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The Institute of Management Services is the primary body 
in the UK concerned with the promotion, practice and 
development of the range of methodologies and techniques 
for the improvement of productivity and quality, known 
collectively as ‘Management Services’. This embraces the 
disciplines of industrial engineering, work study, organisation 
and methods, systems analysis, and a wide range of 
management information and control techniques as illustrated 
in our Body of Knowledge.

The Institute acts as the qualifying body for the Management 
Services profession in the UK, focusing developments in 
practice and knowledge and acting as a forum for information 
exchange. This in turn enables our members who work under 
a variety of job titles across the whole of the UK economy, to 
make a more effective contribution to the wellbeing of their 
own organisation and to the nation’s economy as a whole.

In addition to creating and upholding professional standards 
for the practice of management services through the 
adoption of a code of ethics and the provision of a system of 
qualifying examinations, the Institute of Management Services 
collaborates with national and international professional 
bodies in similar fields.

The Institute is a member of, or represented on, a number 
of other bodies including the World Confederation of 
Productivity Science, the European Federation of Productivity 
Services, and the European Institute of Industrial Engineers.
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My theme for this Chairman’s column is, ‘challenges, 
changes and motivation’. 

In my column exactly one year ago (Spring Edition 
2021) I emphasised that 2021 would be a year of uncertainty 
with many unknowns. Who would have thought that one year 
on, it would be just as appropriate to start my Spring 2022 
column with exactly the same message.

The beginning of a new year should be a time for reflection 
and laying out plans for the future. To say that 2021 and 
indeed 2020 were challenging, is an understatement. 
Throughout the world everyone has grappled with the COVID 
and its various mutations. It has made us all reflect on what is 
really important and to prepare ourselves to live with this virus 
for sometime to come.

Everyone has changed, and the way we live has changed. 
The challenges that we’ve all had to face have been 
unprecedented. I am reminded of the saying, ‘If it doesn’t 
challenge you, it doesn’t change you!’ attributed to the 
American health and fitness guru, Fred DeVito. In other 
words, challenges are what change us and help us to improve. 
Whether it is discovering a new ability or learning the 
limitation of an existing one, we all change.

In terms of productivity, I have used Fred DeVito’s quote 
many times in my lectures as it is primarily about motivation, 
which is the basis of much of the work we do as practitioners. 
We are all well aware of the various motivational theories: 
Maslow’s hierarchy of needs, Hertzbergs two factor theory, 
Vroom’s theory of expectancy, to name but three. We are 
also well aware of the many incentive schemes introduced to 
increase people’s motivation. Whilst a number of such schemes 
have fallen by the wayside, the principle behind them is the 
same – to offer an incentive to improve performance. 

I remember very early in my career, an old football manager 
friend of mine asked me to define management in one word. 
After some thought, I replied “control”. His response was no, 
management is all about ‘motivation’. To some extent we 
were both right. He was concerned about motivating his team 
(including win bonuses) to improve performance, whilst I was 
concerned about controlling the various assets at my disposal. 

I was interested to read some 30 years later (2015 to be 
precise), the results of a survey carried out by the CIPD of a 

members Linkedin group. Six hundred and sixteen members 
participated in the survey and were asked the same question, 
‘Define management in one word’. Top of the list of responses 
was ‘control’, however, ‘motivation’ didn’t even make the top 
ten, which I found surprising.  
(https://rapidBi.com/management-oneword-hr-cipd).

In terms of my role as Chairman of the Institute, I have little 
need to motivate my colleagues on Council. All are volunteers 
and by definition, self-motivated and keen to give something 
back to the profession. Council currently consists of eight 
corporate members all of whom are vastly experienced in 
the productivity profession and, whilst none of us get paid, 
we do like to celebrate success. If I may, therefore, I would 
like to highlight a recent success and take this opportunity to 
congratulate our joint Students of the Year, Jack Arnold and 
Steven Dunn, and all those students who have successfully 
completed their examinations. (See page 20.)

I am also pleased to announce that we have two new Council 
Members, Ken Gamble, and Chris Elkington – welcome aboard 
gentlemen. I look forward to working with you over the next 
few years, as we continue to spread the productivity message 
and enhance the status of our profession.

Finally, I mentioned at the beginning of my column that 
we are heading for another year with many unknowns. 
Nevertheless, planning is still vital, although flexibility within 
such plans will be key. New challenges will undoubtedly arise, 
but always remember, ‘If it doesn’t challenge you, it doesn’t 
change you’.

Dr Andrew Muir 
Chairman

The beginning of a new 
year should be a time for 
reflection and laying out 
plans for the future.

Challenges, 
Changes and 
Motivation



Management Services Spring 2022 5 

Professional Opportunity
Freelance Work Study Engineer – to become 
partner in established practice

Requirements

• Time Study experience – preferably in manufacturing
• Management experience – supervisory level or above
• Ability to communicate with the factory floor/

director level

As well as someone with plenty of experience, this 
position would also suit someone with drive and ability

IMS Member preferred

For further information please contact  
imsjournal011@gmail.com

Learn how to improve productivity
We offer a range of courses to study productivity improvement and work measurement

• IMS Measurement Practitioner qualification: Time Study, MOST® or Activity Sampling
• IMS Productivity Analyst qualification
• The MOST® technique and re-certification
• Performance Rating clinics, including remotely managed
• Appreciation courses and Lean techniques

Check out the details in www.scott-grant.co.uk/study-productivity

knowledge are up to date, and the professional 
standard of your Institute registrations and 
qualifications are maintained. For your employer, it 
ensures that the company standards are both high and 
consistent. 

Your employer will see that you are actively 
dedicated to the job role and value your commitment 
to the role. Whether you’re looking for a promotion, or 
you’re hoping to gain employment with a prestigious 
company, CPD can really help. It enables you to stand 
out from the crowd, with research showing that those 
who have undertaken CPD, have a significantly higher 
chance of gaining a promotion or moving on to a 
different area within their chosen field. Practically 
anything which can further your knowledge and skills is 
classed as CPD. 

Details of the Institute’s continuing professional 
development  programme can be found at  
www.ims-productivity.com by clicking on the home 
page ‘Education’ tab then clicking on CPD tab on 
drop down menu.

CPD

Institute News

Boost Your 
Career with 
the IMS CPD 
Programme 

Institute members who are seeking to enhance 
their career prospects, should consider continuing 
professional development (CPD) which is used 

by many professionals to develop new skills and 
knowledge throughout their career.  

CPD has become crucial in terms of career 
progression. It is a proactive and conscious form of 
learning which uses various methods to help individuals 
either learn new skills or develop existing ones. 

As the name suggests, CPD is an ongoing learning 
process. It is also a self-driven form of learning, with 
the individual deciding their own additional training 
needs. Participation in CPD offers numerous benefits 
to both the individual and their employer. For you 
as a professional, it helps to ensure your skills and 
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Book Reviews
Title: Lead Beyond the Edge 
Author: Frederique Murphy
Publisher: Practical Inspiration Publishing (2021)
ISBN-10: 1788602145
Pages: 212

Frederique Murphy is 
a leadership mindset 
strategist who inspires and 

equips leaders to move through 
extraordinary change. As an 
international keynote speaker and 
award-winning consultant, with 
her Mountain Moving Mindset (M3) 
platform, she delivers inspiration 
and scientific strategies, instilling 
beliefs, attitudes and behaviours 
to drive transformations. With 
strong business acumen (17 years’ 
experience in corporate change), scientific expertise in 
positive psychology, neuroscience and behaviour change and 
strategic vision, she helps organisations reap the benefits of 
tapping into the power of their leaders’ minds to achieve 
success and make change happen.

In writing this book, the author shows us a glimpse into 
her own life and thinking by sharing honestly, her own 
vulnerability doubts and fears, and how she has moved 
from fear, to growing outside her comfort zone and into 
the unknown by activating ‘circuits’ in her brain. She uses 
analogies well to explain the neuroscience of these circuits 
and offers multi-sensory exercises to help explain her 
thinking.

In reading this book you will appreciate how the author 
demystifies how to work with your brain, as she guides you 
step-by-step through the process of positive change that will 
enable you to see the clear path which will support you in 
achieving your goals and dreams. 

Currently, brain research with all its buzzwords such as 
‘neuroplasticity’ are all the vogue but often a mystery to 
the average person. This book, which is very readable, will 
guide you through the process of using the new research for 
positive change and so improve your everyday lives.

In reading this book, you will learn how to shape and 
transform your life. You will be provided with the tools and 
knowledge that you can apply to anything you want, in order 
to be successful in achieving your goals. 

Title: Flexible Working: How to Implement Flexibility in the 
Workplace to Improve Employee and Business Performance 
Author: Gemma Dale
Publisher: Kogan Page (2020)
ISBN-10: 1789665914
Pages: 248

The author Gemma Dale is 
a senior HR professional, 
writer and coach with 20 

years’ experience. She is a lecturer 
at Liverpool John Moores University 
Business School. Her book Flexible 
Working, was short listed in the 
Business Book Awards 2021.

The year 2020 will always be seen as 
a pivotal one for HR as a profession, 
as organisations around the world 
had to adapt to unprecedented 
challenges and new ways of working. 
The past year has seen many businesses introduce flexible 
working as a business necessity, but a desire for flexible 
working has now become a key concern for employees. 

Gemma provides the reader with a practical guide that 
assists HR practitioners, providing them with the skills and 
knowledge that will enable them to develop an effective and 
flexible working strategy to meet the needs of employees and 
the business. 

The reader will learn how to communicate these strategies 
to all sectors of the business and explains how to grow 
effective flexibility policies and processes, as well as how to 
communicate and train line managers. It also includes advice 
on how to overcome barriers to flexible working, dispels 
common myths and offers guidance on the different forms of 
flexible working available to organisations.

Part One of the book sets out the rich evidential basis for 
flexible working as a driver of organisational performance 
and its impact on productivity. Part Two provides a step-by-
step approach to ensure that flexible working is not only 
successful from day one but also sustainable in the longer-
term.

It illustrates that working practices outside the standard 
nine to five, five-days-a-week in the office model, can benefit 
a company. It drives employee engagement and performance, 
reduces costs and workplace stress, and improves talent 
acquisition from a more diverse talent pool. The reader is 
provided with case studies from organisations such as Zurich 
Insurance, and supported by rigorous analysis of flexible 
working data. This is essential reading for all HR professionals 
and productivity specialists. 
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Productivity News

Business leaders in the UK’s North West are championing 
plans from productivity experts to accelerate the 
levelling up agenda in the area by addressing the 

region’s productivity challenges.
Manchester University Alliance Business School’s Productivity 

Institute has produced a paper which highlights the strengths 
of the region. The paper details the North West’s large and 
very productive manufacturing sector – which sits far above its 
UK regional counterparts – as well as its leading R&D assets, 
life sciences, energy and digital industries. But it also outlines 
productivity gaps in the region, identifying the obstacles 
preventing the North West and its sub regions from gaining 
ground on UK average productivity levels.

The report’s authors have called on the government to 
prioritise policy areas that focus on the region’s strengths, 
factoring in improvement of region connectivity through 
local transport connections; strengthening coordination 
and collaboration between businesses, government and 

universities; unlocking demand for skills and strengthening 
basic conditions for creating a productive workforce; and 
digitalisation.

Outlining some of the findings in the report, Dr Marianne 
Sensier, Research Fellow at Alliance Manchester Business School 
and co-author of the report, said, “We need to recognise the 
true scale of the productivity problem here in the North West. 
What is clear is that addressing the North West’s productivity 
challenges cannot be delivered with the same historical 
approach. It will require a sophisticated mix of coordinated 
policies – incorporating education and skills, R&D, innovation, 
health, planning, and transport investment – and long-term 
commitment that responds to the specific local circumstances. 
But not acting now and failing to better leverage our strengths 
as a region, means we risk remaining trapped in a low 
investment, low skill and low productivity equilibrium”.

The full report can be seen at: https://bit.ly/3uUWwVt

North West Productivity – University of Manchester

Software company ClickUp 
to create 200 jobs in Dublin

T he San Diego-based software firm ClickUp, which has 
developed an all-in-one productivity platform, has 
established its European headquarters in Dublin and 

intends to create 200 jobs over the next two years.
The expansion comes shortly after ClickUp recently raised 

$400 million in a recent refunding round, which gives the 
company a $4 billion valuation.

ClickUp indicated that the new Dublin office will provide 
services for the more than 275,000 European teams already 
using its solutions.

The company, whose customers include McDonald’s, Netflix 
and Booking.com, provides a set of tools including project 
management, document collaboration, spreadsheets, chat and 
goals from a unified platform. For more information visit  
https//:clickup.com.

https://bit.ly/3uUWwVt
http://https//:clickup.com
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Productivity News

The Midlands is Losing 
£20 Billion in Lost 
Productivity Every Year

The Midlands has one of the lowest levels of productivity 
in the UK, leading to a potential loss of up to £20 
billion in the region each year, a new report shows.

• The Midlands’ productivity is 20% lower than the 
Southeast

• Midland’s cities are not well connected, harming the 
region’s productivity

• Too many opportunities to increase productivity have 
been missed

Productivity in the Midlands was 20% below the South East 
and 7.5% below the East of England. Only the North East, 
Yorkshire and Humber, Wales, and Northern Ireland were less 
productive.

And parts of the region – including Birmingham, Stoke-on-
Trent and Derby – are at risk of falling even further behind as 
productivity is growing more slowly than the UK average.

Nigel Driffield, Professor of International Business and 
Deputy Pro Vice Chancellor at Warwick Business School and 
author of the report said, “Historically the Midlands has been 
known for manufacturing and it still boasts a number of 
global brands including Jaguar Land Rover, Rolls Royce, and 
Bombardier.”

A summary of the report can be seen at the original source: 
https://bit.ly/3HU3HRr

Do you need help to improve your productivity?
We supply qualified Industrial engineers, productivity analysts,

MOST® practitioners, Lean specialists.

People on contract to supplement your teams, people to undertake

or manage productivity projects or to structure MOST® data.

From us you get accurate time standards, reliable information,

practical help, specialist advice and involvement.

Find out more at www.scott-grant.co.uk/about-us

Four-Day Work Week 
Pilot Launches in UK 

The UK pilot of a four-day work week will begin in June, 
with about 30 companies that have so far signed up for 
the trial. The six-month long programme will see firms 

allowing staff to work 32 hours per week while leaving their 
compensation and benefits unchanged. 

“Moving to a four-day week would be a win-win for 
companies,” said Joe Ryle, Director of the Four Day Week 
Campaign in the UK, adding that “Studies have shown that 
productivity improves along with corresponding gains in 
workers’ wellbeing.”

The pilot in the UK is one of several worldwide being run by 4 
Day Week Global, which advocates for the shorter week. Similar 
programmes are set to start in the US and Ireland, with more 
planned for Canada, Australia and New Zealand.

Apart from the focus on productivity, researchers will measure 
the impact on workers’ wellbeing and assess the programme’s 
effect on the environment and gender equality, 4 Day Week 
Global said in a statement.

The programme will help “companies move away from simply 
measuring how long people are ‘at work,’ to a sharper focus 
on the output being produced,” said Joe O’Connor, a pilot 
programme manager for the campaign.

4 Day Week Global is a not-for-profit community established 
by entrepreneur Andrew Barnes and business investor Charlotte 
Lockhart, to provide a platform for like-minded people who are 
interested in supporting the idea of the four day work week as 
a part of the future of work. For details of the organisation see: 
https://www.4dayweek.com 

https://bit.ly/3HU3HRr
https://www.4dayweek.com 
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Productivity News

The United Arab Emirates (UAE) has officially 
announced that it is reducing its working week to four 
and a half days, and moving its weekend from Friday-

Saturday to Saturday-Sunday.
The UAE government has indicated that the reduction in 

working hours will ‘boost productivity and improve work-
life balance’ as the country aims to improve its economic 
competitiveness.

