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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.

Institute of Management Services
Lichfield Business Village, 
Staffordshire University Centre, 
Friary Way, 
Lichfield WS13 6QG

Telephone: +44 (0)1543 308605 
Email: admin@ims-productivity.com
IMS website: www.ims-productivity.com
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the Institute of Management Services, does not guarantee the insertion of a 
particular advertisement on a specified date, or at all, although every effort 
will be made to meet the wishes of advertisers; further the company does 
not accept liability for any loss or damage caused by any error or inaccuracy 
in the printing or non-appearance of any advertisement, or if we decide 
to edit or delete any objectionable wording, or reject any advertisement. 

Although every advertisement is carefully checked, occasionally mistakes 
do occur. We therefore ask advertisers to assist us by checking their 
advertisements carefully and advise us by the deadline given should an error 
occur. We regret that we cannot accept responsibility for more than one 
incorrect insertion and that no republication or discount will be granted in 
the case of typographical or minor changes that do not affect the value of the 
advertisement.
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In my Chairman’s column at the end of 2022 my theme 

was, ‘when the going gets tough the tough get going’. 

It stemmed from the announcement from the UK 

Government that there will be tough times ahead and difficult 

decisions will have to be made. These tough times are due to 

the Government having to deal with double digit inflation and 

the need to tackle this head-on. 

This double digit inflation has resulted in significant increases 

in the cost of living and, as a consequence, an avalanche of 

industrial disputes with the Trade Unions demanding wage rises 

commensurate with inflation. These disputes have continued 

throughout the start of this year – certainly not the way the 

Government would have wished to begin 2023. 

Interestingly, Government ministers have proposed that 

one of the ways to help tackle these inflationary pressures is 

to increase productivity. So in such tough times, productivity 

is key. Our mission at the Institute, therefore, is to ensure that 

our members and those who require training in productivity 

improvement get as much support as we can provide.

Let’s Get Back to 
Some Joined-up 
Thinking

‘Productivity isn’t everything, 
but in the long run, it is 
almost everything.’  
Professor Paul Krugman

Of course the dilemma is how do you increase productivity 

when people can’t get to work because of transport strikes, 

teacher’s strikes (little or no alternative child care for working 

parents) and strikes across the NHS? It is the strike action 

across the NHS that has provided me with today’s theme 

which is, ‘amateurs think tactics, but professionals think 

logistics’ attributed to, Robert H Barrow, Four Star General of 

the United States Marine Corp.

Certainly the situation in the NHS is complex. But an 

ambulance, sitting outside a hospital with a patient for 

19 hours because there are no beds, is nothing short of 

scandalous. While more money is certainly part of the solution 

it is only that, part of the solution, ie a ‘tactical fix’ to what 

I would suggest is a ‘logistical problem’. The whole system 

needs addressing. Indeed, I would go further and say it is very 

much a supply chain issue. 

A similar statement has been made by military analysts in 

terms of the Russian/Ukrainian conflict. The Russians think 

’tactics’ – basically, throw more soldiers into the front line! 

Whereas, the Ukrainians, with the help of the West, think 

‘logistics’ – how do we keep the existing soldiers supplied with 

all that they need?  

As productivity practitioners, logistics and supply chain 

analytics are very much part of our expertise. How often have 

we created flow charts and related diagrams to identify flow 

imbalances and bottlenecks in supply chains? Bread and butter 

stuff, I would suggest! Yet there seems to be little mention of 

these in trying to deal with the current problems in the NHS 

and the phrase, ‘We need some joined-up thinking’, certainly 

comes to mind.

On a more positive note, you may have seen the strap line of 

my previous column which was ‘Securing a Productive Future 

is Key for 2023’ And, whilst productivity is always important, or 

as the American economist Professor Paul Krugman said in his 

book, The Age of Diminishing Expectations (1994) ‘Productivity 

isn’t everything, but in the long run, it is almost everything’, 

it is even more important in times of significant economic 

challenges. This year, and probably well beyond, will certainly 

provide those challenges.

At the Institute, we are well placed to meet those challenges 

and have a very strong team in place in terms of your Council 

of Management. We are all experienced practitioners with a 

broad knowledge of business, commerce and public service 

operations. In terms of my theme, therefore, we certainly think 

‘logistics’ but I would admit, occasionally ‘tactics’. However, 

irrespective of how we think, you can rest assured that we 

will continue to spread the productivity message and strive to 

provide the best support we can to you the membership and 

to those in the outside world who seek our assistance.

Dr Andrew Muir 

Chairman
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Institute News

If Institute members are seeking to enhance their career 

prospects, they 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. 

CPD 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, it 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 

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 

(CPD) programme can be found on the website www.ims-

productivity.com by clicking on the home page ‘Education’ tab 

then clicking on CPD tab on drop down menu.

C P D

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 professional standard.

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

Write for MSJ!
The Management Services team are 
always looking for new and interesting 
features to publish. We also need your 
news and points of view about what 
appears in the Journal. If you would 
like to contribute to your Journal 
just send your articles and news to 
Mel Armstrong, Editor, Management 
Services, at imsjournal011@gmail.com.

Do we 
have the 
correct 
details 
for you?

Current and accurate contact details for all IMS 

members is essential, so that we can send 

you the latest member information as well as 

Journal and Newsletter notifications.

It greatly assists the IMS administration team if 

members provide their most up to date contact 

information.

Please contact us, either to check we have the 

correct information or to update us.

Phone: 01543 308605

E-mail: admin@ims-productivity.com

Website: www.ims-productivity.com

Head Office hours are Monday-Friday 9am-5pm
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Book Reviews
Title: The Last Colony - A Tale of Exile, Justice and Britain’s 

Colonial Legacy

Author: Philippe Sands

Publisher: W&N (August 2022)

ISBN-10-147461812X

Pages: 224

The Last Colony is a powerful 

and poignant book that should 

be read by anyone who cares 

about justice, humanity and human rights. 

The author Philippe Sands is Professor 

of Law at UCL and a practising barrister. 

He has been involved in many of the 

most important international cases of 

recent years, including Pinochet, Congo, 

Rwanda and Iraq. He is the author of 

Lawless, Torture Team, East West Street, 

which won the Baillie Gifford Prize for 

Non-fiction. He is President of English PEN and a member of the 

board of the Hay Festival.

