of beta testing – consisting
of more than 100 initiatives with humaneering within varied
operations across more than 50 major organisations—when
those of us involved discussed and experimented with the
support of client organisation. We were trying to sort out
the advantages and disadvantages of various approaches
organisations might conceivably take when adopting new
cognitive technologies.
Among these approaches, we considered having the required
leadership and coordination provided by large-scale operations
units. The potential leverage is great due to size. Plus, these are
the managers and workers who are likely to be most affected
by the adoption of cognitive technologies. The work performed
by people is already within the unit’s responsibility. This
approach worked reasonably well for the adoption of ‘physical’
technologies by most production and logistics organisations.
In most cases, much of the human work performed is already
augmented by physical technology or involves people
supporting machines with tasks more efficiently completed by
people.
Another alternative considered was to have IT lead and
coordinate this process. Cognitive technologies are most likely
current applications involving IT, plus any new technologies
would need to have IT’s involvement to assure that sufficient
infrastructure is available.
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The last alternative given serious consideration was HR. On the
surface this might not make sense, given HR’s traditional role of
personnel administrative and employment policy enforcement.
Further consideration uncovered several reasons why the human
resource function could be best suited to lead and coordinate
the adoption of cognitive technologies, giving HR work that
creates economic value and capitalises on HR’s unique strengths
within organisations. These are among the more prominent
reasons we’ve witnessed:
1. One of few organisational functions deeply knowledgeable
about people and experienced working with people on issues
involving human work, employment policies and laws, etc.
2. Capable people will be a scarce resource for the foreseeable
future, heightening HR’s importance to most units of an
organisation.
3. Already home to deep expertise with organisational planning,
compensation, recruiting, onboarding, training, developing,
evaluating, managing, and offboarding, all of which will be
central to hiring and maintaining the best fitting workers
throughout multiple work transitions brought on by even
newer cognitive technology.
4. Much of HR’s operations have been automated or outsourced,
so it is very familiar with the virtues and consequences of
these alternatives.
5. Maintaining the performance of people and productivity of
people-dependent operations will be critical before, during,
and after the adoption of each new injection of technology
6. Experienced in preparing people to work differently as
required by new technology.
7. Have the most relevant resources for finding work for workers
somehow displaced due to the new technology
8. Most capable when it comes to human learning and
development.
9. Systematic application of humaneering over time will
gradually wean the organisation off of Industrial Era methods
and equip management with methods better suited for
today’s work, people, and work environment.
10. Experienced working and coordinating across organisational
boundaries.

Time for something different
To provide further insight into how this HR-lead approach might
develop, I’ve gained limited permission from a beta client who
hosted an HR directed initiative. A year earlier, while applying
humaneering to resolve some people-related operations
problems, we needed HR’s buy-in for a change to an HR policy
negatively impacting the organisation’s performance. This
required a few conversations, during which we were asked for
suggestions regarding HR’s future.
At a meeting with the HR leadership team, we shared a
lengthy discussion during which our team shared several
conclusions reached by the Humaneering Technology Initiative
during its extensive research and development work. The
meeting ended with the team agreeing they had some things to
consider further, and that was the last of it.
The head of HR client called about 10 months later, reminding
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me of our conversation, and saying they were ready. ‘Ready for
what’ I asked, not suspecting that they were interested in what
was spontaneously proposed for their future. She said, ‘You’re
right. We simply cannot stay like this. And we want to get
started as soon as possible.’
One thing I learned quickly. If HR professionals can amp up
their courage for leading across the organisation, they work
smart, fast, and persuasively with other leaders. And because
they made each client’s objectives their challenge, their
involvement was welcomed. Most operations were eager to see
what this new HR initiative could accomplish.
Workers are typically nervous when HR is hanging around,
but HR professionals are also skilled in putting people at ease
by explaining their purpose as being there to (a) identify
and reduce or remove any circumstances that made their
jobs more difficult to perform, and (b) identify and develop
any suggestions they had for improving their job/role. HR
professionals are great listeners, especially when they are of a
mind to make exceptions for individual job/roles, when doing so
improves outcomes.
Starting small, the HR team tackled just one job/role in each of
three organisation units based on the unit leader’s predominant
challenges. The design of each job/role was evaluated to
determine if sufficient opportunity for improvement existed.
Generally speaking, the opportunity in this case was substantial.
The opportunity is substantial in most cases, primarily because
organisations have moved away from designing job/roles,
other than drafting a job description, job specification, and
job posting, which barely qualifies as design. The humaneering
DesignedWORK™ protocol spells out what to look for and what
alternatives best fit situations.
Unlike reengineering, each job role is treated as a whole
work system occurring somewhere along a business process.
Reengineering typically focused only on the process, and failed
to consider and design this work system for worker performance
and job satisfaction. As a result, several years of fiddling with
various elements of the job/role ensued in a subsequent effort
to improve disappointing performance, low engagement, and
poor retention.
Humaneering provides a reconceived HR function with
a methodology for optimising worker performance and
organisational productivity... increasing management’s yield on
human capital employed by the organisation. This empowers
HR to substantially improve current levels of engagement, trust
and loyalty. And it enables HR to create a more agile workplace,
more change ready organisation, and more engaged and
productive employees.
Many in HR are not known for being risk takers, which this
challenge will surely require. HR will need the freedom to
experiment, and demonstrating the courage and creativity to
lead may be enough to secure it.
Perhaps you are already familiar with the UK-based
‘DisruptHR’ movement spreading across the world. Energised by
the book, HR Disrupted: It’s time for something different by Lucy
Adams, this movement may signal HR’s readiness to reinvent
itself around new responsibilities for humaneering and for the
augmentation of human work with cognitive technology.
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