From 2022, the weekend will start at 12pm local time on 
Friday and run until Sunday night. The current weekend runs 
from Thursday night to Saturday night. The new working day 
will be 7.30am to 3.30pm Monday to Thursday, and 7.30am to 
12pm Friday.

The changes mean the UAE will become the only Gulf state 
not to have a Friday-Saturday weekend, which is the case in 

other Muslim-majority countries so that Friday prayers can 
be observed. Under the new timetable, Friday prayers at 
mosques will be held after 1.15pm all year round.

The government said that the working week changes would 
‘ensure smooth financial, trade and economic transactions 
with countries that follow a Saturday-Sunday weekend, 
facilitating stronger international business links and 
opportunities for thousands of UAE-based and multinational 
companies’. 

A trial of a four-day work week conducted in Iceland 
between 2015 and 2019, showed that employee productivity 
remained the same or improved. Trials in Japan and New 
Zealand also showed that employee wellbeing improved, as 
well as productivity. Recently Ireland, Scotland, Spain and 
Sweden have announced pilot four-day work week schemes.

Members of the Flexible Working Taskforce have 
published a new guidance to help employers 
develop fair and sustainable hybrid working 

practices. The guide was commissioned by the Chartered 
Institute of Personnel & Development (CIPD) on behalf of the 
Flexible Working Taskforce as practical guidance to support 
effective hybrid working.

The guidance is designed to help employers harness 
the benefits of well managed hybrid working practices, 
which can help organisations attract and retain staff while 
supporting employee wellbeing, inclusion and performance. 

It offers practical advice, focusing on four key areas:

• People management
• Recruitment and induction
• Inclusion and fairness
• Health, safety and wellbeing

The guidance advises organisations to consider:
• Providing training to managers on how to manage 

hybrid teams effectively and support hybrid workers, 
including performance management, remote 
communication, collaboration and relationship building.

• Reviewing HR processes and procedures across the 
whole employee lifecycle to ensure they support hybrid 
working in practice, whilst also enabling inclusion and 
wellbeing.

• Undertaking ongoing listening activity with employees, 
managers and employee representatives, to understand 
the early lessons of hybrid and whether hybrid is 
delivering anticipated benefits to individuals and the 
organisation.

The full guidance report can be seen at https://bit.ly/3HU3HRr

Reduced Working Week in 
United Arab Emirates

Flexible Working 
Taskforce guidance 
on Hybrid Working

Do you need help to improve your productivity?
We supply qualified Industrial engineers, productivity analysts,

MOST® practitioners, Lean specialists.

People on contract to supplement your teams, people to undertake

or manage productivity projects or to structure MOST® data.

From us you get accurate time standards, reliable information,

practical help, specialist advice and involvement.

Find out more at www.scott-grant.co.uk/about-us

https://bit.ly/3HU3HRr
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Is the UK Out of 
Step with Europe?

To what extent so far is the UK aligning with the economic 
policymaking of the European Union in the post-Brexit 
economy? Asks Dr David Floyd, University of Lincoln.

This article sets out to consider the implications of the EU-UK 
Trade and Cooperation agreement and its requirements. 
So far, zero tariffs have been maintained though there 

have been a number of disputes in terms of the Irish border and 
the fishing industry. This article draws on economic theory to show 
why cooperation may be the best solution for all concerned. The 
paper further examines the potential opportunities for newfound 
freedoms resulting from Brexit in terms of economic policymaking 
and forming additional trade deals.

The UK-EU Trade and Cooperation agreement negotiated at the 
end of 2020, allowed for the continuation of zero tariffs. However, 
leaving the Single European Market has led to the increased use 
of checks at the borders and the imposition of non-tariff barriers. 
From 2022, the UK is to impose checks on goods arriving into the 

UK; in 2021, firms were given a form of grace period and most of 
the checks were only imposed by the European side, which will 
now lead to further costs and potential delays, and firms will need 
to do the paperwork more in advance than before which comes 
with challenges. The Telegraph, 31 December 2021, suggests that 
this could also lead to further shortages of items in the shops 
as firms need time to adapt to the system. Rules of origin and 
declarations need now to take place straightaway. Exports and 
imports declarations now have to be covered in both directions 
and online selling is also included. Small firms may suffer more 
from this as they have less staff available for these tasks and in 
some cases, firms may no longer export and focus more on the 
domestic market and production if possible. There may also be less 
choice available in some cases and potential higher prices. There 
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are additional costs for roaming and travel likely to occur in 2022. 
Delays though have not been as bad as expected so far, however 
the COVID pandemic has added to the uncertainty in supply chains.

So far, there has been a reluctance for the UK to change its 
product standards. This would also result in additional costs and 
make trading with Europe a more difficult option. The non-tariff 
barriers implemented have also led to problems for lorry drivers. 
There have been shortages of lorry drivers as some drivers have 
returned to other European countries due to visa restrictions and 
the lack of free mobility of labour in the post-Brexit world. Some 
workers for example, have been tempted to move back to Spain 
where lower rates of taxation have become available. In addition, 
drivers who deliver in Europe have limitations to travel across 
additional European countries and cannot deliver to a large range 
of countries on a single trip. This further adds to the cost of trade 
and is known as the problem of cabotage. The UK has tried to 
make it a quicker process to train more UK drivers in order to ease 
the situation.

Further differences that can now occur post-Brexit involve 
also the setting of different rates of taxation and Value Added 
Taxation. The Government suggested that this could be an 
opportunity to do things differently, though undercutting the 
European Union on all methods of taxation could provoke further 
retaliation. The tampon tax was reduced though so far the UK has 
not deviated much on other products, possibly due to the fear of 
retaliation.

All Change?
If one were to examine economic policymaking in more detail, it 
is possible to see that the UK is again not deviating too far away 
from a European Union policy approach. The response to the 
pandemic has been similar. Both the UK and EU have adopted a 
fiscal policy of increased spending and a monetary policy of low 
interest rates to help protect jobs in the short-term during the 
COVID crisis. Both EU member countries and the UK have built 
up high levels of debt and increased levels of inflation, as well as 
suffering wage pressures for certain sectors including hospitality 
and transport. This is also a similar situation to what has occurred 
in America and China, and both have also kept interest rates 
low and tried to protect the property market (by providing state 
aid to the property firm Evergrande in the case of China). Japan 
though stands out, still having low levels of inflation according to 
The Economist’s World Ahead 2022 series of articles. This is partly 
due to workers being less willing to look for higher wages as the 
culture has been to remain loyal to the employer and not push 
for higher wages; in return there is an expectation of increased 
job security. Indeed, the globalisation process has led to more and 
more economies becoming increasingly connected (Floyd 2008). 
However, the UK economy has a slightly higher growth forecast 
rate in 2022 according to the International Monetary Fund. This 
could be due to the fact that the UK was hit harder initially with 
the COVID crisis and has further ground to make up, as well as 
suffering from some of the problems of Brexit as suggested earlier.

In terms of EU policies, Brexit has meant that the UK needs 
to come up with its own solutions in these areas and has the 
benefit of not having to contribute to the EU budget (Floyd 2019). 
However, the UK has adopted polices similar to the EU in terms 
of environmental policies for example. The recent COP26 saw the 
UK set ambitious goals, for example banning the production of 

Both EU member 
countries and the UK 
have built up high levels 
of debt and increased 
levels of inflation, as 
well as suffering wage 
pressures for certain 
sectors including 
hospitality and 
transport.

petrol and diesel cars by the year 2030. In a similar way, the UK 
is still supporting its farmers with subsidies though has plans to 
reduce them further in the long-term. A similar tapered system to 
the EU continues until 2028. After that, self sufficiency and a shift 
towards more conservation are in the plans, though it’s early days 
and a subsidy is to be given to landowners. Quality production 
and the environment will be prioritised similar to EU policy. 
Landscape recovery projects, including establishing flood plains, 
are to be funded and competitive bids will take place for this. 
Finally on competition policy, price fixing and dominant positions 
are investigated by both the EU and UK alike, though the UK 
can focus more on its own judgement in supporting the strategic 
industries it may choose and can make its own judgements on the 
mergers it wishes to support.

The UK has tried to continue its contribution towards 
innovation and the European Horizon programme though has 
not been able to contribute as much as it initially envisaged. In a 
similar way, the UK tries to balance regional inequalities similar 
to EU policy by pursuing its levelling up agenda. There are also 
related policies being adopted in terms of competition policy 
aimed at avoiding monopoly positions and price fixing.

Future Trade Deals?
The UK however, has set out to take advantage of the opportunity 
to create independent trade deals. The deal for example with 
Australia, allows for more labour mobility of skilled workers and 
an opening up of the agricultural sector, deviating a little from 
EU standards here. Similar approaches are also being considered 
for Japan and India in terms of trade agreements, including some 
harmonisation of qualifications in areas of labour shortage. There 
has also been the inclusion of more free trade activity in digital 
technologies and financial services in the 2020 UK Japan trade 
agreement. However, the majority of the trade deals that have 
taken place post-Brexit have been a roll-over of the agreements 
that took place when the UK was a member of the European 
Union. There have been a few examples of shifts to lower prices 
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by making an agreement as an independent nation; the concept 
is known as trade creation according to Dearden 2005. Australian 
food and wine becomes cheaper though these savings are not 
offset by the difficulties created by Brexit as described earlier. The 
Australia trade deal may also help by providing a future gateway 
towards more trade with Asia. There is yet to be a trade deal 
negotiated with America and recently tariffs have been reduced 
for European steel, however tariffs still remain for British steel 
exporters. Duties have been reduced on Scotch Whisky and Irish 
whiskey, though again in some cases, the EU is able to negotiate 
more favourable terms for trade agreements as it is offering access 
to a larger market than the UK market. In addition, many foreign 
investors in the UK have decided to focus more on the UK market 
and exporting products to non-EU member countries, as the 
competitive position has changed due to the impact of Brexit. With 
regards to labour issue, the UK has sourced more workers from 
outside the EU to cope in skill shortage areas. Foreign students 
from countries including China and India, as well as the European 
Union, have also been given a limited opportunity to work in the 
UK post-graduation for a period of two years currently. It is a little 
early to see how this is progressing.

There have also been a number of ongoing concerns since the 
trade and cooperation agreement was made. Northern Ireland 
remains in the Single Market of the EU but is part of the UK. 
There have been concerns regarding a border and the implications 
of exports from England to Northern Ireland. Another issue of 
concern has been access to fishing waters; France for example, has 
complained about being given less access to fishing waters than 
in previous agreements when the UK was part of the European 
Union, as the current agreement has been based on more recent 
experience of activity in the sector. Much work is continuing to 
make sure there is no breakdown in relations and this always leads 
to a certain amount of uncertainty for business.

Final Thoughts
This article has shown the many complexities associated with the 
Brexit process. It is likely that there may be further areas of concern 
in the future and the process is very much ongoing. Some areas 
of divergence have occurred as the UK pursues trade deals as a 
sovereign nation, though these have been limited so far in terms 
of potential benefits. The UK recognises the importance of trade 
with the EU as it remains the largest trade partner at present. The 
first year of the post-Brexit world has become even more complex 
due to the pandemic, which has also led to some supply chain 
disruption. As recovery from the pandemic begins to take place, 
the full implications of the trade process resulting from Brexit 
will become clearer. Furthermore, exporters will still have to face 
further paperwork in 2022 as the UK tightens up on the regulatory 
process when the grace period comes to an end. More support will 
be needed for smaller firms to help navigate the process.
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A 4-Step Strategy To 
Future-Proof Your 
Business Through 

Diversity And Inclusion

By Heidi R Andersen, Founding Partner and Head of Training at the 
Living Institute, and author of Diversity Intelligence How to Create a 
Culture of Inclusion for Your Business.

If there was a clear way to increase business revenue and 
create a loyal, forward-thinking and productive workforce, 
would you agree that it would be worth implementing?

There is a way
It’s time to take massive action in the arena of diversity and 
inclusion (D&I).

D&I is no longer a ‘nice-to-have’ policy or a tick-box exercise. 
It is critical to the survival of your business, and urgent for the 
wellbeing of your staff. D&I is the cornerstone of any adaptable 
and resilient organisation.

Diversity Already Exists
Having diversity in your organisation is not a choice you make. It 
is already there.

However, it is no longer about only age, skin colour, gender 
or disability; diversity must encompass sexual orientation and 
personality types (and over time this list will grow); it must 
embrace each of us as unique individuals so that we can all 
bring our whole, authentic selves to work without fear of 
exclusion. It must include all our identity markers. There is so 
much more to being human than what we see at surface level.

Inclusion is the key to unlocking the enormous potential that 
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diversity offers; without inclusion, everybody suffers.
Vernã Myers, VP, Inclusion Strategist at Netflix, sums it up 

perfectly, “Diversity is being asked to the party, inclusion is being 
asked to dance1.”

Diversity Intelligence
Diversity intelligence is the way in which any human system is 
designed to attract, motivate, engage and retain people with 
diverse profiles who, through shared inclusion, can leverage 
their diversity to create better results. Without a diversity 
intelligent mindset, we become stuck in the sameness trap, 
convinced that working with people just like us is preferable; 
but it leaves no space for growth, for innovation, for competent 
and considered decision-making, or for the sharing of best 
practice. It leaves no space for humanity.

This article will walk you through the current diversity 
and inclusion landscape, it will share a brief overview into 
why policies in the past have failed to make an impact, the 
cost of inaction, the expensive and time-wasting pitfalls that 
organisations frequently fall into and a four-step strategy to 
future-proof your business, and it will identify a clear route 
forward for your organisation.

The Current Landscape
Global movements such as #MeToo (which flagged up gender 
imbalance and widespread experiences of harassment), 
and Black Lives Matter (#BLM, which highlights the scale of 
racism around the world) continue to challenge our blindness 
to systemic prejudices and the power of privilege. Whilst 
generations that have gone before have challenged yet 
tolerated inequalities, millennials and generation Zs will not.

It is time to implement a broad and holistic approach that 
transforms our cultural systems at their core. We need to adopt 
a new, all-encompassing approach; there is no place for even 
one rotten apple in any organisation.

‘Diversity intelligence’ is a fundamental requirement when it 
comes to ensuring we have a balanced representation of people 
who reflect the societies and markets in which we operate. 
Everyone deserves to feel accepted, welcomed and included for 
who they are and the unique contribution they offer. No one 
must be left behind. 

We must open our eyes to what homogeneity and exclusion 
take away from us (and the dangers they pose to the survival 
of any organisation). We must take immediate action based on 
unbiased data.

Diversity Without Inclusion = Failure
Lack of direction around diversity is an issue that organisations 
the world over are wrestling with. Most Fortune 500 companies 
say they want to have more women in top management 
positions, but many have no idea how to make this happen 
(even if women are recruited, they won’t stay if they do not feel 
included). A high staff turnover is expensive.

One study showed that millennials are more loyal to a business 
that has more diversity in its top management. This is one of the 
reasons why companies with unequal representation and lower 
levels of diversity lose money compared to their more diverse 
competitors2.

Diversity without inclusion is a major step backwards, both 
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‘Diversity intelligence’ is a fundamental 
requirement when it comes to ensuring we have a 
balanced representation of people who reflect the 
societies and markets in which we operate. 

for the people you recruit and for your company as a whole. 
Inclusion is the key that unlocks the power of diversity.

Exclusion
During our research, one respondent told us, “You think you 
have equality because there are three women and three men 
in management. But you do not have that if you only look at 
the men when you ask for views – if you really only listen to the 
men.”

Employing people just to ‘level up the mix of team players’’ 
creates a damaging chasm. Inclusion is the healing balm, as 
evidenced by this woman’s experience:

‘I’m an ethnic minority, female and lesbian. I represent 
diversity in almost every way. What I need is not to be 
highlighted as the example of diversity in our company. What 
I need are fair and equal opportunities and good inclusive 
leadership.” – Female respondent to an inclusion survey carried 
out as a perception gap analysis by the Living Institute.