This is a thought provoking book that exposes the human 

side of the story relating to the last British Colony, and the 

developments in international law that culminated in Mauritius’ 

victory against Britain at The Hague International Court of Justice. 

In the book you will learn about Britain’s unfair and underhanded 

treatment of the Chagosians at the time of Mauritian 

independence.

Three years before Mauritius gained independence from the UK 

in 1968, the UK severed the Chagos Islands from the rest of the 

country so it could lease the island of Diego Garcia to the US for 

a military base. The UK then forcibly deported 2000 Chagossians, 

who have waged a long legal battle to return. 

In 2019, the international court of justice, the UN’s highest 

court, ruled that the continuing British occupation of the 

islands was illegal and the Chagos Islands were rightfully part 

of Mauritius. The UK ignored the ruling on the grounds that it 

was advisory, but this position became increasingly untenable 

in the context of British attempts to uphold the importance of 

international law.

In this book you will learn about one of the most shameful 

episodes of British post-war colonialism, when the UK 

government expelled the Chagossians because under 

international law it could only separate the archipelago from 

Mauritius if it had no permanent population. All Chagossians were 

removed from the islands by the end of 1971. 

The UK has now agreed to open negotiations with Mauritius 

over the future handover of the Chagos Islands, in a major 

reversal of policy following years of resistance and legal defeats.

Title: The Negotiation Book: Your Definitive Guide to Successful 

Negotiating, 3rd Edition

Author: Steve Gates

Publisher: Wiley (8 December 2022)

ISBN-10-0857089501

Pages: 272

In the newly updated third edition 

of The Negotiation Book: Your 

Definitive Guide to Successful 

Negotiating, distinguished commercial 

negotiator Steve Gates delivers a singular 

and practical guide to the art and science 

of negotiation. Steve Gates is the founder 

of the world’s leading negotiation 

consultancy, The Gap Partnership, and the 

methodology in this book is used by the 

world’s biggest businesses to successfully 

execute their strategies. 

The book lays out the behaviours and traits associated with 

successful negotiation and offers a comprehensive model for how 

power, process and behaviour can have substantial impacts on your 

next negotiation. You’ll also learn how you can shape these factors 

to optimise value for yourself, your client or your organisation.

The book explores the very modern challenges presented to 

commercial negotiators as a result of an ever-changing world, in 

which they must navigate technological advancements, the post-

Covid reality of virtual negotiation, and the impact of war, Brexit and 

other macro-economic and political developments that are having 

far-reaching impacts to business and beyond.

The author skilfully explains to the reader how to secure more 

agreements and realise more value with every agreement you 

conclude. Through simple, realistic and hands-on advice, you’ll 

improve as a negotiator and apply straightforward techniques to the 

real-world, dynamic environments in which your negotiations take 

place. You will also find:

• Strategies for maintaining a balanced perspective and keeping 

your ego in check.

• Incremental steps for improving your negotiation ability that 

are easy to apply and retain.

The book is split into 11 very readable chapters that will assist the 

reader in honing their shills. The chapters cover such areas as virtual 

negotiations and chapter six fully explains the  ‘Ten Negotiation 

Traits’. Chapter three gives a detailed explanation of the negotiation 

clock face model which is extremely useful to better understand the 

process and behaviours that appear at the negotiation table. 

This book is highly informative and will give the reader a 

meaningful understanding of how to hone their negotiation skills.
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Productivity News

A recent survey by the CIPD titled People Profession 2022: 

UK and Ireland Survey Report, has been produced to 

provide an annual benchmark for the HR profession, 

combined with a year-on-year overview.

The report, undertaken in association with Workday, highlights 

how the volatility and uncertainty of the last few years have 

thrust HR leaders further into the spotlight. From helping 

workforces adapt to restrictions on both their work and personal 

lives, to attracting and retaining talent in a fiercely competitive 

marketplace and rethinking the relationship between the business 

and its workforce, the role of HR leaders has grown considerably 

in a very short space of time. The disruption of business and 

industry in recent years has condensed a decade’s worth of 

changes in the HR profession into just two years.

Survey results indicate that post-pandemic, we have a sustained 

level of upskilling and reskilling among the UK profession, with a 

slight increase in Ireland. In 2022, 61% of people professionals in 

the UK and 72% in Ireland said that they have either upskilled or 

New analysis from the Work Foundation at Lancaster 

University reveals that Government plans to rush the 

‘sunsetting’ of EU laws by the end of 2023, will put the 

rights and protections of more than 8.6 million UK workers at 

risk.

Workers on part-time, fixed-term or agency worker contracts 

will be most at risk if the Government presses ahead with post-

Brexit plans to amend, replace or scrap thousands of pieces 

of retained EU Law by 31 December 2023 without greater 

parliamentary scrutiny.

Working time directives and entitlement to paid holiday are 

amongst the regulations that could be weakened as a result 

of the Retained EU Law (Revocation and Reform) Bill 2022, as 

well as laws which ensure people in insecure work – including 

agency workers, part-time workers and those on fixed-term 

contracts – are not treated unfairly when compared to their 

peers in full-time or permanent employment.

Just over eight million part-time workers in the UK fall into 

the most at-risk category – with women more vulnerable than 

men. In the UK, 72% of part-time workers are women, whereas 

only 40% of full-time UK workers are women. Rushing this 

Bill through could see part-time workers treated differently to 

their peers when it comes to areas like pay and leave, pension 

opportunities and benefits, and training and career development.

The Work Foundation briefing recommends that the 

Government amends the proposed legislation to include an 

assumption in favour of assimilating EU retained law into UK 

law, before launching an Employment White Paper consultation 

capable of carefully considering how best to enhance worker 

rights in the UK.

Source: https://www.lancaster.ac.uk/work-foundation/

publications/a-year-of-uncertainty

The Retained EU Law Bill 2022 and UK Workers’ rights

Training Better HR Managers
reskilled since 2021 (compared with 61% for the UK and 67% in 

Ireland the previous year). 