The Business Case for Diversity and 
Inclusion
Our research has shown the high cost of diversity without 
inclusion:
• Less thorough decision-making processes
• Inability to attract the best talent
• Reduced employee retention
• Lower productivity
• Low morale
• Unstable future for your organisation (unlikely to exist 

within five years)
• Loss of competitive edge
• Reduced innovation

A perfect storm of negative impacts on your bottom line.

Better diversity and inclusion at all levels of your organisation 
will reverse all of the above.

Top Management
A recent study by the Technical University of Munich and 
Boston Consulting Group showed that companies are far 
more innovative when they have equal representation and a 
high degree of diversity within the organisation (particularly 

in top management)3.
This study identified that in this case, gender and cultural 

diversity made the biggest difference to innovation.
Gender balance was highlighted as particularly important. 

The study found that if you have one woman in a team of ten 
people, you see a certain positive effect. That positive effect 
increases if you have two women in a team of ten people. 
However, once you reach a figure of three women in that group 
of ten, you see exponential growth in innovation power.

If we were to utilise our learnings from this data, we would 
ask why hire one woman when you could hire three? If there 
is only one woman, there’s a risk that she may not speak up 
and challenge the status quo, future pace, or carry out a risk 
analysis; but with another two women on board, her sense of 
belonging, and therefore her voice, is amplified.

The Numbers Add Up
Financial benefits and talent acquisition are two of the biggest 
drivers in improving diversity and inclusion.

Based on a study by Deloitte, I realised that Denmark’s GDP 
would grow by billions every year if companies had more 
diverse executive teams. Look at that as free money: you don’t 
need to do anything extra or special to make it happen; no new 
factories or business mergers required. It’s simply a matter of 
refusing to repeatedly replicate the past. 

Who does your top management team consist of? If it is 100% 
homogenous, go to the bottom line of your most recent annual 
report. You could add 2.5% to that figure simply by recruiting 
a woman to that top team. And if you recruited a woman and 
somebody with a different cultural background to that team, 
you can add 4% to that figure. By replacing a male CEO with a 
female CEO or chair of the board, you can at the least double 
the annual return4. Of course, it benefits the entire workforce 
and the organisation in multiple ways, but wouldn’t you agree 
that it’s worth it even if only for the money?

Venture and equity funds are telling us that they no longer 
invest in companies that don’t have inclusion as part of the 
fabric of their organisation; failing to take action now is an 
expensive error of judgement.

There’s a robust business case for introducing more diversity 
and inclusion in business, but despite the clear research and 
evidence, many organisations are wasting valuable time and 
money, failing to succeed, or failing to take any action at all.
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Your competitors could be stealing your customers 
and your talent because they are more innovative, 
inclusive and fun to work for than you.

The True Cost of Failing to Act
The harsh reality is that a persistent lack of diversity will, over 
time, destroy your organisation. It already hurts your bottom 
line. A 2018 study by McKinsey found that, overall, companies 
in the bottom quartile for both gender and ethnic or cultural 
diversity were 29% less likely to achieve above average 
profitability than all the other companies in the dataset5.

Lagging, Not Leading
Diversity and inclusion is a business issue that must be tackled 
with urgency. Without taking action, your organisation has no 
staying power.

An executive of one of the largest companies in Norway told 
me that they have been in business for more than 120 years. 
Until recently it has always attracted the top talent, but he told 
me, “The best talent doesn’t want to work with us any more. 
Millennials don’t want to work in our company, and the people 
we can attract aren’t competent enough or don’t have the 
potential for developing into great performers.”

There is no justification for failing to take action and create 
a more culturally diverse and inclusive organisation; if you take 
action, you will outperform all competitors that do not.

Although finance and recruitment are two of the biggest 
drivers for change among boards and executives, there are many 
other benefits to having greater diversity in top management; 
Juliet Bourke of the Australian Institute of Company Directors 
released a study in 2016 that found that when a business has 
diversity in its top management, risk is reduced by 30% and 
innovation is increased by 20%6.

The evidence is overwhelming: diversity and gender balance 
in top management make businesses more profitable and more 
sustainable.

Innovation 
How can we expect innovation if we are all cut from the same 
cloth? Imagine that you were going to a meeting tomorrow 
where everyone in the room is just like you. You have similar 
backgrounds, qualifications, and have worked together for 
many years.

Even if there are important decisions to be made in that 
meeting, you are less likely to thoroughly prepare if you are 
certain that the other participants will agree with you.

What if you had to go to a meeting where the participants 
were highly diverse and different to you in many ways? If you 
can’t be certain they will back you but instead anticipate that 
they will produce counter proposals, you will want to prepare 
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a more thorough and robust business case to win them 
over. Research has shown that people in diverse teams are 
much better prepared and, as a result, their decision-making 
process is improved because they are forced to hear opposing 
viewpoints and take new perspectives into consideration7.

Decision-Making
Cloverpop, a company that provides tools for inclusive 
decision-making, tells us that decision-making drives 95% of 
business performance.

They studied the DNA of how extremely good business 
decisions were made and found that teams with a mix of 
gender, age and geographic diversity made better decisions 
87% of the time8. They also found that they did so twice as 
fast, and with 50% fewer meetings than less diverse teams.

What will it cost your organisation when every second 
talented team member leaves within two years of recruitment? 
Imagine you have 200 young, talented individuals in your 
high potential programme. You now know that 100 will leave 
within the next couple of years. It will cost you at least twice 
their annual salary to find a replacement and train them (and 
that is a modest estimate). In some cases it might cost you five 
times their annual salary to do this.

Ask yourself another question, “What price are we going to 
pay when our competitors outperform us by having cracked 
the code to mirror the market because they have no problem 

hiring and retaining talent?”
Your competitors could be stealing your customers and your 

talent because they are more innovative, inclusive and fun to 
work for than you.

As you can see, failing to act is expensive; acting in the 
wrong way (diversity without inclusion) is expensive. The Living 
Institute has created a clear and proven strategy to help your 
business improve and increase productivity.

The Four-Step Strategy to a Diverse and 
Inclusive Environment
By now you’ll have realised that there is a case for immediate 
action within your organisation; but a knee-jerk response 
without careful planning is equally damaging.

No business owner would suddenly build a factory or office 
without architectural plans, strong foundations and reputable 
builders. It requires careful consideration. It would cost time 
and money, and morale would suffer when it was proven to be 
the wrong decision. Bypassing vital steps will result in failure. 
The same is true of a poorly planned diversity and inclusion 
strategy. There may be surface-level change but there will be 
no impact; a clear process is essential.

Assess. Evaluate. Learn. Wake up to what is really going on 
within your organisation (no matter how uncomfortable that 
truth). Proceeding on data from within your organisation is 
crucial to create positive change.
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Wondering how to reduce costs,  
increase capacity or improve response?

Email us at productivity@scott-grant.co.uk 
Find out more on www.scott-grant.co.uk

For help to address your productivity challenges, why not involve  

Scott-Grant. Our independent, objective and cost-effective help is 

valued in every business sector. 

At Scott-Grant you’re at the home of knowledge and expertise in 

improving productivity.

The Strategy 
Here is a brief overview of the four-step strategy you need to 
follow in order to create optimum impact within your organisation:
• Drive
• Knowledge
• Strategy
• Action

Drive
Establish why diversity and inclusion matter, and to whom. 
Does it matter most to your clients or your employees? Is 
management fully supportive? (I go into in-depth reasons why 
this is so important in my book, Diversity Intelligence How to 
Create a Culture of Inclusion for your Company.)

Knowledge
As we touched on earlier, change must be driven by data. That 
is why the Living Institute has created an inclusion survey, 
analysing employees’ inclusion perception gaps, that moves 
away from the guesswork to real data. You need to know 
exactly what is going on in your business. Who feels included 
and who does not? What characterises those who feel included 
or excluded? How long will they stay? What will happen in 
your organisation if you do not create change?

Instead of adopting a scattergun approach, this data, collected 
through the inclusion questionnaire, enables you to understand 
what needs to be fixed and how to approach it. These studies 
often come with emotional charge; you will truly begin to 
understand what it’s like to walk in someone else’s shoes. We 
gather this data through a variety of methods including focus 
groups and one-on-one interviews. Data will help you uncover 
any blind spots, biases, myths and perception gaps and ensure 
your company is moving in the right sustainable direction.

For example, your organisation might be headed in one 
direction, but when we carry out the inclusion survey, we find 
that this course was guided by historic misconception and 
stereotypical thinking – the oversight of every organisation 
moving forward guessing instead of basing initiatives on data. 
The data we provide shows in which direction you need to 
move in order to deal with the business-critical challenges.

Strategy
We explore what needs to happen to transform the culture that 
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created the problem. This includes weighing up how best to 
involve different levels of the organisation.

Action
Utilising the drive, knowledge and strategy, you can move 
forward with an effective and efficient action plan with the 
organisational drive at the centre of it.

It is financially wise for a business to wait until it has the 
results of its inclusion survey before allocating money to D&I 
initiatives. The inclusion survey provides clarity on where to 
spend money to create the greatest impact.

Circle of Change
It is imperative to monitor and measure the changes that occur 
as your organisation introduces new initiatives and training. D&I 
is an infinite process whereby you monitor, adjust accordingly 
and check again, continuing round this cycle to guarantee it’s 
working. Even once the data shows that a diversity and inclusion 
strategy has been successful – enhanced innovation, productivity, 
increased bottom line, better decision-making and more, 
remember, it’s important to review it on an annual basis. Change 
is the only dependable constant.

A Step-Change
If we continue to talk about diversity according to the colour 
of people’s skin, their gender or sexual orientation, and so on, 
we are continuing to pigeon-hole. Although it will take time, 
I anticipate a shift from D&I strategies to diversity becoming 
the norm, and instead we will be having conversations about 
inclusivity as normality – we will have made space for humanity 
and a workforce in which we can all freely be ourselves.

How to Future-Proof Your Organisation
Diversity and inclusion require cultural transformation, often on 
a large scale, and even if the vast majority of your organisation 
is on board, you may face resistance. Successfully navigating the 
process requires knowledge (hard fact), competency and skill. 
Seek out the expertise you need in order to develop a strategy 
based on data so you can introduce efficient and effective 
initiatives; this is about business survival.

External organisations, such as the Living Institute, can 
support you to equip your leaders and managers with the skills 
and tools they need in order to become inclusive leaders, from 
which cultural transformation follows. Imagine the damage 
leaders and managers performing exclusionary leadership does 
to the work culture, the sense of belonging, psychological safety, 
innovation and the ability to retain your talents. 

We can help you to get from where you are now to where you 
want to go. We can gather the critical data for you through our 
inclusion survey, provide training and support, and help you create 
an inclusive culture and thriving workforce which, in turn, increases 
your innovation, productivity and boosts your bottom line.

There is no doubt: if you want your business to still exist in 
five or ten years’ time, the moment for change is now.

To learn more about our work at the Living Institute, or to find 
out how we can help your organisation, please contact the 
author via: Heidi R. Andersen, info@livinginstitute.com 

mailto:info%40livinginstitute.com%20?subject=
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Success We Should 
Celebrate
The Institute is delighted to announce the winning line-up for the 
Student of the Year awards for 2021. 

Each year the Institute considers all the people who have 
studied for the IMS Productivity Analyst qualification 
(formerly the IMS Certificate). This is a four-week long 

course of study and represents a significant commitment from 
both the student and their employer. The review, based on 
the individual marks and lecturer assessment of those who 
completed their course during 2021, resulted in there being a 
tie for Student of the Year for 2021. Therefore, a joint award 
was given to Steven Dunn, Production Supervisor in Materials 
Handling at Nissan Motor Manufacturing (UK) and to Jack 
Arnold, Solutions Design Engineer with Clipper Logistics.

Very close behind the joint winners, also impossible to 
separate, were three people declared as runners-up to the 
Student of the Year: Matthew Watson, Manufacturing Efficiency 
Engineer at Pirelli Tyres; Matthew Hilton, an Industrial Engineer 
at Leyland Trucks; and Jason Eaton, an Industrial Engineer with 
Clipper Logistics, based in Ollerton.

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

The Stature of the Qualification
On behalf of the IMS, Deputy Chairman David Blanchflower 
presented both Steven and Jack with a certificate, a cheque 
and an engraved crystal trophy. In congratulating the winners, 
David said that each “should be very proud of their tremendous 
achievement in attaining such a high standard in their studies.” 

Ian Bromley, Chair of Education, for whom work commitments 
prevented his attendance in person, sent a message of 
congratulations to Steven and Jack, and reminded them that they 
now can include the designatory letter AMS after their name, as 
testimony to the stature of the professional qualification.

Winner Steven Dunn joined Nissan in Sunderland 13 years 
ago following work in the financial sector. After experience 
on the production side including Team Leader and Supervisor 
roles, he was drawn to the detail of industrial engineering 
work and joined the Materials Handling department. “It was a 
brilliant learning experience; I’ve taken a lot from the course. 
And I’m delighted to have won this accolade and keep the 
Nissan tradition going of being named on the Award Board!” 
Steven was joined by Senior Supervisor David Laidler who 
agreed he was basking in reflected glory, adding, “There are 
many qualified IEs in Nissan so there’s widespread recognition in 

Nissan of Steve’s excellent achievement.”
Joint winner Jack Arnold from Clipper Logistics, based in 

Daventry, was equally enthusiastic about the value of the 
course. “I’m a man of detail”, he said, “and I like to be able 
to understand things at an elemental level. It’s the tiny detail 
that helps you build a bigger picture – I can now see things at a 
deeper level after studying the content of the IMS Productivity 
Analyst course. I use an awful lot of what I’ve learnt; it shapes 
how I now think about things in my new role as a Solutions 
Design Engineer.”

Clipper’s HR Director for the UK and Ireland, Nick Beadle, 
was pleased to join Jack for the presentation. He was very 
complimentary about the IMS Productivity Analyst course 
content for their business: “We’re already seeing the benefits 
after a number of our people from assorted roles have studied 
for this qualification. We’ve had a quick ROI for our customers, 
who represent a high percentage of high street retailers. The 
operational efficiency gained by having people other than those 
in warehousing operations is clear and we’re optimistic about 
the future.”

The DNA of an Industrial Engineer
Matthew Watson joined Pirelli Tyres in Carlisle about three 
years ago on the Industrial Engineering Apprentice scheme. 
“I seem to have really taken to the detail of the IE role – I’m a 
practical man and the projects I’m now involved with really suit 
my interests and skill set”, he explained. His manager, Gordon 
Crawford was delighted to see his own history repeating itself in 
Matthew. “I did my training with Scott-Grant (Aldwark Training) 
at York with Mike Seaman, having begun as an apprentice 
about 35 years ago. All these years I’ve been enjoying working 
in the industrial engineering and efficiency areas.”

Preston-based Matt Hilton was equally enthusiastic. “I learned 
lots of good things. It was great to mix with people from other 
industry sectors on the open course and hear some of their 
experiences; I’ve utilised some of that in my work in Leyland 
Trucks.” Matt’s boss, Business Unit Area Manager Ben Holloway, 
was extremely complimentary about the IMS Productivity 
Analyst course. “Not only does it give them transferable skills 
but also a breadth of knowledge, a new horizon of what’s 
happening in other industries of best practice. It develops their 
attitude of ‘it’s right to challenge and look for the best way, 
given all the variables’.  That’s something that’s in the DNA of 
an Industrial Engineer.”

Student of the Year 2021
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Jason Eaton applied for the IE role offered in Clipper Logistics 
at Ollerton and successfully transferred from his role in 
warehouse admin. “The IMS course was something different; I 
thoroughly enjoyed it. I’m a man of detail so the content really 
appeals to me.” He had joined Clipper three years prior after 
finishing his A levels. With him to recognise his achievement was 
Business Unit Director Carl Muir. 

Commenting on the range of industry sectors represented 
in the winners’ line-up, Richard Taylor, Managing Director of 
Scott-Grant said, “We had a good year for training in 2021, 
despite the COVID restrictions. We ran many IMS courses last 
year, adding extra weeks to our published course schedule. And 
it was significant that a large percentage of bookings came 
from companies who had previously sent other delegates on IMS 
courses, so they believe in our IMS Productivity Analyst syllabus 
and endorse the value of our content to their business.”

David Blanchflower added, “Scott-Grant always set a high 
standard and we’re most grateful for all that they do with and 
for the Institute.” He endorsed Richard’s sincere appreciation of 
the Scott-Grant course tutors: Steve Heathcote, Ian Winstanley 
and Stephen Royle, all of whom were there with the winning 
students to enjoy the ‘fruits of their labours’.

The Russell Currie Memorial Fund Award
Scott-Grant arranged for David Blanchflower, as Chairman of 
the RCMF, to meet online, Dimakatso Mosinki who is the Chief 
Administration Officer in the Ministry of Defence, Justice and 
Security (HQ) for the government of Botswana.

Dimakatso had completed her IMS Productivity Analyst course 
during 2021. She was congratulated for being the best achiever 
during the year of many overseas students whose first language 
is not English. Dimakatso was shown a specially engraved silver 
salver to recognise her achievement which has now been sent 
to her along with a special certificate. Encouraging productivity 
overseas is one of the aims of the RCMF. 

Dimakatso had quite a journey to complete her studies – 
literally and metaphorically. She had actually started the course 
in Manchester in 2019 but, for various reasons, the completion 
was delayed. “It was well worth it,” she beamed. “For me the 
IMS course came just at the right time. It taught me the details 
I didn’t know and has given me a new understanding, a new 
approach. I thrive on detail and the principles I have learnt I now 
use and can apply them in every situation. The learning is now 
embedded in me.” She added, “I have many other colleagues 
who have been through the course so we all approach things 
the same way now. They were all delighted for me when they 
heard I’d won this award.”

Dimakatso was awarded a Bachelor’s degree in Human Resource 
Management in South Africa and a post-graduate certificate in 
Enterprise Risk Management. She joined the public service in 2008 
before moving to the Ministry of Defence five years later.

After all the presentations, the group enjoyed a celebratory 
lunch in a nearby hotel. Success should indeed be celebrated.

For more information about the IMS Productivity Analyst or 
other training courses for productivity tools and techniques, 
take a look at https://scott-grant.co.uk/training2022 or  
Email your query to productivity@scott-grant.co.uk.  

“The IMS Productivity 
Analyst course develops 
the attitude of ‘it’s right to 
challenge and look for the best 
way, given all the variables’. 
That’s something that’s in 
the DNA of an Industrial 
Engineer.” 

The winning line-up (left to right) Front row: Jason Eaton, 
Matthew Watson, Jack Arnold, Steven Dunn, Matthew Hilton, 
Richard Taylor.

Back row: Carl Muir, Steve Heathcote, Gordon Crawford,  
Nick Beadle, David Laidler, Ben Holloway, Ian Winstanley, 
Stephen Royle.

Dimakatso Mosinki enjoys the virtual presentation of her RCMF 
award by David Blanchflower(right) and Richard Taylor.

“We’re already seeing the 
benefits after a number of our 
people from assorted roles have 
studied for this qualification.”

https://scott-grant.co.uk/training2022
mailto:productivity@scott-grant.co.uk
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Social Adaptability

Dr Trevor Bentley.

It is likely that the people you are working with will come 
from a wide range of social backgrounds and cultures. They 
are likely to expect to be respected and treated in a way that 

fits with their understanding of how they believe they should be 
treated. This will almost certainly include ideas on fairness, which 
usually means treating everyone, ‘equally without favouritism or 
discrimination’. This is not always straightforward as in the UK, in 
particular, we still have a class system; perhaps somewhat watered 
down from how it used to be, but nevertheless still present.

Superimposed on this class system is a meritocracy where 
position, status and wealth bring privilege and the expectation of 
being treated differently; a form of entitlement. 

I had been waiting for about 15 minutes in the CEO’s outer 
office where his PA had provided me with a cup of coffee. This 
was not an unusual situation as I always arrived early and David 

was usually late. On this occasion the 15 minutes stretched to 
30 and then to 40; our planned coaching session was clearly not 
going to happen. I asked David’s PA to let him know that I had to 
leave in 25 minutes for another appointment.

David called me in, and waved me to a chair and said, ‘I’m sorry 
for the delay let’s not waste any more time.’ I was angry and I 
heard this as an insincere apology, and felt he was not accepting 
responsibility. I was furious and I said, ‘I don’t think there is any 
point now in starting our session, perhaps we can use the time to 
schedule another session.’ Which is what we did.

At the next session when I arrived his PA said he is ready for you 
and I walked straight in to David’s office. 

‘I am sorry about last week,’ He said, ‘you had a wasted journey.’
David had clearly reflected since our previous meeting and his 

apology was sincere.
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‘I was absolutely furious,’ I replied.
‘Yes I realised that; it was pretty obvious,’ He responded.
The rest of the session was spent working on our relationship 

and what we expected of each other, and the ways we could 
improve how we worked together.

Social interactions are complex and involve many aspects of who 
we are and how we behave, our beliefs and values, as well as how 
we have learned to be when we are in contact with other people.

First impressions are very important in making and developing 
meaningful relationships. It is also at moments of first meeting 
that we notice politeness, or lack of politeness in the other, and 
may ourselves be guilty of not observing the culturally acceptable 
forms of meeting.

‘When people meet for the first time a fascinating 
four-part process automatically switches on. This is a highly 
complex process that we have each developed in a way 
that seems to work or not work for us, depending on the 
situation and the circumstances of the meeting. The four 
parts are:
Assessment of the other (first impressions)
Assertion of self
Discovery of the other
Choice to continue’
(Bentley, and Clayton, 1998, p95)

When I meet someone new what I notice is how they listen, how 
they look at me, how close they stand, how they respond to me, 
how I feel about this moment of contact. I make assessments of 
how open and sharing they are, and whether our conversation 
flows smoothly and with shared interest. I am in other words 
seeing myself in the other person’s reactions to me, and I can 
learn something about myself.

Entitlement
In the example of my meeting I perceived David’s behaviour as 
his feeling entitled to keep me waiting. This form of narcissistic 
entitlement arises from a need to believe that one person is 
superior to another and therefore entitled to better treatment. 
Of course, my own narcissistic response was ‘how dare he keep 
me waiting’. Both David’s and my own reactions are an unhealthy 
form of entitlement and reinforces the self-belief of being 
‘special’. A healthy form of entitlement is the belief that I am 
worthy of consideration and respect from others, just as they are 
worthy of consideration and respect from me.

Many leaders get used to the benefits and privileges of their 
position, believe they merit special treatment and expect to be 
treated in this way.

Some of the leaders I have worked with have been on the 
narcissism spectrum, from healthy self-esteem and self-belief, to 
unhealthy arrogance and pomposity; the first arising from their 
competence, understanding and outstanding performance, the 
latter from their insecurity and innate lack of self-belief.

To lead with confidence I have to believe I am capable of doing 
the job I have taken on; I have to feel that I can provide the vision 
and support that people need to trust in my leadership. I do not 
have to convince others of my confidence; they will make their 
own judgements of this as time unfolds. And we are all fallible, 
likely to make mistakes and let people down. What is important 

Many leaders get 
used to the benefits 
and privileges of 
their position,  
believe they merit 
special treatment and 
expect to be treated in 
this way.

when we do so is that we respond from a place of humility and 
work with the consequences of our mistakes.

In fact, leaders who are quiet and calm, and deal with issues by 
involving others and reaching decisions through consensus and 
agreement, achieve what Lao Tzu describes as good leadership:

‘A leader is best
When people barely know that he exists,
Not so good when people obey and proclaim him,
Worst when they despise him.
Fail to honour people,
They fail to honour you;
But of a good leader, who talks little,
When his work is done, his aim fulfilled.
They will say, we did this ourselves.’
(Lao Tzu, translated by Witter Bynner, 1980, p34)

Deference 
Deference is variously defined, but all the definitions boil down to 
being some form of submission to a superior, or higher authority. 
In hierarchical organisations the ‘superior/subordinate’ roles are 
defined by your position in the tree, and even at the same levels 
there tends to be a pecking order.

And those who expect and anticipate deference can become 
quite upset when they don’t receive it. Without deference it is 
very hard for some people to maintain their superior sense of 
self. For narcissists, their inflated self-opinion can soon, and quite 
easily, become deflated and their insecurity can quite soon bring 
out the bully.

Deference can also carry with it a reverence, or even a sense 
of awe from the lower to the higher authority; and on some 
occasions this is emphasised by the regalia that people wear, 
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displaying their rank, and clearly setting them apart from other 
‘lesser’ beings.

I struggle with the idea that we have to respect people 
because of their rank, or position. I am happy to defer to 
people who have some talent, skill, and knowledge beyond my 
own. When people hold a position or office that accords them 
a certain status, such as a prime minister, I will defer to and 
respect the office, but not the incumbent until they have earned 
it through their actions and behaviour.

Conformity
In any group, organisation, community and society, if we want 
to belong we need to conform with the beliefs and practices 
that define the culture of that group. Not everyone involved will 
conform in the same way, or to the same degree, and some might 
even push the boundaries of what is generally acceptable. As I 
am writing this I am noticing my own resistance to conforming. I 
find it hard to conform, even when I know that I will benefit from 
doing so. The degree of conformity might be seen as a continuum 
from say, conformity to high differentiation.

To be so conforming as to lose sight of self and your own needs 
risks giving up your own power and becoming someone who 
‘tags along’ and makes no choices, or decisions. To be too highly 
differentiated risks being isolated, or rejected from the group. 

The key is to moderate along the continuum depending on 
the context I am in and my, and others’ particular needs in that 
moment.

Paternalistic and Patronising
A paternalistic leadership style involves creating a structure akin 
to a family with father and mother and children, with the children 
trying to gain advantage over each other, and win the favourable 
attention of their parents. Extending this into the wider structures 
of extended families with brothers and sisters, aunts and uncles, 
grandparents and grandchildren, it soon becomes an almost 
ungovernable nightmare.

I have worked with a number of family businesses, and in my 
experience it is unusual, but not impossible for the paternalistic 
approach to succeed. The degree of loyalty and trust both 
expected and given by employees because they are members of 
this family group is tenuous; and becomes increasingly tenuous as 
the size of the organisation increases.

I worked with one organisation where the nature of the family 
metaphor was carried to extremes. There were photographs in 
reception going back to the founding of the company with all 
the original family members present, and these provided a proud 
history for all to enjoy. My experience when talking to employees 
was that they found the approach quite patronising, ie they felt 
that they were treated like children. This was emphasised at the 
annual Christmas lunch at which the directors wearing Christmas 
hats etc served the employees who attended (perhaps 30% of 
the workforce). I joined one of the tables and enjoyed a very nice 
lunch, but it was rather like attending a Dickensian lunch for the 
poor children of the parish. And though not a member of this 
particular family, I felt patronised.

When I shared my experience with the board of directors 
there was a mixed reaction, but at the next Christmas lunch the 
directors didn’t serve the staff, they joined them at the table and 
caterers provided the service; a much more grown up approach.

In any group, 
organisation, community 
and society, if we want to 
belong we need to conform 
with the beliefs and 
practices that define the 
culture of that group.
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The family model is so endemic in our society that a way of 
working with relational interactions was developed by Eric Berne. 
His approach was to see peoples’ reactions to each other from 
three specific ego states, which he described as parent, adult and 
child. He postulated that when people communicate with each 
other, they do so from one of these three states and he called 
these communications ‘transactions’.

In the parent, adult and child model, individuals would respond 
in a way they had learned from their own development, in 
particular their family experiences (see right). 

If the transaction is parent to child, then the behaviour of each 
reflects their learned behaviours as a parent and as a child, and 
similarly with other transactions.

To create an artificial family model will bring with it all the 
transactions we learned through our developing years, many of 
which would not be adult to adult. This would risk locking the 
organisation into a ‘less than’ potential rather than a creative 
‘more than’ potential.

Social Graces
Good manners and saying please and thank you are only the tip 
of the socially acceptable iceberg, and this is becoming more and 
more complicated, as we create a minefield of political correctness.

The term political correctness is used to describe language, 
policies, or measures that are intended to avoid offence or 
disadvantage to members of particular groups in society 
(Wikipedia).

To add to this we now have to consider the implications of a 
‘Woke’ culture.

Woke is an English adjective meaning ‘alert to racial 
prejudice and discrimination’ that originated in African-
American Vernacular English (AAVE). Beginning in the 
2010s, it came to encompass a broader awareness of social 
inequalities such as sexism, and has also been used as 
shorthand for left-wing ideas involving identity politics 
and social justice…Wikipedia

Allowing for our own prejudices and working with others who 
have and offer differing views, calls for a degree of adaptability 
so that we can see the person behind the prejudice. On some 
occasions it may mean challenging the other person rather 
than colluding with them by remaining silent. Perhaps the most 
important thing is to meet the other where they are, rather than 
where I would like them to be.

Time for your annual performance rating check?
Book your place on our IMS endorsed Rating Clinic – 
available around the UK and as remotely managed Clinics.  
Be sure you’re operating to the British standard.

Look for details in www.scott-grant.co.uk/study-productivity
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Accepting Difference

‘Individual uniqueness is unquestionable. We are all 
natural and unique miracles. If you stop for a moment to 
think about yourself as a self-maintaining, organismically 
self-regulating, self-healing natural mechanism you should 
be amazed at what you are capable of.’
(Bentley, and Clayton, 1998, p20)

Yet in spite of this uniqueness we struggle to accept difference, 
and even feel threatened or fearful of it. Whether the difference 
is of gender, race, religion, colour, ability/disability, class, attitudes 
and/or behaviour, many of us struggle to fully accept and embrace 
difference in our group, organisation, community and society. 
There are limits to what I am prepared to accept. My tolerance 
of others is limited. In other words I have my boundaries. When 
other peoples’ difference pushes my boundaries I am likely to 
push back, or to walk away. I also need to be aware of when my 
difference pushes other peoples’ boundaries, and they step back, 
or walk away.

And yet all my creativity and innovation blossoms from 
being different; from not accepting things as they are, and for 
questioning everything. Yes I need to belong, and I need to be 
different and to be as accepting of other people’s difference as 
I can be, especially if I wish to live and thrive in a multi-cultural 
world.

Cultural norms of behaviour should not diminish difference, nor 
should the need to be different reduce the need to accept that 
others welcome adherence to accepted conventions in particular 
situations and circumstances. The need is to find a balance where 
both can exist in harmony.

Equality
Clearly we are not all equal.

‘All animals are equal, but some animals are more equal 
than others’. 

A proclamation by the pigs who control the government in the 
novel Animal Farm, by George Orwell (1945).

In talking about equality I am not talking about everyone 
being the same, because we are not, but in finding ways in which 
everyone can have:

About the Author
Dr Trevor Bentley, now retired, worked as a leadership 
consultant and coach, and a group facilitator. He was a 
member, and Deputy Chair of the IMS, and Editor of the 
Management Services Handbook. He has written more than 
30 books and numerous published articles on business and 
leadership.

• Equality of opportunity
• Equality of treatment
• Equality in law
• Equality in access to education
• Equality in employment, including pay

Equality is about treating everyone as worthy of respect and of 
having some value and purpose in life, just as I have, even though 
that value and purpose is judged differently by others. 

‘Greater equality is at the heart of creating a better 
society because it is fundamental to the quality of social 
relations in society at large. Social status systems among 
humans (like dominance ranking systems or pecking orders 
among animals) are orderings based on power; they 
ensure privileged access to resources for those at the top 
regardless of the needs of others.’ 
(Pickett, and Wilkinson, 2018, p20)

Social adaptability is all about acceptance and seeking to reduce 
inequality in any form in which it is experienced, and is a key part 
of quality leadership. It means being able to work with and lead 
effectively those who are part of my organisation, community, 
family and society.