Interestingly, a third stated that their upskilling was in response 

to an immediate business need (34% for the UK; 31% Ireland). This 

means that, for a significant proportion, skills development is 

more reactive in nature and is a direct response to the changing 

needs of the business. This rapid skills development demonstrates 

how HR teams are adapting to deal with external pressures and 

changing priorities.

Overall, the vast majority of the report sample engaged with 

some form of learning and development activity in the last year. 

These figures remain consistent with previous years, which 

indicates an ongoing focus on learning and development for 

people professionals. In Ireland, an enormous 93% said they 

engaged in some form of learning and development. This figure 

stood at 89% for the UK, and is a testament to the continued 

prioritisation of learning in both regions.

The full report can be seen at http://bit.ly/3xaBRwy
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Productivity News

UK productivity has disappointed for more than 

a decade. This is not the technical preserve of 

economists; it’s a predicament that weighs on 

business competitiveness, living standards and the UK’s 

standing in the world. Questions around how we can boost 

productivity have commanded countless column inches 

over recent years – but little progress has been made. And 

with kickstarting economic growth and growing labour 

supply limitations in the spotlight, the onus today is on the 

executives and boards of UK companies to boost output per 

worker. 

This does not mean working people harder – many employees 

are already feeling fatigued and overwhelmed as we move from 

one crisis to another. Instead, it means using technology to help 

people work smarter. And we must act fast – neither companies 

nor the country can afford to wait.

Recent research from Accenture and Frontier Economics 

found that, by building their digital capabilities, the UK has 

the potential to add £33bn to national output in 2030 – 

adding 1.5pp to growth and more than doubling the forecast 

rate of economic expansion.

It will require organisations to overcome a vicious, failure-

inducing cycle which bugs digital transformation projects: 

weak ambition, low investment and tentative delivery. But 

doing so will enable them to adopt and exploit a new wave 

of technologies that can revolutionise productivity up and 

down their supply chains. From machine learning to extended 

reality, new tech can help workers overcome the time, 

distance and knowledge gaps that weigh on productivity.

Realising this potential is not a walk in the park. These 

capabilities rely as much on human ingenuity as they do 

on technology – so creating a culture of change to enable 

employees to reimagine their work and investing in upskilling 

cannot be overlooked.

Getting this right will provide an invaluable boost to 

the economy during tough times, but it will also ensure 

businesses are in the strongest possible position to support 

themselves, their customers, and the wider economy, by 

reinvesting in upskilling, talent retention and local economies 

to support regional growth.

The full Accenture report can be seen at https://bit.ly/3jL1r8q

There is a prevailing popular belief that expenditure 

on management by healthcare providers is wasteful, 

diverts resources from patient care, and distracts 

medical and nursing staff from getting on with their jobs. A 

recent survey explored the relationship between management 

and public sector hospital performance using a fixed effects 

empirical econometric specification on a panel dataset 

consisting of all 129 non-specialist acute National Health 

Service (NHS) hospitals in England for the financial years 

2012/13-2018/19. 

Measures of managerial input and quality of management 

practice were constructed from NHS Electronic Staff Records 

and NHS Staff Survey data. Hospital accounts and Hospital 

Episode Statistics data were used to construct five measures of 

financial performance and of timely and high-quality care. 

The survey found no evidence of association either between 

quantity of management and management quality or directly 

between quantity of management and any of the measures 

of hospital performance. However, there is some evidence 

that higher-quality management is associated with better 

performance. It was felt that NHS managers have limited 

discretion in performing their managerial functions, being 

tightly circumscribed by official guidance, targets, and other 

factors outside their control. 

The survey found little evidence of a clear positive 

relationship between the quantity of managerial input and 

hospital performance in the NHS. The findings also provided 

no grounds for either reducing or increasing managerial input 

in NHS hospitals, but have raised the question of whether 

these managers are granted sufficient autonomy to make 

a difference.

The full survey report can be seen at https://bit.ly/3DWFQR8

The Impact of 
Management 
on Hospital 
Performance

The Productivity Push
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Productivity News

Sustainable and 
Productive Fisheries
F isheries and aquaculture provide food for billions of 

people and incomes for many costal communities 

around the world. But marine and aquatic ecosystems 

are under stress from climate change, over fishing and 

unsustainable fishing practices. 

The Organisation for Economic Co-operation and 

Development (OECD) Review of Fisheries report 2022 brings 

together data and analysis of fisheries management to support 

policymakers and sector stakeholders in their efforts to deliver 

sustainable and resilient fisheries.

The OECD estimates that two-thirds of fish stocks are in 

good health, but at least one in five do not meet sustainability 

standards and need rebuilding. The report reviews how 

individual species are managed and identifies where 

management needs to be strengthened. 

The report concludes that just under half of the fish stocks 

in good health meet the higher management standard needed 

for optimising productivity.

The full report can be seen at https://bit.ly/3JSzpm9

Increase in Zero-
Hours Contracts 
The number of workers over the age of 50 on a 

zero-hours contract has increased to almost 300,000, 

the highest for this age group since records began. 

An analysis of figures from the Office for National Statistics 

(ONS) indicates a 99% rise in over-50s working on zero-hours 

contracts between 2013 and 2022.

According to the data, there were 149,000 over-50s working 

on zero-hours contracts from October to December 2013, and 

296,000 from July to September 2022 – representing a nearly 

twofold increase in just under 10 years. Additionally, more than 

a quarter (28%) of all zero-hours contracts are held by workers 

50 and older.

While the flexibility of zero-hours contracts may suit the 

needs of some older workers, it is also known that many 

individuals have turned to zero-hours contracts as they have 

been unable to find a more permanent or structured type of 

work because of age discrimination or a lack of workplace 

flexibility. 

The latest ONS figures also found that 16 to 24-year-olds 

were the age group with the largest percentage of zero-hours 

contracts, rising by 77% from 2013 to 2022 to 380,000, the 

highest number of workers on such contracts of any age range.

Recent research by the CIPD has found that the majority of 

zero-hours workers see more benefits than flaws in this type 

of contract, with many reporting better work-life balance and 

wellbeing than other workers. 