This will very likely include people I like and people I dislike, 
people I agree with and people I disagree with, people who have 
differing political views, and people who have different religious 
views, as well as meeting a wide range of prejudices and personal 
preferences.

Successfully navigating the complexity of social interactions calls 
for a high degree of self-awareness and an empathic response to 
those with whom we come into contact. It also calls for sensitivity 
to the moment by moment interactions with others as they occur.

I find it helps me to remind myself that others may not like 
me, or agree with me; they may have very different political and 
religious views, and will almost certainly have a different range 
of prejudices and preferences. We are all uniquely different and if 
we embrace the idea that difference is to be valued and enjoyed, 
especially when it challenges us, we are half way to being able to 
adapt to and work with the people we meet.
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Complex Adaptive 
Systems in Project 
Management

Human capacity building and 
leadership: Cases in the South 
Pacific Part I. David W Parker and 
Ruben B Markward.

If we have learned just one thing over the last decade, it 
is that the majority of improvement initiatives and social 
development interventions have totally or partially failed 

due to our inability to adequately undertake project-based 
management. Complex adaptive systems (CAS) exploit our 
understanding of autonomous human behaviour and provide 
insights into why these projects fail to deliver on their 
objectives. In this article, the authors describe CAS and the 
influence of ‘agency’ in project management, and draw on 
institutional development projects that have been carried 
out in the Pacific region. Moreover, it identifies how specific 
training in CAS can result in greater project success rates.

Background
With the experience of teaching for the University of the 
South Pacific (USP), Graduate School of Management for 
more than 12 years on its post-graduate course in Master of 
Business Administration (MBA), a unique project management 
course has been developed for institutional building and 
social economic development. The course has run in the 
Pacific islands of Niue, Tonga, Cook Islands, Solomon Islands, 
Vanuatu and Fiji. While covering the fundamentals of project 
management the four week course addresses complex adaptive 
systems (CAS), human capacity building and project leadership.

The course encourages students to work with projects at 
different social development levels, including civil society 
organisations, non-governmental organisations (NGOs), 
national government departments and international funding 
agencies. The goal of the programme is that over time, 
courses will create a community of practice across these island 
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communities and within the Pacific Island region. Some recent 
projects centred on emergency management in the Cook Islands, 
biosecurity, an airport expansion, hospital clerical services and 
environmental improvements to marine resources. Family and 
community enterprise also feature large in many of the projects; 
bringing a significant contribution to the economies of island 
countries. 

A central theme that is important to all projects is small 
business and economic gardening1. This captures the concept 
of enhancing local and island-wide economic growth and 
employment through the process of working with established 
small enterprises, to assist them grow in modest ways to 
help build-up the overall employment level and economic 
contribution of the small business sector to island economies.

Why do Projects Fail?
One reason why a project fails is a result of our simplistic 
measure of success; whether on completion the three key 
metrics have been achieved: time – project completion is within 
original estimated duration; cost – project is completed within 
original budget; and quality – the completed project delivers on 
specification and adequately meets clients’ expectations.

Five years of empirical research culminated in the book 
Managing Projects, Managing People2, and identified several key 
findings: (i) interventions and strategic plans fail in most cases 
due to poor implementation – recognised by lack of appropriate 
leadership; (ii) inadequate planning and (iii) insufficient skills. 
And, of major concern, (iv) the unpreparedness of mangers 
for the consequence of change on people and organisational 
processes. 

It was seen that many organisations advocated rigidity to 
manage innovation and change. This is to say, it was believed 
that an organised step-by-step process was needed to implement 
change. Moreover, it was thought that problems would be 
solved primarily through structural, reductionist task-breakdown 
and allocation, with project stages and associated risks being 
managed through complex up-front detailed planning. 

In our training we advocate synergy and methods that are 
in harmony with the needs of the business and situation. The 
fluidity of the environment in which most development projects 
are executed, requires agility. Such requirements exploit our 
understanding of emergent properties identified as autonomous 
human behaviour, that is, complex adaptive systems (CAS). 

A widely held view based on traditional management theory 
assumes that:

• Tight control procedures are needed to regulate change
• Hierarchical organisational structures give frameworks and 

means of establishing order
• Increased control results in greater discipline, order and 

reduced risks
• Organisations must be unyielding, static systems to provide 

stability
• Employees are an interchangeable resource with specific 

skill sets
• Problems are solved primarily through reductionist 

task-breakdown and allocation to a specific accountable 
person

• Projects and risks are adequately predictable to be 
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managed; albeit often needing complex, time-consuming 
action to ensure up-front planning is strictly adhered to.

Resulting from this type of thinking, it is small wonder that 
alternative methodologies at first glance appear to be:

• Informal and chaotic
• Egalitarian to the point of actively fostering defiance
• Overly casual in their approach to problem solving and 

adopting change

It might be argued, however, that the slow adoption of a 
different project management methodology stems mainly 
from a misconception between the fundamental assumptions 
of traditional project management and those of new agile 
methodologies. As such, we argue that there is need for a 
change in assumptions and a new management framework 
when working with project-based methodologies. Specifically, 
we advocate adopting agile project management as a starting 
point in search of a new framework to meet the demands of 
contemporary business needs.

Most recently, there has been an awareness of emergent 
management principles founded on overcoming the problems 
associated with complexity. Such techniques exploit an 
understanding of emergent autonomous human behaviour – 
referred to as CAS. Project-based organisations (as for example 
Nokia, Sony, and Ericsson) have built CAS into their operations 
and logistics3. Interestingly, research has identified the collective 
behaviour of living systems in nature, such as the flocking of 
birds, schooling of fish, marching of ants and the swarming of 
bees. While the individual agents in these complex adaptive 
systems possess only local strategic rules and operational 
capacity, their collective behaviour is characterised by an 
overlaying order, self-organisation, and a collective intelligence 
that is greater than the sum of the single agents.

The concept of CAS proffers that project managers need a set 
of simple guiding practices that provide a flexible framework 
within which to manage, rather than a set of rigid instructions 
(as with conventional standards – for example: the Project 
Management Book of Knowledge (PMBoK), or Projects in a 
Controlled Environment (PRINCE). Following CAS philosophy, 
the project manager develops as an adaptive leader – setting 
clear direction, while establishing the simple, generative, rules 
of the project execution process. Of critical importance is, the 
encouraging and fostering of ongoing feedback, adaptation and 
necessary revisions, and collaboration, teamwork and alliance 
building. This operational framework provides project teams 
with responsibility of implementing agile methodologies while 
acknowledging the need for:

• An intrinsic ability to deal quickly with changes
• A view of organisations as fluid, adaptive systems composed 

of intelligent skilled people
• A recognition of the limits of external control in 

establishing order
• Acceptance of intelligent control that employs 

self-organisation
• An overall problem-solving approach that is humanistic in 

that it regards people as skilled and valuable stakeholders 
in the management of a team

• A reliance on the collective ability of autonomous teams as 
the basic problem-solving mechanism

• Limited up-front planning to a minimum based on an 
assumption there will be unpredictability

• An emphasis on adaptability and flexibility to changing 
conditions.

Weaknesses of Systematic Highly-Structured 
Project Management
Traditional project planning using project-lifecycle methods, 
grew out of a need to control ever-larger (sometimes mega) 
projects, and the difficulties of estimating and managing 
resources to reliably deliver results. Invariably, such projects 
venture into high-risk, ‘un-charted’ areas, where there is no, or 
limited, prior experience. Moreover, mega projects are usually 
decades in duration and cost multi-millions. Consequently, 
public-private partnerships are sometimes used to share risks 
and capital investment4. 

Such tightly structured methodologies drew heavily on the 
principles from civil engineering, particularly construction 
management. As a result, there has been a focus predictability 
(you have to plan every last detail of a bridge or building before 
it is built), and linear-sequential progress cycles – requirements 
that need micro-analysis which, in turn, leads to an emphasis 
on design, planning, development and resources. Along with 
predictability, project managers inherited a deterministic, 
reductionist approach that relied on task-breakdown, and was 
predicated on stability – stable conditions, risk analysis and 
established designs. This rigidity is also marked by a tendency 
towards slavish process compliance as a means of project control. 

While these methodologies may have worked for some 
organisations in the past, and may still work in projects 
in controlled environments, for many companies these 
methodologies only add cost and complexity – while providing 
a false sense of security by exhaustively planning, measuring, 
and controlling. Huge costs are often sunk in early planning, 
without rapid, iterative and continuous feedback from 

It has been recognised from numerous 
publications that less than 20% of all projects 
were considered successful, the remainder failing 
to meet either time, quality or budgets. 
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customers (internal and external) that we have come to realise 
are prerequisites for success. 

With such planning, why then are project completion results 
so dire? It has been recognised from numerous publications 
that less than 20% of all projects were considered successful, 
the remainder failing to meet either time, quality or budgets. 
Regardless of the particular methodology, the traditional project 
manager is often seen as a task-controller who monitors and 
controls the master plan (often in excruciating detail), the 
tasks dependencies, and resources required to deliver the end 
product. The project manager merely monitors the status of 
tasks and adjusts the plan as necessary. 

For many project managers trained in traditional 
methodologies, such as PMBoK and PRINCE, the prospect of 
implementing agile methodologies in institutional development 
projects can be daunting. But it does not need to be. In 
fact, as well as agile methodologies, other trends in project 
management indicate a point of convergence between the 
management community and the technical community. Much 
of our prior knowledge of organisations and the environment 
where projects are run, can be described as delivery systems that 
are loosely coupled, which include activities and conditions in 
one part of the system, having only partial effect on operations 
elsewhere. The looser the coupling, the greater the system can 
cope with short-term surges in demand. 

Newly introduced information management procedures 
such as ERP, however, have reduced the buffers that previously 
accommodated and buffered against process surges. So now, 
problems in one part of the system, quickly impacts downstream. 

Project Managers as Visionary Leaders
The best project managers are not solely organisers – they 
combine business vision, good communication skills, soft 
management skills and technical savvy, with the ability to plan, 
coordinate, and execute. In essence, they are not just managers 
– they are leaders. While, arguably, this has always been the 
case, agile project management places a higher premium on the 
leadership skills than management acumen. 

For example, teams in the Vanuatu development project (see 
case one in the Appendix* created and monitored their project 
plans and delivery of task products in collaboration with the 
client, ie internal/external recipients of the product in the cycle 
of events. The client-project team created stories (features) 
and prioritised them based on business value. The project team 
divided up the tasks themselves as they worked and measured 
progress for each iteration (time-boxed development cycle), 
adjusting plans with the client as necessary. 

Agile methodologies free the project manager from the 
drudgery of being a taskmaster, thereby enabling them to focus 
on being a leader – someone who keeps the spotlight on the 
vision, inspires the team, promotes teamwork and collaboration, 
and champions the project and removes obstacles to progress. 
This is in contrast to being an operational controller, allowing 
the project manager to become an adaptive leader. 

The basic phases of an agile development project might be 
regarded as no different from those of any other project. You 
still must define and initiate the project, plan for the project, 
execute the plan, and monitor and control the results. But, the 
manner in which these steps are accomplished are different and 

Agile methodologies 
free the project 
manager from the 
drudgery of being a 
taskmaster, thereby 
enabling them to focus 
on being a leader.
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require the project manager to retrofit what they know about 
traditional management to a new way of thinking – namely, 
CAS. The practices outlined below provide a framework for 
project managers working in this way and were used in cases 
one to five included in the Appendix*. 

The Project Team as a Complex Adaptive 
System (CAS)
As the empirical literature attest, traditional command-and-
control management is largely derived from the principles of 
Frederick Taylor’s scientific management. Taylor’s scientific 
management approach was based in turn on the 17th 
century science of Newton that saw the world as a vast and 
magnificently ordered ‘clockwork universe’ governed by the 
classical laws of nature. Scientific management is recognised 
as the prime mover in lifting the working masses in developed 
countries to new levels of affluence in the 20th century. In 
today’s world, however, we have trouble imposing command-
and-control management on teams because working masses 
have been replaced by knowledge workers. 

In the OEM (original equipment manufacture) industry, 
for example, we have situations where skilled engineers and 
scientists are often held in greater esteem than their managers. 
In Taylor’s world, it was the manager who had the specialised 
problem-solving knowledge. Today, this problem-solving 
knowledge resides with the knowledge workers, encompassing 
everyone. So, how do we adapt project management techniques 
to deal with this reality? 

Scientists have explored living systems in many fields – as 
diverse as biology and economics – to search for common 
properties that explain complex phenomena. They have 
identified many natural systems (brain, immune systems, 
ecologies, societies), so many artificial systems (parallel and 
distributed computing systems, artificial intelligence systems, 
artificial neural networks, evolutionary programmes) are 
characterised by complex behaviours that emerge as a result of 
interactions among their component systems at different levels 
of an organisation. These results have been used to unravel 
the mysteries of the collective behaviour of living systems in 
nature, for strategic purposes. While the individual agents in 
these groups possess only local strategic rules and capacity, their 
collective behaviour is characterised by an overlaying order, self-
organisation, and a collective intelligence that is greater than 
the sum of individuals. In addition, these living systems regularly 
display a remarkable ability to adapt to a complex and dynamic 
environment. 

Simply stated, complexity holds forth some fundamental ideas 
about living systems gleaned from:

 
• Living systems are complex, in that they consist of a great 

many agents interacting with each other in a great many 
ways

• The interaction of individual agents is governed by simple, 
localised rules 

In turn, this allows development of an agile project 
management framework:

• The richness of the interactions of the agents allows 

the system as a whole to undergo spontaneous 
self-organisation, whereby complex order, known as 
emergent order, arises from the system itself, rather than 
from an external dominating force

• These complex self-organising systems are adaptive in that 
they react differently under different circumstances. 

• Holistic patterns emerge that overlay the individual 
behaviour of the agents

• These systems co-evolve with their environment (changes 
in the environment cause changes in their behaviour, 
which in turn cause changes in the environment) to a point 
where a dynamic equilibrium is reached. This point, where 
continuous learning and adaptation are in balance with 
continuous change, is known as the edge of chaos 

If we view our organisations and teams as complex adaptive 
systems, then knowledge of CAS learned elsewhere can be 
applied to drive a new approach to project management. In 
particular, the rules of traditional project management can 
be retrofitted to a new CAS model. We have applied lean 
systems thinking and agile project management successfully in 
training and with several Pacific islands development projects2. 
This has been the philosophical underpinning of our project 
management course delivery.

* Appendix available by email: imsjournal011@gmail.com

In the Next Issue
Read Part II of this article in the Summer issue of Management 
Services Journal, where the authors will explore the six concepts 
in managing agile practice.
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The COVID global pandemic led to an explosion of 
homeworking. Organisations all over the world were 
forced to transition to a remote model at extremely short 

notice. It is estimated that across Europe, up to 100 million people 
may have become homeworkers as a result1, many of whom 
had never worked remotely before. With homeworking prior 
to the pandemic being relatively rare (in the UK, less than 5% 
of employees in 2019 worked mainly from home2), this period 
became known as ‘the great homeworking experiment’. Official 
figures show that by April 2020, 46% of UK employees were 
undertaking some of their work from home3.

Even amidst the many complexities and challenges of the early 
weeks of the pandemic, a global and consistent narrative quickly 
arose: employees wanted to continue to work from home in the 
future. Both industry surveys and academic research, as well as 

internal organisational surveys, consistently found that between 
50 and 80% of employees wanted to work remotely4, but few 
of them (typically less than 10%) wanted to do so permanently. 
Instead, employees wanted a little of both worlds: time in the 
office with colleagues, in person, and time working from home. 
The idea of hybrid working was born. Also known as blended 
working, this refers to an arrangement where employees spend 
some of their working time in a work location (usually an office) 
and the remainder remotely, normally from home. The exact 
balance of office and home may vary from role to role and 
organisation to organisation.

There are many potential benefits to organisations embracing 
more flexible forms of work, including remote and hybrid work. 
These include, but are not limited to, attracting, engaging and 
retaining talent, enabling inclusion, supporting employees with 

Is the Future of 
Work Hybrid?
Gemma Dale, HR professional and Chartered 
Fellow of the CIPD.
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wellbeing and work life balance, enabling employees to maximise 
personal productivity and reducing the costs of buildings and 
facilities5. 

Other than some notable exceptions (the CEO of Goldman 
Sachs called homeworking an ‘aberration’6), employers have 
largely responded positively to this new employee preference for 
remote and hybrid work, quickly confirming their intention to 
support more flexible forms of work post-pandemic. 

The Challenges of Remote Work
While many benefits of flexible work are established, there are 
also undoubtedly difficulties to overcome. There is an existing 
body of research into flexible and remote work, both prior to 
the pandemic and undertaken during it. This research points 
to a range of potential challenges for both organisations and 
their employees. Such challenges include ensuring effective 
collaboration and communication, addressing issues relating 
to inclusion and equality, sustaining working relationships and 
employee wellbeing. 

In these challenges we can also identify paradoxes, especially in 
relation to inclusion and wellbeing, as some of these challenges 
have already also been identified as potential benefits of hybrid 
work. For some employees, wellbeing is enhanced by remote (and 
other forms of flexible) work. It provides for work-life balance 
and more time for activities that contribute to wellbeing such as 
social time or exercise. For others, especially during the pandemic 
homeworking period, working from home in particular can 
lead to blurred boundaries between work and home, work-life 
conflict, longer working days and excessive screen time, leading 
another condition that arose from the pandemic: ‘Zoom fatigue’. 

Remote (as well as other forms of flexible) work has the 
potential to open the labour market up to those who are 
unable to work traditional office hours, or indeed in an office, 
potentially benefiting disabled people, working parents or those 
with other caring responsibilities7. A lack of quality flexible work 
also contributes to the gender pay gap. However, remote work 
can lead to career penalties. Data suggests that employees who 
mainly worked from home were less than half as likely to be 
promoted than all other employees when controlling for other 
factors. Employees who worked mainly from home were also 
over a third less likely to receive a bonus compared to those 
who did not8. Remote work can lead to reduced visibility; in the 
office, employees can get ‘face-time’ with their manager and 
their colleagues, but this is lessened when working from home. 
Unfortunately, we can be biased towards those to whom we 
are in close proximity. When managers see employees in the 
office – especially when they are seen working long hours – they 
may unconsciously believe them to be more committed and 
dependable, even without evidence of actual good performance9.

It is, however, impossible to predict to what extent previously 
identified challenges in a fully remote environment will translate 
into a hybrid working environment. The majority of operational 
plans for hybrid implementation were developed whilst 
pandemic-enforced homeworking was ongoing and have yet 
to be fully tested, with early experimentation with new ways of 
working being interrupted by the arrival of the Omicron variant. 

There are other, more practical challenges relating to hybrid 
work too. To make hybrid work optimal, a range of other factors 
need to be considered: how offices can be adapted to support 

[Hybrid working is also] 
known as blended working, 
..... an arrangement where 
employees spend some of 
their working time in a 
work location (usually an 
office) and the remainder 
remotely, normally from 
home. 

hybrid work, job redesign and performance management in 
a remote environment, necessary enabling technology (and 
the ability of employees to use it effectively) and sustaining 
organisational culture, are just some of the many issues that need 
to be considered. Remote and hybrid work does require new 
and adapted skills of both employees and their managers and 
leaders, all of whom organisations will need to support. These 
are the issues that we can predict from what we already know 
and understand; it is also likely that there will be needs and 
consequences that we have not yet foreseen. 

What We Don’t Know
There are many unanswered questions about hybrid work, 
opening up the potential for future research of significant 
interest and wide practical application within organisations. What 
do we mean by successful hybrid work, from the perspectives of 
different stakeholders? Will the concept of hybrid work endure 
post-pandemic, or will the lure of old ways of working (and the 
norms of office working in particular) prove too strong? How 
will organisations and their employees adapt to hybrid work, 
and what are the outcomes of hybrid work in practice on critical 
business issues including wellbeing, inclusion, productivity and 
leadership? Given the many different ways in which hybrid can be 
implemented, what can we learn about which specific patterns 
of hybrid work are most successful in terms of outcomes for both 
employees and organisations? Will hybrid work live up to the very 
high expectations currently placed upon it, and to what extent 
will employee and organisational desires and preferences align?

Only time, and future research, will help us to answer these 
important questions about hybrid work. It is likely that, in any 
event, the answers to these questions will be highly contingent on 
each organisation’s unique context, including its culture, industry, 
available technologies, and the type of roles undertaken by its 
employees. 

Implications for Organisations
A move towards hybrid work brings with it a range of practical 
issues and challenges for organisations to consider and address. 
Undertaking successful hybrid work demands more than just 
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a simple shift in the location of (some) work, but a need to 
make a range of fundamental changes to working practices, 
leadership and organisational culture. The UK Chartered 
Institute of Personnel and Development (CIPD), working with the 
Government’s Flexible Working Taskforce, has recently published 
guidance10 for employers, providing advice on ensuring inclusion, 
people management in hybrid environments, recruitment and 
induction and health, safety and wellbeing. Leadership and 
management skills development is a critical activity: organisations 
should not assume that all people managers have the skills to 
lead in this changed, post-pandemic workplace. 

Given that good practice is yet to emerge, organisations will 
need to plan carefully for implementation, whilst being prepared 
to adapt their approach as the lessons of hybrid are learned. 
There is no single way of implementing hybrid working and 
no established template to follow. Regardless of industry, role 
type or culture, implementation will need to include supporting 
employees to adapt on an individual level, helping them to 
learn new essential skills for success in a changed working 
environment. We cannot assume that what works well in a co-
located office environment will translate into a hybrid working 
situation. 

Key to successful hybrid work is an experimental approach 
combined with ongoing listening and taking feedback in order to 
establish what is working well, and what is not. 

One area that does demand greater thought and attention 
is time flexibility. The so-called ‘great working from home 
experiment’ has resulted in understandably significant focus on 
location flexibility. However, research11 by the CIPD indicates that 
during the pandemic all other forms of time-based flexibility, 
such as part time working or compressed hours, have slightly 
declined. Flexibility provides employees with autonomy, which 
supports both motivation and personal wellbeing. Focusing only 
on location flexibility will be a missed opportunity to maximise 
the benefits of more flexible forms of work. 

Organisations must also be mindful that the implementation of 

hybrid work is also intertwined with the pandemic itself, bringing 
with it issues which would not have arisen in other circumstances. 
Living and working through a global pandemic has caused a 
range of personal complexities and anxieties, each of which may 
influence how employees feel about their working lives now and 
in the future. 

The Future of Work?
Many organisations, across a wide range of sectors and of 
varying sizes and resources, have indicated their intention to 
introduce forms of hybrid work. Early research suggests that 
remote work will continue, resulting from, inter alia, better than 
expected work from home experiences during the pandemic, 
combined with both individual and organisational investment 
into enabling technologies12. 

Exactly how much remote and hybrid work will form part of 
the future of work is a matter of some debate. One Stanford 
researcher believes that eventually the labour market will be 
split approximately 50/40/1013 with the greatest number (50%) 
of employees being in roles that cannot be undertaken from 
home at all. Of the knowledge workers who are not tethered 
to a specific location, 10% may become fully remote with over 
40% settling into a hybrid model of some form. A slightly more 
optimistic view from Gartner puts the number of employees who 
will work in a hybrid way in the future at 48%14. Data from the 
Office of National Statistics however suggests that, whilst there 
are a range of sector differentials, overall a much lower figure 
of 24% of organisations indicate an intention to use increased 
homeworking in the future15. 

There are other reasons to take a cautious view of the future. 
Whilst overall case numbers are small, there has been a notable 
recent increase in UK employment tribunal claims relating 
to flexible working16, possibly indicating a level of employee 
dissatisfaction with current opportunities to work flexibly (or 
indeed the processes followed by their employer to consider such 
requests). This is a trend to which we should pay close attention. 

Remote (as well as other 
forms of flexible) work has 
the potential to open the 
labour market up to those 
who are unable to work 
traditional office hours, or 
indeed in an office.
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As employees began to return to their offices in 2021, 
another new narrative emerged which may also influence 
future direction: a suggestion that continued remote working 
was undesirable, largely from a career point of view. Such 
suggestions were made by various members of the current 
Government include the Prime Minister17, accompanied by strong 
encouragement to ‘return to the office’. 

Finally, pre-pandemic flexible forms of work were often 
subject to flexible working stigma, with flexible workers failing 
to meet the ‘ideal worker’ standard, resulting in a range of 
career negative career outcomes. Assumptions about flexible 
workers have previously been found to include beliefs that 
flexible workers are less productive or less committed18 to their 
organisations or careers. This often led to career penalties for 
women who are more likely to undertake and seek flexible work. 

At the time of writing the global pandemic continues to 
be a very real presence in all of our lives. Many are still living 
under restrictions, and significant proportions of the workforce 
continue to work mainly from home. We cannot yet know 
therefore exactly how many employees will be able to work 
remotely in the future, or how many companies will sustain 
hybrid or remote working arrangements, making the necessary 
commitments and investments. We also cannot know whether 
employees’ current preferences will change as we emerge fully 
from restrictions. The full implications of the global pandemic 
on the world of work are yet unknown and will take time to 
emerge. However, it is highly likely that many of the roles that 
were previously undertaken predominantly in offices will instead 
be undertaken remotely, at least for some of the working week, 
if not all. 

Making predictions about the future is notoriously fraught 
with difficulty; in relation to the future of hybrid and remote 
work it is simply too early to tell the extent to which new ways 
of working will be embedded as permanent features. The office, 
and all it entails, is a longstanding cultural norm that may yet 
prove dominant. 
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‘Radical structural changes in many economic sectors, 
together with the fallout of Brexit, have led to 
rethinking how we do business in an uncertain 

and volatile business environment. As we start to leave the 
pandemic behind, we have to ask serious questions about 
whether senior management teams in the private and public 
sectors have got to grips with the transformation required 
to develop inner resilience within their organisations. Philip 
Atkinson questions whether they have committed enough to 
restructure and reshape their organisations. He suggests being 
brave and adopting a serious commitment to culture change. 
Philip also highlights seven key issues which are central to 
effective culture change.’

Reality Testing
The pandemic appears to have impacted many sectors of the 
economy for the worse. Some resilient organisations have 
bounced back, while many have had to reappraise their business 
and culture. Generally, are we seeing senior management teams 
(SMTs) commit to developing a change in their business and 
culture to get closer to their users and clients? What activities 

are then critical to pursue to adopt a disciplined and self-critical 
strategic analysis of their business? No matter what sector we 
operate within, we can learn an awful lot from alternative 
business models which promote efficiency, stability, and 
long-term growth. 

Many private sector organisations have started to reshape 
their destiny by implementing difficult decisions and investing in 
new structures, systems, processes, and strategies. The same may 
not be true in the public and the third sector. One thing that 
concerns us all is that have we an optimistic view of how we can 
affect change, and in particular, it begs the question – not just 
‘do we have the capability to drive change?’ But ‘do we also 
have the willingness to drive change?’ This article covers how to 
bring about change by using your own resources, rather than 
being reliant on external consultants, and how to bring about 
that change.

Failing Business Models: Retail, a Case in 
Point
The thinking and leadership that got organisations to where 
they are today will not enable them to prosper in the future. 

Creating a Strategy 
for Culture Change
Philip Atkinson.
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Diagram 1. Failures on the high street.

Year Companies 
Failing

Stores 
Affected

Employees 
Affected

2021 19 1,758 26,274

2020 54 5,214 109,407

2019 43 2,051 46,506

2018 43 2,594 46,014

2017 44 1,383 12,225

2016 30 1,504 26,110

2015 25 728 6,845

2014 43 1,314 12,335

2013 49 2,500 25,140

2012 54 3,951 48,142

2011 31 2,469 24,025

2010 26 944 10,930

2009 37 6,536 26,688

2008 54 5,793 74,539

2007 25 2,600 14,083

• Trinity Group
• Mothercare
• Paperchase
• Arcadia
• Debenhams
• Jack Wills
• Edinburgh Woollen Mill
• The Jaeger brand
• Kesslers International
• Farmdrop
• Kent & Curwen
• Ralph & Russo
• JTF Mega Discount 

Warehouse
• Victoria's Secret UK
• Philip-Morris owned 

IQOS
• Amanda Wakeley
• Brooks Brothers UK 

Division
• Jessops
• T J Hughes Outlet 

Division
• Swoon
• Bonmarché
• Age UK
• Forever 21
• Peacocks and Jaeger
• D W Sports
• Feather & Black
• Grosvenor Shopping 

Centre in Chester

• The Money Shop
• Muji
• Soletrader
• Peter Jones (China)
• Norville Group
• Benson Beds
• Harveys Furniture
• T M Lewin
• Oddbins
• Dawsons Music
• Bertram Books
• Regis UK 
• Thomas Cook
• Intu Properties
• Lee Longlands
• Poundstretcher 

Properties
• Oak Furnitureland
• Monsoon Accessorize
• Quiz
• Aldo
• DVF Studio
• Antler
• Johnsons' Shoes
• L K Bennet
• Oasis and Warehouse
• Spicers
• Laura Ashley
• Beales
• Houseology
• Clintons

We need a culture change in how we do business, and it should 
be focused on continually improving metrics and performance in 
all areas. It is not just the pandemic that has created many issues 
for businesses. Radical structural changes in many economic 
sectors and the fallout of Brexit have led to rethinking how we 
do business in an uncertain and ever-changing hostile business 
environment.

We only refer to the retail sector because we see stark and 
bleak evidence daily in our towns and cities. Recent years 
have seen the old business and management models fail. For 
example, let’s look at the high street failures (see diagrams 1 
and 2, Centre for Retail Research, ‘Who’s gone bust in retail’). 

I could have chosen many other sectors, but I believe the 
retail industry is visible to us all. The trends and patterns they 
have experienced apply to various other sectors. We could easily 
refer to tourism, the hospitality sector, the voluntary sector, 
and declining efficiency in many of our public service providers, 
including the NHS and local and central government bodies.

Although the retail sector is only a tiny element of the 
economy, it is illustrative of the typical failures that will change 
the face of the UK for the next decade or so unless serious 
action is taken to reverse the trend. Failures in other sectors are 
not transparent, but they are honest and impact people and, 
ultimately, the economy.

We use this example to forewarn of what may come as we 
move away from post-pandemic Britain. As furlough has now 
ended, we will see how organisations cope with covering their 
labour costs together with potential increases in National 
Insurance, increasing inflationary pressures in goods and 
services, the surging prices of oil and energy costs.

Radical Thinking, Vibrant Leadership and a 
New Purpose
It is abundantly clear that our economy is radically changing 
and the business models that have worked in the past are no 
longer relevant for the future. There comes a time when CEOs 
and their senior managers (SM) need to reappraise how they are 
doing. The Retail sector has been severely hit and needs a radical 
rethink – but so do most industries and businesses. The old 
view of leaders focusing almost all their time on organising and 
managing projects must be continually challenged. Leaders need 
to be so much more transformational in their view of driving 
and mastering change.

Leaders need to seek a purpose to their existence as a Leader. 
What many fail to do is address these very tough questions.
• Is what we do still relevant to our clients, users and 

customers?
• Is the organisation currently fit for its purpose?
• Is how we service our marketplace living best practice?
• How do we know (what indicators do we have) when we 

are doing well and delighting our clients and stakeholders 
and vice versa?

• How well do we engage with our customers and users in 
order to improve our service?

• How well is our organisation structured and capable of 
facilitating change?

• How can we ensure our processes are error-free and 
customer-focused?