The CIPD report can be seen at https://bit.ly/3lrbDUb
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To All Corporate Members    1 March 2023

Elections to Council of Management – Four Vacancies

At the Annual General Meeting to be held in 2023 the following member of the Institute’s Council of Management will 
retire. They are, however, eligible for re-election:

Mark Cooper

Nominations for the four vacancies so caused may be made by submission to me c/o Cygnul, 8/9 Acorn Business Park, 
Hanley Swan, Worcestershire, WR8 0DN on the nomination form, no later than 5pm on Thursday 20 April 2023. Will you 
please note that the nominee must be a corporate member of the Institute and be nominated by two other corporate 
members. Nominees must sign the undertaking to accept office if elected and provide details of themselves which may 
appear on the ballot paper. 

In the event of the number of nominations exceeding the number of vacancies, ballot papers will be available for 
Corporate Members by email request to admin@ims-productivity.com from the Institute’s Head Office on Wednesday 
14 June 2023. The closing date for receipt of voting papers will be 1 August 2023 and the results of the election will be 
declared at the 2023 Annual General Meeting. An acknowledgement will be sent to the nominees as soon as the form is 
received. 

The following notes outline the general duties and responsibilities of a Council member: 

The Institute is a company limited by guarantee and is governed by the provisions of the Companies Acts. It’s 
Memorandum and Articles of Association specify what it may do and how it should conduct its affairs. The business 
of the Institute is managed by the Council of Management who may do anything within the Memorandum and Articles 
of Association which is not contrary to any statute or is not required to be done by members in general meeting. This 
responsibility is a collective one and Council normally act through Council meetings. Council may, of course, delegate 
to individual Council Members, but it has the final responsibility. 

Council members are in a fiduciary relationship to the Institute and must exercise their powers for its benefit, using 
reasonable diligence and care. They are required to take proper account of the interests of the Institute, as well as its 
members. They act as agents of the Institute and only become personally liable if they authorise any act or expenditure 
outside the Constitution. They may not receive any remuneration or benefit as Council members except out-of-pocket 
expenses; this includes benefit of any contract with the Institute by a company of which they own 100th of the share 
capital or more. 

Apart from presenting annual reports and accounts and appointing certain officers, the Memorandum and Articles of 
Association lay no specific duties on the Council. Its responsibility is a general one of running the affairs of the business. 
Any individual responsibility springs from authority given by the Council and this will clearly vary from time to time. 
Council members are expected to serve a four-year term of office and to attend all Council meetings (normally three 
each year). To assume responsibility for at least one area of Institute administration and management.  

Chris Elkington 
Secretary

Note: Candidates must enclose a good quality photograph of themselves and up to 50 words indicating why they wish 
to be elected to Council. This, together with the photo, will be published in the Summer Journal and on the Institute 
website. Candidates must also provide a maximum of 150 words giving details of their skills and business knowledge, 
industrial/public service/professional experience relating to Management Services and/or past service to the Institute 
which will appear on the ballot form. If necessary, please add an additional sheet to accommodate your details.

Institute of Management Services 
Lichfield Business Village, Staffordshire University Centre, Friary Way, Lichfield WS13 6QG
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Institute of Management Services
Nomination for Council of Management

Closing Date for nominations 5.00pm Thursday 20 April 2023

Surname Forenames Age

Address

Postcode

Daytime Tel. Grade

Employer on 1 April 2023 Job Title

Current office(s) in the Institute

Why I wish to be elected to Council (50 words maximum)

  ...........................................................................................................................................................................................................................

  ...........................................................................................................................................................................................................................

  ...........................................................................................................................................................................................................................

Business skills, Industrial/Public Service/Professional experience relating to Management Services and/or service to the Institute. 

(150 words maximum. Words in excess of 150 will be deleted)

  ...........................................................................................................................................................................................................................

  ...........................................................................................................................................................................................................................

  ...........................................................................................................................................................................................................................

  ...........................................................................................................................................................................................................................

  ...........................................................................................................................................................................................................................

  ...........................................................................................................................................................................................................................

  ...........................................................................................................................................................................................................................

  ...........................................................................................................................................................................................................................

  ...........................................................................................................................................................................................................................

  ...........................................................................................................................................................................................................................

  ...........................................................................................................................................................................................................................
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International 
Celebrations for 
Students

People from organisations around the world continue to 

choose to study for the four week IMS Productivity Analyst 

qualification (formerly the IMS Certificate). The course 

requires a significant commitment from both the student and their 

employer but the rewards for both are equally significant.

At the end of each year, the Institute considers all the people who 

have completed the professional qualification that year. Based on 

the individual marks and lecturer assessment, the Institute can now 

announce that the winner of the Student of the Year Award for 2022 

is Eleanor Johnson, from Asda Stores Limited in Yorkshire.

Very close behind the winner, impossible to separate, were four 

people all now working as Industrial Engineers, who are declared 

as runners-up to the Student of the Year Award: Anthony Bradnum 

The Institute announces the winning 
line-up for the IMS Student of the 
Year awards for 2022. 

from DHL Supply Chain in Hertfordshire, Lucia Pandele from 

Whitman Laboratories in Petersfield and two people from shoe 

manufacturer ECCO: Suteethorn Saengmanee in Thailand and Dinas 

Haranditya in Indonesia.

All five students had completed their training with Manchester-

based Scott-Grant Limited and so in February were invited to 

Manchester with their managers to celebrate their success and 

receive their certificates and gifts from both the Institute and the 

training provider. Lucia, Suteethorn and Dinas were unable to be 

there but will receive their items in due course. 

An international award, no mean feat 
On behalf of the IMS, Deputy Chairman David Blanchflower 

presented Eleanor with an engraved crystal trophy and a cheque. 

IMS Chair of Education Mark Cooper was also there to present the 

official IMS certificate to Eleanor. “It is a significant achievement,” 

David said “that you are at the ‘top of the tree’ in 2022. It is no mean 

feat. We can see just from the breadth of businesses represented 

here in this event, that the Student of the Year is indeed an 

international award.”

Mark Cooper reminded the students that they now can include 

the designatory letters AMS after their name, as testimony to the 

stature of the professional qualification. “It’s not the end, it’s just the 

beginning of your careers as productivity professionals” he said.