Diagram 2: A sample of company administrations 2019-2021.
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• How well have we communicated our mission, vision and 
strategies to our SMT, staff, core stakeholders, users and 
clients?

• If we were to undertake a comprehensive cultural and 
behavioural view of our organisation, would we be 
surprised at the analysis and the resultant need to change 
and improve?

• Undertaking this analysis, which areas (in your experience) 
do you think intuitively would be valuable to explore?

• Do you know precisely what your key stakeholders, clients, 
and service users think of you as a service provider?

• What could you radically improve about how you deliver 
key projects?

• What leadership dominates at different levels of the 
organisation? To what extent does this reflect either 
the transactional or transformational leadership model 
(diagram 3), and in which areas do these models dominate?

Transactional Leadership Transformational Leadership

• Tactical – operational issues
• Short term solutions
• Rational-Sequential
• Conserve
• Orthodox – conventional
• Considered
• Risk-averse
• Controller
• Commanding

• Strategic planning 
• Long-term – scenario
• Behavioural
• Challenging
• Inspiring – enabling
• Innovative
• Thoughtful risks
• Facilitator
• Orchestrating

Diagram 3.

There are a lot of questions to answer, and the response has to 
be the opportunity for you to take a good look in the mirror 
at how your organisation operates and how you could change 
things to operate more effectively in the future. 

Overall, it would help if you had clarity and transparency to 
examine how to improve performance. The old regime and 
transactional ways of managing and organising will not support 
future challenges. No matter the sector, or the organisation, 
we have to rethink the provision of better, more robust, and 
efficient services.

Behavioural: Dashboard and Metrics for 
Change
Wouldn’t it be helpful to have a dashboard to assess the 
degree to which any needed changes could be installed within 
any business? The key metrics would be driven by leadership 
instead of old school traditional thinking. There is no doubt 
that performance improvements don’t evolve in isolation. 
Any movement towards performance improvement relies 
on engaging with staff to commit their energies to seek out 
ineffectiveness and install best practices. 

Effective change is accompanied by an enthusiastic 
management group’s strong leadership, steadfast commitment, 
delivering a flexible implementation plan, and leading with a 
‘can-do’ attitude. For this reason, I have identified seven special 
issues that can make a difference in making ‘change’ the culture 
for any organisation. 
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Mastering Change
Few organisations have learned to master change truly. Top 
teams need to engage with people equipped with the attitude, 
motivation, drive, and skills to relentlessly install changes to 
make the business more effective and fun. Currently, although 
the reason to do so is maybe not apparent, most organisations 
could develop this internal capability for change. 

Developing the superior internal capability to instil change 
is quite simple, yet few assess what does and doesn’t work to 
turn the odds in their favour. Post-COVID, organisations have to 
ensure that change is implemented so that the ‘culture’ of the 
business is grown to retain the best people who in turn become 
the internal drivers of improvement.

Behavioural and Motivational Change
Change has to be seen as equitable and people-driven, at the 
same time as being focused on results. This is the ‘reality test’ 
that many organisations fail to achieve. Applying a simple 
methodology for implementation is not enough. Change is a 
complex process involving political and behavioural realities. 
It is not purely a rational or logical process. Change requires 
dealing with complex motivations, managing political ambitions 
and egos, coping with uncertainty and ambiguity, and resolving 
conflicts between the Organisation’s key actors. Few, if any, 
current change methodologies will create the elegance of a 
change programme that could work along these lines.

Develop High Performers
Organisations need high calibre, committed and motivated 
people as internal change agents, willing to take on the 
confusion and ambiguity that has sadly become the norm 
for these times. Outstanding, high performers are needed to 
lead and drive improvement, and change from strategic to 
operational levels.

To sustain and reinvent our organisations, we need people 
with charisma and authority to lead in difficult times. We need 
a unique team of people to master, drive and implement change 
at a strategic and tactical level on a day-to-day basis. 

These ‘internal consultants’ are responsible for driving 
improvement through the business to ensure a more secure 
future. Consequently, they need to have inner resilience and 
strength, assertiveness, sensitivity, behavioural skills and the 
political acumen to champion and support the organisation as 
they lead the transition.

Assess the Potential of Your Leaders as 
Change Makers
Most of my work with organisations recognises the need to 
equip line managers and operational staff with change skills. 
When commissioned for such an assignment, we work with ‘top 
team’ members to consider which of the following categories 
they would place their people in terms of driving change.

• Enthusiastic Innovators: Acknowledged for accepting the 
challenge, becoming a champion, and leading new projects. 
They are not afraid to stand up and speak out when 
improvements are required and are committed to the need 
for continuous improvement.

• Early Adopters: These people may not volunteer to lead 
a project, but the passion of the Enthusiastic Innovators 
quickly ignites them. They willingly commit their time and 
energy to new projects and are quick learners.

• Early Majority (middle of the road): They have seen changes 
come and go and may have become cynical about what is 
perceived as the latest fad or flavour of the month. Their 
commitment to active involvement and giving of their time 
is less than enthusiastic.

• Late Majority: These people may initially fight the 
change, usually passively. They find many excuses for 
non-participation and will always suggest a counter-
argument. They have to be carefully won over by a patient 
and assertive facilitator.

• Laggards: Probably not supportive of the change, feed the 
organisational grapevine with negative comments, and 
are less than loyal. Surprisingly, management knows where 
they reside in the structure but do little to remedy the 
situation.

It is a fact that, even in organisations comprising upwards of 
500 employees, the same few names keep appearing time and 
again in the ‘Enthusiastic Innovators’ category. Often, the top 
team can name as few as 20 to 30 people who fulfil the role of 
Enthusiastic Innovator within their workforce. That’s hovering 
around 5-7% of staff, hardly motivating. 

An Alternative Business Change Model
• What could an organisation achieve if it could quadruple 

the number of Enthusiastic Innovators within a short 
period? 

• What would happen if you could accelerate the ‘Early 

Although the retail sector is only a tiny 
element of the economy, it is illustrative of 
the typical failures that will change the face 
of the UK for the next decade.
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Majority’ to join the ‘Early Adopters?’
• What would be the consequences for the business of 

gearing up people’s change capabilities? How many projects 
could then be completed on time? What new ventures 
currently on the ‘wish list’ would be installed smoothly, 
without relying on the same small band of people? 

• What impact would the enthusiasm of implementing 
complex projects or changes quickly have on the rest of the 
organisation? 

• How much time and resources could this group of change-
makers free-up in the business? 

• What core benefits would accrue to the business of 
pursuing such a strategy and utilising the skills and talents 
of such a group?

 
The critical ‘special issues’, if applied at the very start of a 
project, could significantly impact the effectiveness and speed of 
implementing change.

Special Issue 1: Harnessing Staff to  
Master Ambiguity
Sadly, most organisations employ too few people who can 
manage change. These high calibre people can anticipate 
problems, master ambiguity in circumstances of risk or 
uncertainty, and diagnose and analyse how best to set a solution 
in place. Organisations starved of this talent will have difficulty 
mastering the complexity around them.

The single biggest challenge is investing in prevention. In an 
uncertain world, it is necessary to anticipate significant changes 
and their impact on business, and build enough momentum 
to set in place self-correcting mechanisms. It does not happen 
by accident. It is not enough to have the commitment and 
motivation to respond to events. It is critical to have a special 
group, team or even élite who can rise above day-to-day 
problems and deal with the core change issues.

When times get tough, businesses should react quickly and 
implement changes speedily. Research tells us that the opposite 
occurs, and the ambiguity associated with change stifles the 
average company. Speed of decision making slows down and, 
in many instances, grinds to a halt. It is a strange organisational 
phenomenon!

Paradoxically, the demands for change and improvement 

urgently require solutions to promote organisational 
effectiveness. But what typically happens? Organisational 
changes can put many people into a ‘hold’ pattern of activity, 
struggling for several years. This freezing or slowing down 
in the ‘change process’ exists because of a high degree of 
perceived uncertainty in forcefully managing ambiguity in its 
environment. Fundamentally, this reflects the Organisation in 
terms of its ability to reinvent itself. 

Special Issue 2: Success rate in Managing 
Change in your Organisation?
It is regularly reported that as many as 80-90% of significant 
business or culture change initiatives fail. The primary reason for 
failure is the inability to shape a corporate culture to support the 
objectives of the new business organisation. Leaders sometimes 
forget that they are creating a new business organisation.

 
• What is happening? 
• Why are change initiatives failing, and with such regularity? 
• What can we do about it? 
• Are we looking at the problem from every angle? 

It makes sense to understand the problems before equipping 
our best people with the mission and the skills to become 
change practitioners. The bottom line is that initiatives fail 
because they do not address the key behaviours that must be 
demonstrated from strategic to operational areas.

Special Issue 3: Change is both an Intuitive 
and a Sequential Process
Explore the main reason why change does not work as well as 
possible. There is a tendency to apply the logical models or the 
‘rational-technical approach’, rather than incorporate holistic 
solutions that engage people and their motivations, address 
their fears, and focus on employing valued, active and positive 
players in the process.

The technical solution needs to work when introducing 
technological change. The rational technical school of 
techniques worked well if building a contact centre, installing 
logistics, or creating a totally interactive call centre or web-
enabled customer service facility.

However, we have come to a stage of evolution in change 

Diagram 4.

Enthusiastic 
Innovators

Early 
Adopters Early Majority Late Majority Laggards
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management when an over-reliance on the rational approach, 
to the detriment of the people engagement perspective, 
needs some balancing. Change can be made to work better 
and be implemented faster if we take equal cognisance of the 
‘behavioural-emotional’ and engagement perspectives.

Special Issue 4: Managing Engagement, 
Motivation, Acceptance, and Expectations
Change has to be balanced. We have to focus equally on the 
logical steps to implement change and note the actions, passions 
and emotions of those driving, implementing and making the 
change reality. Frankly, many organisations still believe that 
change can be implemented almost entirely by following the 
old rational model with a bit of ‘people-management’ tagged 
on at the end.

A balanced view of change introduces the behavioural 
– emotional – engagement approach, which contributes 
significantly. When change does not happen, the key actors 
in the change arena have failed to master this dimension. The 
reality is that few people in organisations fully understand 
personal and organisational change dynamics. 

Special Issue 5: Key Players in the Change 
Process
The success of a change initiative in any business is due solely to 
the effectiveness of the transactions and interaction between 
the key players in the change process. The four key players are:

• Client-sponsors: Those who lead or sponsor the change 
project

• Catalysts or Internal Consultants: They have to implement 

changes and engage, train, or educate those with whom 
they are working closely. This may include external change 
agents as core catalysts for new thinking

• Implementers or ‘targets’: Those who are targeted to apply 
and implement the ideas, who have to live with change and 
make it work

• Constituents or Stakeholders: These are people who are 
consulted on critical processes which are undergoing 
improvement and change

The interaction between these four sets of players in the change 
arena and the change process is what makes change effective. 
No matter how well the technical elements of ‘the change’ 
are detailed in flowcharts and Gantt diagrams, these are only 
the basic structure. The real success comes from investing and 
orchestrating the four sets of players in the change process 
to merge their interests and work as a team. In turn, this 
creates an overall improvement in performance foremost on 
their schedule, a shared approach known as the psychological 
contract.

Special Issue 6: Orchestrate the 
Psychological Contract
The psychological contract is an agreement that binds all parties 
to agreed ways of working together. It usually involves the 
following:

• Objectives: General, specific and evolving, as the project 
progresses

• Time expected to be devoted to the project – from 
beginning to end

No matter the sector, or the organisation, we 
have to rethink the provision of better, more 
robust, and efficient services.
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• Review periods: Frequency, key milestones and associated 
activities

• Metrics: How, precisely, and when progress will be measured
• Confidentiality, non-disclosure agreements
• Deliverables agreed by all parties
• Use of external resources: External change agents
• Agreement on how the internal and external consultants 

will work together
• Training and development time for the internal consultant
• Resources available
• Budget constraints
• Access to client
• Standards of behaviour
• Defined expectations
• Means for resolving conflicts

Many problems can be resolved at a very early stage of any 
change programme. Fundamentally, this is dependent on 
the relationship that has been forged between the person 
sponsoring the project (the client) and the person responsible 
for delivering the change (the change agent).

Major errors can be prevented by agreeing to question 
expectations, clarifying intentions, specifically and accurately 
reflecting and communicating with all parties, questioning 
those who had asked the difficult questions, who listened, 
took ownership and were accountable for the process of 
implementing change.

The psychological contract is a process that is jointly 
owned between clients and change agents. It is, however, an 
understanding between the client and consultant about how 
they will work together on jointly achieving the objectives tied 
in with the project. It is a living agreement about how priorities 
will be achieved and the accepted standards of behaviour for 
working together. As the relationship evolves, the contract 
will change. It is not, and never should be, a formal document 
stating specific responsibilities.

The establishment of rapport between client and 
consultant must be the first objective for both parties. The 
relationship must be solid and durable. Establish clearly what 
is to be delivered by both parties. This can prevent later 
misunderstandings and ensure support for the project. 

Special Issue 7: Create Change Champions
At the beginning of this article, I highlighted the importance of 
relying on internal, rather than external, resources for change. 
Externals will always have a strong card to play as they can 
act positively in those areas that are politically sensitive. They 
usually will have extensive experience in a variety of businesses 
and in many challenging contexts. The average organisation 
can do much more to drive change itself. Only by committing 
to developing a group of catalysts or change agents can any 
organisation hope to implement change quickly and efficiently. 
Making this development a priority for managers and staff at all 
levels a priority demonstrates that the business is serious about 
change, and that managers will become the change they seek.

Summary
Organisations that succeed in managing change will have 
balanced the ‘logical technical’ with the behavioural-emotional-

engagement component. They will have committed to 
developing their group of line managers who can work across 
the organisation on change projects. The Organisation that 
develops the political maturity of its management group to 
work beyond political or functional silos will have developed 
a new perspective on how the business drives change. 
Getting change to stick across the Organisation is still a major 
challenge for many businesses. Focusing on the unique issues 
develops an understanding of the dynamics of change itself. 
Change is a process driven by the emotions, motivations and 
enthusiasms, mixed with the hesitation and fears of those 
tasked with implementing the change. Working on these 
special issues can do much to make the arena of change a 
more enlightening place and process, where genuine learning 
can take place for both the organisation and the individual. 

We can learn an awful 
lot from alternative 
business models which 
promote efficiency, 
stability, and long-term 
growth. 
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In the first article of this series (‘Employee Performance 
Self-Management’, MSJ, Winter 2021, pp36-40), we 
reviewed the purpose, process and principles chosen by 

HR and operations leaders representing nine organisations at 
the start of a Humaneering Technology Initiative (HTI) project 
to reconceive yesterday’s 50-year-old employee performance 
management (EPM) for today’s work, workers and workplace. 

In this article we join the participants for the project’s 

third phase, a second in-person experience that will prepare 
each organisation to develop and pilot test a current role (ie 
position, job) reconceived with HTI’s DesignedWORK protocol 
to capitalise on the emerging applied science of humaneering 
and all other relevant modern technologies (eg digital, AI, 
IoT, platforms). I emphasise the activities and deliberations 
regarding the optimal role of managers in a modern approach 
to EPM.

In the second of a three-article series on replacing today’s failing 
approach to employee performance management (EPM), we rejoin 
members of nine organisations collaborating for support as they create 
for their respective organisations, a new, 21st century system for 
managing human work. Dr James S Pepitone.

Reimagine the 
Manager’s Role in 
Employee Performance
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Tiring of Today’s Employee Performance 
Management (EPM)
Over its 50-year history, EPM has experienced numerous hacks 
as organisations have continued to search for a better approach 
to accomplish its growing list of objectives. What was initially 
formalised as an internal process (ie management’s eyes only) 
to identify and dismiss low performers evolved over decades to 
include several intersecting employee management processes:
• Employee onboarding
• Annual goal setting
• Performance appraisals
• Development needs and plans
• Peer-feedback
• Incentive programmes
• Compensation decisions
• Career planning
• Succession planning 
• Benefits selection
• And potentially more

Though the features of EPM vary from one company to the next, 
there is widespread agreement that EPM performs none of its 
functions particularly well. Furthermore, there is no clear picture 
for what could replace EPM, or what might break if EPM just went 
away. 