Winner Eleanor Johnson had graduated during 2016 from Leeds 

in geography, then after trying a couple of employment options, she 

was attracted to Asda’s graduate scheme in 2019, which enabled 

her to look in detail at various departments. “I liked the logistics side 

– numbers and data are my thing,” said Eleanor, “so I was delighted 

to go on the IMS course. I seemed to really take to the content right 

from day one of Module 1.” That was in October 2020; it wasn’t 

until February 2022 that she was able to complete the final fourth 

module. 

Alongside Eleanor in support was Lance Hanning, Process 

Manager who beamed, “I’m her line manager, mentor and coach, 

and I feel very privileged to do that. I know she’s very good at what 

she does. She’s very humble about her achievements. Her reaction 

after the course was that ‘it had gone quite well’ and look where we 

are today – on top of the world!”

Anthony Bradnum, one of the runners-up, had also tried a David Blanchflower and Mark Cooper with Eleanor Johnson.
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different career route before joining his current employer DHL 

Supply Chain. He graduated in electrical engineering, then 

trained as a teacher but in the early days of the Covid lockdown, 

he joined DHL on the shop floor. Anthony was nominated to 

get involved with data collection for the introduction of robots 

“and that’s when I found myself!” he said. “Data is what’s needed 

in industry today and the IE data I now produce can have a 

significant impact on the business.” 

Anthony’s boss Continuous Improvement Manager Sarah 

Tomlinson agreed. “It’s the core of our productivity management. 

Anthony has developed his IE role and produces strong data. 

It’s significant for the whole business because it’s important to 

have a valid background for how we do our planning; the IMS 

Productivity Analyst course is great for that.” 

Lucia Pandele had studied economics before joining Whitman 

Laboratories in Petersfield over six years ago. It was while 

working as a Support Assistant for the IE department that her 

interest in the role of an IE was sparked. Her boss Martyn Tanner 

agreed to send her on the IMS Productivity Analyst course “and 

I found my niche!” Lucia admitted. “I now apply the content of 

the course in everything I do and I really enjoy my work. I am 

‘the woman with the watch’ at work – but I try to get people to 

understand I’m watching the operation, not the operator. I find it 

very fulfilling. We have 25 or more production lines, as part of the 

Estee Lauder group producing skincare products.” 

Martyn was delighted with Lucia’s achievement. “Now she has 

a professional qualification for life. It’s a partnership; we both 

win. She delivers, at a professional standard, everything to do 

with cost savings, process and productivity improvement. She’s 

a great listener, she’s factual and data-based. I’m the Operations 

Excellence Manager and people like Lucia make it easy for me!”

Dining Irma Djarliri is the Senior Manager and Global Advisor in 

Work Study for ECCO Indonesia and she was similarly impressed 

with the success of two of their students. “This really is great 

news. Dinas is one of the best IEs in our current Work Study 

department in Indonesia; she is diligent, willing to learn and has 

a high passion for her work. And Suteethorn’s engagement and 

personal character, his strong willingness to learn and the passion 

for his work has resulted in this great achievement! He joined us in 

Thailand from the electronics industry less than a year ago.”

There was justification for added celebration during a 

subsequent online presentation to the ECCO students. David 

Blanchflower, as Chairman of the Russell Currie Memorial Fund 

also announced that Dinas and Suteethorn were joint winners 

of the RCMF award in 2022 for students on the four week 

IMS course who live and work overseas. There will be more 

information on that in the MSJ Summer issue.

Richard Taylor, Managing Director of Scott-Grant said, “We 

had a strong year for training in 2022 as businesses generally 

recovered from the Covid issues, and it gathered even more pace 

as the year finished. Across all business sectors there was a healthy 

interest in the IMS Productivity Analyst courses, both in the UK 

and overseas. Open courses held here in Manchester, in-company 

at customer sites – literally across the world – and remotely 

managed courses, were all well attended. We often needed to add 

extra weeks of training to our published schedule, so our course 

tutors in particular have been kept extremely busy, especially 

Steve Heathcote, Ian Winstanley and Stephen Royle.” This caused 

the three of them in the room to try and not look too tired as 

they congratulated the winning students! After the presentation 

everyone enjoyed a celebratory lunch in a nearby hotel.

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.”

Celebrating success (seated) David Blanchflower, Eleanor Johnson, Anthony Bradnum.  
Back row: Mark Cooper, Ian Winstanley, Lance Hanning, Sarah Tomlinson, Steve Heathcote, Richard Taylor.



14   Management Services Spring 2023

Dr David Parker, Dr George Downie and Dr Sunia Vosikata.

Pursuit of Excellence in 
Service Quality, Part II

The Covid pandemic has highlighted, and arguably 

increased, the range of service supply channels and 

business models, for example: business-to-business 

and business to customer; with additional complexity resulting 

from using digital platforms, face-to-face, and telematics. We 

are witnessing the demise of manufacturing capabilities in 

the western world, corresponding with a dramatic increase in 

service-based economies. This change begs questions such 

as: What must be done to ensure excellent quality across 

these dynamic channels and operational models? Do we really 

know what our customers’ regard as good service? Does this 

perception change across segments and demographics? How 

can we continue to be ahead of our customers’ desires and 

aspirations? Is excellent service quality solely measured by ‘fit for 

purpose’? Can we adapt or adopt manufacturing quality models 

for services? 

In part I of the article (MSJ Winter 2022) , the authors provided 

an introduction and background, and discussed what service 

delivery organisations must do to continuously deliver on 

expectations of the majority (or crucial) customers. In Part II, the 

authors will discuss models of quality assurance and present some 

empirical evidence in a case study of Amazon.

Models of Service Quality Assurance
ISO9000 (high-level quality philosophy) and ISO9001 (The eight 

fundamental requirements):

1. The customer, however defined, is at the centre of it all.

2. Leaders at all levels need to ensure unity of purpose and 

direction.

3. Engaged employees are both productive and ambassadors.

4. Understand the Process Approach.

5. Keep improving.
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Right First Time

6. Base decision making on evidence.

7. Foster relationships with relevant partners.

8. Implement a Systems Approach.

The adage ‘if you cannot measure it, you cannot improve 

it,’ holds truth when applied to service operations’ quality 

and performance. In particular, there is a need to establish 

quantitative rather than solely qualitative data. Because 

vocabulary, terms, and expressions, have multiple meanings to 

different people, misunderstandings can arise in the translation 

of customer needs into the language that is used inside the 

business that exists to satisfy those needs. As noted several times 

in part I of this article, clear communication is crucial.

Through this diversity of approaches to understanding 

expectations and perceptions of our customers’, it becomes clear 

that quality and performance processes need to measure the gap 

between delivery of services and customers’ perceived needs. 

Moreover, a unified approach is needed, which does not result 

in consequential information loss due to human interpretation 

at various points through the process of deployment. Total 

Quality Management models, ideally suited for tangible products, 

therefore, need to be complemented techniques that are 

underpinned with greater psychometric appraisal.

Dynamic Scorecard
What do we want to be famous for with the customers of our 

service? Such a question might at first be regarded as overly 

simplistic. But by asking employees, it is a surprise when the 

range of answers is proffered. Without a clear strategic-intent, 

wasted effort will result. It is apparent from the literature, as 

well as anecdotal evidence-based experience, that most of the 

finest service companies, both large and small, are benefiting 

from a clear, compelling service strategy. These companies have 

a consistent answer to the fundamental question. Their answer, 

expressed in a few sentences or words, is driving their service 

strategy. The service strategy embraces their core-activities; 

and in every case, it touches the human spirit of achievement. 

Everything the business is and does – the culture of the 

organisation – emanates from the company’s service strategy. 

The end result can be measured using metrics that address:

• Reliability means consistent, dependable service every time 

the customer engages with the organisation.

• Surprise delivers something extra, more than the customer 

expects to receive. 

• Recovery restores the customer’s confidence when a service 

performance falls short of the expected quality. 

• Fairness involves treating customers with respect and integrity.

For many organisations, although research suggests a dynamic 

shift, the bottom line is still the only information that matters. 

This is especially a problem when it comes to hardwiring the 

voice of the customer into the organisation. Despite all the effort 

collecting, organising, displaying, and even acting on, customer 

data, the ultimate indicator of whether customers really matter 

is whether your data becomes as important an indicator of 

performance as is profit.

Solely using traditional financial measures falls short in at least 

three ways:

For many 
organisations, although 

research suggests a 
dynamic shift, the 

bottom line is still the 
only information that 

matters. 

• First, they do not capture all of a company’s strategic 

objectives. 

• A second and usually more serious shortfall is the fact that 

financial measures are after the fact. They are recorded well 

after the actions and decisions that lead to them, so arrive 

too late to help prevent problems and ensure organisational 

health.

• The third problem with financial measures is that they are 

not very diagnostic. They can tell you that you are in trouble, 

but usually tell little about how, or why.

To address these shortfalls, a number of companies are balancing 

bottom-line measures with operational measures related to 

customers, employees and service offerings. Taken together, 

these constitute a business. The best scorecards are customised, 

linked both to the results the organisation must attain and the 

drivers of those results. These dynamic business scorecards 

represent a company-specific model that actually predicts 

bottom-line results. The basic elements of such a score-card 

are shown in Fig. 4. A company’s processes and staff create its 

service offering. The service offering in-turn drives customer 

behaviour and customer behaviour drives business results.

Figure 4: Dynamic Scorecard

Service Recovery 
Strategy

Customer Loyalty

+

=
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Companies are using scorecards in many ways and typically, 

they track 18 to 20 business fundamentals such as employee 

and customer satisfaction and on-time delivery. Although not 

all customer data needs to be reflected in a dynamic business 

scorecard, one that is well conceived helps provide a clear 

business purpose for improvement activities. Rather than 

improving a process solely to make customers happy, people can 

see its relationship to the performance of the business.

A cautionary point is that if customers perceive back sliding, this 

can create a more profound problem.

Some Empirical Evidence (Case: Amazon)
Appendix 1 (see page 19) describes, briefly, the historical 

development of the famous organisation Amazon. Company 

reports, various articles, academic papers and TV/radio interviews 

have been drawn upon to capture the insights and strategic 

imperative of its founder Jeff Bezos. In summary, the key aspects 

of Amazon’s success, includes six operational imperatives:

1. Learn from failures

2. Plan long-term

3. Focus on shareholder value

4. Make customers centric in all things

5. Create only value and remove waste

6. Think ‘outside the box’ and be distinct from the crowd

7. Resist deviations from the long-term service strategy

8. Recruit the best people

9. Learn from failures

10. Make quick decisions, remove bureaucracy and take small 

steps

Moreover, it is not sufficient to merely identify such important 

drivers such as these, but their measurement and monitoring 

must be carried out, as witnessed by Amazon’s continuous 

reporting of its progress. Metrics continuously measured 

include market leadership, customer and revenue growth, 

repeat business, and strength of brand. These metrics are key to 

Amazon’s decision-making and its success. With the continued 

growth in the services sector, lessons learned from market 

leaders such as Amazon, should be compulsory reading aspiring 

organisations7.

Notwithstanding this, Amazon’s six markets persona continues 

to dog them and has damaged their reputation in several 

areas which has led to conflict with a number of entities from 

individuals to governments. 

Identifying Critical Success Factors
It is critical that organisations appreciate the importance of 

service performance and how internal factors and external 

factors influence success and failure. Once customers’ needs 

and perceptions are identified, critical success factors (CSF) must 

be evaluated. For example, a café located in the heart of a city 

business district with customers having limited time, must build 

systems and establish a reputation for speed of delivery, amongst 

other factors.

There may be the need to re-engineer processes where 

shortfalls are identified. By association, a critical success process 

(CSP) is one which allows the business to deliver the service 

Table 1: Critical Success Process and 
Critical Success Factors

CSP\CSF
Customer 
retention

Customer 
acquisition

Service 
delivery

Total 
points

Customer 
interface

30 15 55 100

Services 
portfolio

20 65 15 100

Reliability of 
delivery

30 20 50 100

FOCUS 80 (3) 100 (2) 120 (1)
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needs to the customer and ensures the CSFs are achieved. For 

instance, in the café example (that recognised speed of service 

as a CSF), the critical success process (CSP) must be the barista 

process. Combining CSPs and CSFs within a matrix (see Table. 1) 

it is possible to prioritise the relationship of the CSP to the CSF.