This project began with the frustrations of a single organisation 
– actually, just a single executive – who reached the limit of his 
patience with his organisation’s approach to EPM. As he now 
explains, he was told one too many times that a strategic initiative 
important to him was impossible because his organisation did not 
have the right people, or that work-ready talent was too scarce or 
expensive, or that the company’s major service operations were 
suddenly performing below the productivity levels of competitors. 

He further admits not imagining at the time, that fixing EPM 
would lead to the financial and strategic improvements that 
resulted. He, like many executives, simply grew tired of all the 
complaints, mostly from managers, about wasting so much time 
on mandated no- or low-value activities with employees. He 
had not given up but was out of ideas for how to respond to 
survey data indicating that too few employees were doing their 
best work, that productivity growth had stalled, and that most 
employees were seeking or eager to receive job offers from other 
organisations. 

Among the guidance provided to all the participants by their 
sponsoring executives, the direction that most stirred excitement 
and a compelling sense of purpose was to work with a blank 
design space. Gone was the limit to just fix what was broken. 

Starting fresh meant conceiving up-to-date and future-ready 
employee management systems designed to deliver the highest 
possible levels of organisational capability. No one seemed to 
doubt this was possible, but experience also showed that as long 
as the current EPM remained on life support, no one was willing to 
do the hard thinking required to develop its replacement. 

Preparing for a Controlled Experiment
This event was attended by all nine participating organisations, 
with each sending between five and eleven individuals of varied 
functional expertise. 

The principal objective for each organisation’s team was to 

prepare itself to conduct a controlled experiment of a selected role. 
Once selected, the role would be reconceived and then launched 
for pilot testing within the organisation’s real-time operations for a 
period of one to three months. 

HTI’s many years of experience with similar large-scale, real-time 
experiments has discovered how organisational changes can be 
tested and further improved with low risk and limited disruption 
to regular operations. Most important, these tests provide highly 
credible evidence that executives value when preparing to execute 
initiatives otherwise considered high-risk (eg organisation change, 
business transformation, technology adoption).

The objective was to optimise a redesigned role for simultaneous 
maximisation of employee satisfaction and productivity. And, 
because both metrics are impacted directly – either positively or 
negatively – by a manager, the manager’s role becomes a critical 
consideration, including its function (eg direction and control or 
leadership and support), span-of-control (eg 5 or 50 direct reports), 
and worker-role incumbent’s qualifications (eg fresh graduate or 
experienced professional).

Participants were encouraged to select a role that fit one or 
more of the three following criteria, which assured a substantial 
benefit would be achieved.
• Large population of incumbents
• Strategic importance (ie key to a strategic initiative)
• Experiencing one or more serious challenges (eg talent 

shortage, low productivity, high turnover)

Most organisations identified several frontline roles fitting the 
‘population’ criteria (eg sales, nursing, engineering, customer 
service, production, service delivery). A few of these same roles 
and other more specialised roles were identified as ‘challenging.’ 
Potential ‘strategic’ roles were more difficult to identify and 
generally considered the least suitable for the experiment.

Continuing discussion revealed additional factors, including:
• Suitable dispersion of operations and divisible work setting to 

allow physical separation between the reconceived role and 
the control group

• A reasonable level of trust so operations and role managers 
are willing to volunteer to participate in the experiment

• Flexibility to adjust current systems or create temporary 
systems integral to the redesign

• And other factors related to expense and convenience

A Necessary Mindset Shift
It was not lost on the participants that replacing the old EPM 
with a modern approach to achieve high levels of employee 
performance in today’s roles of mostly knowledge work 
would have a direct impact on the role of managers in their 
organisations. Several admitted being uncomfortable enough 
that, before going forward, they wanted other participants to 
talk out loud about how it might be possible that EPM as they 
knew it was no longer necessary or that they could design a role 
so that no manager was required to supervise the employees. 
How could this be?

A ‘mindset shift’ followed, as a chorus of outspoken participants 
either explained, illustrated by example, or even role-played 
several realistic options, including alternatives that do not depend 
on a manager and still more that do not depend on any person. 
Although most of our lives are surrounded by examples of how 
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scientific discoveries and new technologies are changing our lives, 
this exchange marked the beginning of the participants’ creative 
consideration of what is now possible. Today’s EPM was beginning 
to show its age.

This exchange also confirmed the value of including participants 
with functional expertise that extended beyond HR and operations 
(eg strategy, finance, systems design, enterprise architecture, 
communications, anthropology). On numerous occasions 
throughout the project, these additional perspectives opened the 
discussion to highly relevant considerations that otherwise might 
have been overlooked.

You too may be questioning why the participants are attempting 
to update EPM by redesigning an employee role. Why not simply 
assess and fix any unmet needs or other employee dissatisfactions?

Of course, if we keep doing the same thing, we will continue to 
end up with the same result. To create a different result, we are 
stepping further back to consider EPM from a broader perspective. 

First, we want to answer the question of whether the functions 
of EPM are even necessary to support an employee working in a 
well-designed high-performing role given the dramatic evolution 
of today’s work, workers and workplace and today’s science and 
technology.

Second, we want to redesign the organisation managers’ role 
so it too can be high-performing, by fully capitalising on today’s 
challenges and resources.

Together, these objectives require that we be especially mindful 
of any direct needs for a manager to be involved and superior 
alternatives for meeting these needs. Make sense?

Designing a Role for High Productivity
The participants’ awakened appreciation for what was possible 
provided a perfect segue into a review of today’s common practices 
for conceiving a new role, setting compensation, recruiting 
and onboarding workers, determining the need for training 
and supervision, assuring workers receive feedback on their 
performance, and so on. 

A panel of HR professionals explained to the non-HR participants 
how HR typically goes about conceiving a new role. When there is 
no precedence to follow, HR will often utilise a data collection tool 
such as the Position Analysis Questionnaire (PAQ), Management 
Position Description Questionnaire (MPDQ), or a home-grown 
process to guide their analysis. 

Participants were cautioned that, while helpful overall, there 
is a downside to using established tools. Drawing from their 
industrial origin, such processes typically result in a ‘mechanical’ 
view of the role, often missing what many employees find most 
challenging about a role (eg ineffective manager, socio-emotional 
labour, faulty work tools and systems) and role characteristics that 
frequently cause employee frustration, poor performance, stagnant 
productivity, and voluntary turnover. 

Next, the HR panel made the point that it is far more challenging 
to conceive a new role than to re-conceive an existing role, because 
for the existing role we have the benefit of performance data and 
worker experience. The participants experienced an easy-to-use 
one-hour exercise to demonstrate the helpfulness of such feedback. 
(‘What’s Love Got to Do with Management?’, MSJ, Autumn 2018, 
pp33-37 for an outline of this technique.)

In a moment of self-reflection, if not feigned confession, the HR 
panel members agreed that they had essentially no experience 

Most of our lives are 
surrounded by examples of 
how scientific discoveries 
and new technologies are 
changing our lives.

with maximising either employee satisfaction or productivity, much 
less both simultaneously. Most often, their role has been to set up 
the employment situation – requesting a description of the job 
from the hiring manager, justifying the manager’s requested pay 
level, launching the recruitment process, and so on – and then get 
involved only if there is a problem. They reasoned out loud that 
employee satisfaction and productivity were typically the manager’s 
concerns yet could readily imagine that by the time a new role was 
conceived and launched the impact of any single manager would 
be limited. They closed rhetorically asking, ‘So whose role is it to 
maximise employee satisfaction and productivity?’ 

For additional insights into the value-creating characteristics of 
human work, see opposite page: How much do you know about 
human work? 
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Operational Classification Creation Service Logistics Production

Core Challenge
Goal
Solution

Not Clear
Not Clear

Not Clear
Clear

Clear
Not Clear

Clear
Clear

Robert Wysocki
Project Design Goal/Solution

Convergence
Solution Seeking  
Problem to Solve

Fast Solution 
Flexibility (Agile)

Execution of Familiar 
Solution (Waterfall)

Peter Drucker
Value Creation Creating Knowledge Applying Knowledge Moving Things Making Things

Job Examples
Job will vary by situation

Executive
Entrepreneur
Author/Artist
Scholar/Researcher
Designer
Inventor

Manager/Supervisor
Servant Sales
Entertainer
Analyst/Engineer
Physician/Nurse
Craftsperson

Administrator
Product Sales
Call Centre Agent
Bank Teller
Instructor
Delivery Driver

Equipment Operator
Assembler
Labourer
Cook/Food Prep
Piece Work
Material Processing

Task Work
Physical Work
Requires worker compliance
Variation is a source of waste
Engineer to minimise cost

10%

100% Discretion

Work  
Design 
Archetypes

0%

Indicated by proportion of Knowledge and Manual work in the role or job

Knowledge Work
Adaptive Response-ability
Requires worker discretion
Variation is a source of value
Humaneer to maximise value

90%

30%

50%

70%

10%

30%

50%

70%

90%

A better understanding of human work is helpful if we are to 
break free of the chains of Industrial Era thinking (eg 90% physical 
labour, uneducated workforce, rudimentary technologies) and now 
reconceive human work for the modern era (eg 90% knowledge 
work, highly educated workforce, sophisticated technologies) in 
which we now live. Consider the following:
•  Human work is purposeful human behaviour consisting of two 

fundamental actions, perception and response, that we perform 
in a near-continuous process to accomplish our intentions.

•  Accomplishing work involves two vital inputs, the objective (ie 
goal, desired result or outcome) and the solution (ie method, 
process, approach, means)

•  These vital inputs (ie objective and solution) are sometimes clear 
(ie known) and sometimes not clear (ie unknown) at the start of 
the work

•  These inputs – ‘objective’ and ‘solution’ – determine the 
fundamental nature of the work to be performed (see ‘Core 
Challenge’ in table below):

 o  When the objective or solution is clear, the resulting human 
work is primarily manual and/or physical task work that is 
determined in advance, assigned as ‘what-by-when’ and 
subsequently standardised, practiced, continuously improved, 
and potentially mechanised or even automated

 o  When the objective or solution is not clear, the resulting 
human work is primarily socio-cognitive knowledge work that 
is assigned as a ‘response-ability’ to determine the objective 
and or solution from the situation and accessible knowledge 

•  All work does not pay equally:
 o  The economic value of task work occurs during its design. 

Performing task work rarely creates economic value above 
an entry-level wage (eg stocking shelves, packing boxes, 
completing paperwork, waiting).

 o  The economic value of knowledge work occurs when it is 
performed, typically requires advanced education, experience 
and capabilities, and often pays a premium well after the 
work is performed (eg inventors, technologists, authors, 
entrepreneurs). 

•  The possible combinations of these inputs (ie objective and 
solution) and their potential conditions (ie clear and not clear) 
explain the four fundamental archetypes of work:

 o  Creation – the objective and solution both are not clear (Hint: 
This work typically begins with an aspiration, leaving the 
specific goal and method for later determination.)

 o  Service – the objective is not clear, but the solution is clear 
(Hint: The objective is not clear because it is supplied by the 
customer and rarely if ever fully communicated.)

 o  Logistics – the objective is clear, but the solution is not clear 
(Hint: Amazon commits to one-day arrival of your purchase 
without knowing exactly how this will be accomplished when 
your order is taken.) 

 o  Production – the objective and solution both are clear (Hint: 
By selling only black Model-T’s, Henry Ford standardised the 
solution.)

•  The roles (ie positions, jobs) we are accustomed to within 
organisations typically include all four archetypes of work yet are 
characterised by and designed for one predominant type of work. 

•  The emphasis in role design – for today’s worker and manager 
roles – should be to load jobs with the highest value creating 
knowledge work suitable for the capabilities of the person who 
will perform the role. 

 o  Knowledge work has the potential to create unlimited 
economic value regardless of the time it takes to accomplish 
(eg writing the Google search algorithm), whereas task work 
is typically worth no more than the cost per hour to hire the 
least capable person to perform it (ie stack boxes for an hour). 

 o  Task work consumes time that could otherwise be spent on 
high-value-creating knowledge work (ie response-abilities) 
and therefore task work should be eliminated when possible 
and otherwise semi-automated, mechanised, standardised, or 
minimised.

•  Variation (ie customisation) is the ultimate source of economic 
value from knowledge work, so conventional (ie engineering) 
attempts to ‘standardise’ human work must be restrained or will 
diminish knowledge work’s economic potential.. 

How much do you know about human work?
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Managing by Design or Managing by 
Exception?
Next, the participants considered how changes to EPM and the 
workers’ role would change the managers’ role. 

At a fundamental level, the manager’s role is a role like 
any other organisation role. One major difference is their 
accountability (ie held to account for) and responsibility (ie 
authorised to respond and support as needed) for other workers.

As we look closer at the nature of managerial work, we discover 
it is often categorised as routine or exception, which yields the 
concepts of ‘managing by design’ and ‘managing by exception.’

• Managing by design involves systemisation of the managers 
handling of predictable and high-frequency situations (eg 
policies, standard procedures, culture norms) for greater 
efficiency and effectiveness

• Managing by exception involves making decisions when 
predictability and frequency are lacking (eg one-off situations, 
meeting individual needs) 

When the participants examined the many activities EPM typically 
dictates to managers, they discovered mostly routine, low-value 
task work that creates no economic value for a business and little 
if any personal value for employees or managers. And, for the 
activities that might be valued personally, they identified better, 
faster, and cheaper ways to accomplish the intention without 
a separate focus on EPM. Furthermore, the EPM activities with 
potential to create personal value did so primarily by creating 
a more effective and helpful relationship between worker 
and manager (eg qualitative feedback, personalised coaching, 
empathic relating), and these were most effective when 
spontaneous, individualised, and natural, and not scheduled EPM 
activities.

The participants concluded their event by coming to agreement 
that their goal should be to design the worker and manager roles 
to accomplish any routine, standardised, and high-volume activity 
– including any mandated interdependence between their roles – 
to require a minimum amount of attention, if any, by the other.

Workers’ roles should be designed to assure that their needs for 
information, performance feedback or support would be met, to 
the extent possible, through digital systems incorporated into their 
work (ie to enable self-managing).

Managers’ roles, now with additional time previously spent on 
EPM required activities, would be designed to focus managers 
on the collective support of workers, including the continuous 
development of their roles and support systems, and to give 
managers more natural opportunities to provide individual 
guidance and support when requested and valued by workers.
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One Final Thought 
Work design was conceived during the Industrial Era to increase 
the productivity of repetitive manual labour (ie task work). Back 
then, the work design process included careful observation of 
people naturally performing the work, further study to optimise 
worker behaviour, and finally the training of workers in the ‘one 
right way’ to perform the work. Still today, the mention of ‘work 
design’ brings forth instinctual thoughts of standardisation, even 
though this ‘standardised-task’ approach to work design now 
applies to only a small fraction of today’s human work. 

The primary work performed today by educated people in 
developed economies is knowledge work, which creates economic 
value not through standardisation, but through variation. 
Knowledge workers are assigned response-ability for value-
creating opportunities, and they can maximise the economic 
value ultimately created when they can respond optimally to the 
situation in whatever way this requires.

The process for designing knowledge work that has emerged 
from HTI’s synthesis of human sciences and related disciplines is 
entirely new and unlike the Industrial Era approach to designing 
task work. Applying this new process will be the focus of the 
participants in their project’s next phase.

The third and final article in this series, HR Harvests 
Organisational EBITDA (Summer 2022) will provide a 
ground-level perspective on how some of the reconceived 
worker and manager roles are functioning, including the 
alternatives created to replace EPM, specific improvements 
achieved, and role design techniques that are now transforming 
the participating organisations.
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