It can be seen from the matrix (Table 1) that for each CSF there 

is 100 points allocated (horizontally) between the CSPs. In this 

example, the point of contact with the customer (interface) was 

seen to have the greatest effect on quality and performance. 

By repeating this for each of the CSFs and totalling vertically, 

we have scores which reflect how important a CSP is on the 

collection of CSFs. In this case, the initial order is seen to be the 

most important, and so the first step will be to improve this stage 

in the process.

Discussion and Conclusions
Companies are increasingly trying to use exceptional service 

quality as a means of gaining competitive advantage. In order 

to do so, they must strategically balance the capital investment 

carefully. It is important they use a pragmatic process which 

draws the analysis into a set of actions capable of producing a 

unique offer to specific customers using a particular delivery 

channel. The aim of exceptional service quality is to increase 

shareholder value, not merely to satisfy, or even delight 

customers.

Companies with exceptional service quality, eg Amazon, are 

recognisable as understanding the emotional needs of people as 

well as their functional requirements. Exceptional service quality 

is remarkably enduring; tactical enhancements and refinements 

are common, but the fundamental service strategy changes little 

because it taps basic human needs that change little over time.

A critical success process allows the business to deliver the 

service needs to the customer and ensures the critical success 

factors are achieved. Development of the CSP-CSF matrix gives a 

focus on the important CSP which has the greatest effects on the 

CSFs required for the service operations.

Strategic alignment to corporate goals requires a high 

standard of performance in all key components of service 

delivery. It is insufficient to settle for demographic descriptions 

of the customer; there is a need to measure the psychographic 

differences in the ways they construe value. Organisations must 

continually incorporate the evolving needs of customers – and 

will be driving the quality improvement activities. Therefore, the 

underlying quest of organisations is how to capture the ‘Voice of 

the Customer’.

With regard to the operational strategy component, 

companies need to discover and articulate the fundamental 

value proposition that lies behind the design of the service the 

customer seeks. Ultimately, this answers: “What business are we 

in?” that is so crucial to fashioning a worthwhile vision or mission 

statement. 

Focusing on the staff component, perhaps better thought of 

as the organisational culture, organisations must recognise the 

ways in which culture is integral to any competitive advantage. 

Consider the high-energy, almost frenetic culture of firms like 

Microsoft, Amazon, and Apple who unapologetically expect – 

and get – longer hours and harder work from their professional 

employees for no higher wages; staff passion exemplified.

The systems component of operations strategy, particularly 

The enlightened view is to 
adopt the notion that the 
best way to protect the 
company is to champion 
customer feedback within 
the company.
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the use of information technology, is becoming increasingly 

powerful when properly exploited. Companies need to 

appreciate more ways that IT can be exploited to build customer 

value. Organisations need to be better able to apply systems 

analysis tools for building customer value. By applying re-

engineering techniques, companies can start by focusing on 

the fundamental customer value bundle, ie the configuration 

of things and experiences the customer confronts every day in 

doing business with the organisation. 

The case example of Amazon, supports much of our 

discussion and provides a succinct testimony to what is possible 

when a clear, long-term, service strategy is driving the direction 

of tactical operations.

The authors acknowledge Graham Stratton for his insightfulness 

and valuable contribution.
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is derived from creativity and finding better ways of doing things 

ie, continually innovate. Hence, value-created is regarded as a 

metric for innovation.

An additional important message is to resist the safety of 

mediocrity; differentiate significantly from competitors. While 

there will undoubtedly be market forces that want ‘safety’, to 

survive and grow there is a need to be distinct. And with it, there 

is a price.

When there is doubt in decision-making, developing conviction 

to follow the strategy is more important than ever. Self-belief, 

therefore, is crucial.

Staffing is a critical component of Amazon’s success and 

pursuit of excellent quality service. Bezos describes his attitude to 

recruitment as the opportunity to engage greatness. One needs 

to ask of the applicant: Do we admire this person? What evidence 

suggests this person could be a superstar? Will this person 

enhance the team? 

As in all business arenas, especially when breaking new territory 

or meeting unexpected challenges, there will be failures. Bezos 

says that failure should not be regarded as a negative outcome, 

but rather an opportunity to learn. Excellent final outcomes are 

invariably the result of numerous failed experiments. Failure 

inevitably coincides with creativity, change and risk-taking. 

Finally, he argues that making fast decisions are preferable to 

lengthy and drawn-out assessment. Most decisions are reversible 

but large organisations indulge in bureaucracy to slow decision-

making. Being over conservative and slow are the biggest risks.

Sources
(Accessed 1 July 2022 to 2 Sept 2022) https://twitter.com/
JeffBezos?ref_src=twsrc%5Egoogle%7Ctwcamp%5Eserp%7Ctwgr%
5Eauthor. 
https://www.britannica.com › biography › Jeff-Bezos. https://
www.9news.com.au/jeff-bezos.
https://www.forbes.com › profile › jeff-bezos. 
https://www.annualreports.com/Company/amazoncom-inc

APPENDIX 1. Amazon

Jeff Bezos commenced planning his online bookstore in 1994, 

his initial idea being to have available for sale, millions of titles. 

Such a concept simply could not be possible in a conventional 

business model – one that would require bricks and mortar stores. 

The notion excited him and became an all-embracing goal. Clearly 

it was a high-risk departure from the norm and on a personal-level, 

meant that he would leave a well-paid, secure employment so he 

could devote his time in securing investment funds and developing 

the design and technology to deliver on the concept.

Bezos has reportedly said that the decision to leave his secure 

employment and focus on the online bookstore was a decision 

‘made with his heart and not his head’. However, his ongoing fear 

is not of failure, but rather regretting not taking lost opportunities. 

He has argued that for many people, regrets stem from omission – 

actions not taken, paths untravelled.

Failures are certain to happen, however. Consequently, his 

philosophy is to learn from failures and work backwards to inform 

the present decision-making.

Planning for the long-term is also important. Competitors, he 

has said, invariably plan for the next three to five years. Amazon’s 

planning horizon is 15 to 20 years. The fundamental measure of 

success is shareholder value that is created over the long-term. This 

results from growing and securing market position. The stronger the 

market position, the more powerful the economic business model. 

The consequences are increased revenue, higher profit and good 

returns on invested capital.

Metrics continuously measured include market leadership, 

customer and revenue growth, repeat business, and strength of 

brand. These metrics are key to Amazon’s decision-making and 

success.

A focus on shareholder value is an additional priority for Amazon. 

Knowing that its value today is the present value of future cash 

flows, and some 85% of the company’s value is from year three and 

beyond, underpins the rationale: ‘invest today to ensure that we 

achieve durable growth in the future.’

When having to choose between its collection of generally 

followed accounting principles (GAAP) and maximising the future 

value of the present value of future cash flows, they opt for cash 

flows. To-date, this economic strategy is working. Moreover, the 

adopted lean-thinking principles throughout the organisation, 

reinforces its cost-conscience culture. The emphasis has always 

been on growth and long-term profitability, while undertaking 

prudent capital management. During the Covid period, and most 

recently, priority is given to growth because, ‘we believe that scale 

is central to achieving the potential of our business model.’ Clearly, 

Covid has required Amazon to address unusual market needs, but its 

long-term service strategy is always strictly adhered to.

Amazon’s focus on the customers, drives its operational 

imperatives. ‘Focus on solving customers’ problems and the share 

price will take care of itself,’ Bezos continually reminds market 

analysts as well as company staff. Moreover, he has said that ‘we 

do not celebrate a 10% increase in the stock price like we celebrate 

excellent customer experience.’

At the heart of Amazon’s service strategy is the need to create 

value; it creates more of everything than it consumes. Value creation 
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How to create psychological safety for all staff in turbulent times. Salma Shah.

A Safe Space

Being safe isn’t the same as feeling psychologically 

safe. Feeling psychologically safe within ourselves is 

an instinctive gut feeling that we are emotionally safe. 

Psychological safety is at the heart of our sense of belonging, 

feeling included, thriving and performing to our best capability at 

work. It means we can be ourselves and speak up without fear of 

being ridiculed, shamed, talked down to, ostracised, ganged up 

on, judged, talked over, ignored, excluded or rejected. In part II of 

this article, the author lists the warning signs that someone is not 

psychologically safe and offer some coaching solutions.

How Do You Manage Someone in a Coach-like 
Way When They Don’t Feel Psychologically 
Safe?
Coaching is a powerful tool to support someone when they 

don’t feel psychologically safe. It can help then to build 

healthy resilience, tap into their creativity make empowered 

decisions and choices.

What Managers Should Watch Out for When 
Someone Doesn’t Feel Psychologically Safe
• Are they emotionally withdrawing from the situation or 

person?

• Are they physically withdrawing from the situation or 

person?

• Do they have a tendency to hide and not put themselves 

forward?

• Are they verbally aggressive and self-sabotaging?

• Are they turning down opportunities for self-promotion?

Coaching and managing someone who doesn’t feel 

psychologically safe will require a great deal of self-awareness, 

cultural sensitivity and patience. Managing someone who isn’t 
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feeling psychologically safe may feel frustrating and too slow. 

However, being overly challenging when someone doesn’t feel 

safe can also leave them feeling judged and belittled. Building 

psychological safety takes time and once the trust is in place 

we can ask the challenging questions. 

One of the downsides of recurrent experiences of feeling 

unsafe is that we learn to play it safe by avoiding similar 

situations, not taking risks, not being creative and therefore 

limiting our potential. Sara is a perfect example of this. Playing 

small also comes at a price and can lead to unhappiness and 

feeling invisible and not heard. 

According to psychological research a powerful way of 

overcoming psychological discomfort is to lean in to the pain 

until the impact subsides. Supporting staff through gradual 

and managed exposure to new experiences is a great approach 

to building psychological safety. 

Warning Signs That Staff Who May Come 
Across as Resilient Don’t Actually Feel 
Psychologically Safe
For some, wearing the mask of resilience is a coping skill as a 

cover up for lack of psychological safety. On paper, someone 

may come across as efficient, organised, even a role model 

asset to the organisation. No matter what is thrown their way 

they keep going, brushing aside any obstacles. To compensate 

for not feeling psychologically safe they will say ‘yes’ to any 

project, fearing they don’t want to come across as difficult 

or unmotivated by saying ‘no’. In reality, they may only be 

wearing the mask of resilience – faking it to compensate for 

feeling psychologically unsafe, often in detriment to the cost 

of their emotional health and well-being.

Five Warning Signs of Someone Who, 
Despite Their Façade of Resilience, is 
Lacking Psychological Safety
1)  They are in constant ‘fight mode’ 

They try too hard to prove their worth. Always ready to go 

above and beyond, not to get caught, not let the ball drop. 

Even if it means compromising their emotional well-being and 

happiness they are determined to carry on and lean into the 

action. Their norm is to be in fight mode or survival mode. A 

fight response is the body’s natural physiological reaction to 

events perceived as highly stressful or dangerous. It ignites the 

sympathetic nervous system and releases hormones ready to 

go into action. The downside of this is continuous boosts of 

adrenaline, which can harm blood vessels, raise blood pressure 

and increase the risk of cardiovascular diseases.

2)  They display dysfunctional coping strategies 

Not feeling psychologically safe can lead to developing 

dysfunctional resilient coping strategies to fit in by working 

harder and never showing any vulnerability. Going the extra 

mile so there are no gaps in their performance. Putting 

in the extra hours and working twice as hard as everyone 

else. Another consequence of working twice as hard to feel 

psychologically safe is it can result in a state of hypervigilance 

and increased alertness, leading to a higher heart rate, 

elevated blood pressure, bouts of anxiety and panic attacks.

3)  They can come across as very judgemental about others

Never showing any vulnerability due to fear of judgement 

of others can lead to privately or publicly judging others 

extremely harshly. Setting high standards for themselves and 

others leads to feeling exhausted and emotionally fatigued. 

They may develop black-and-white thinking in which they find 

things either absolutely right or absolutely wrong. Privately 

they may find themselves becoming emotionally withdrawn 

and those close to them are on the receiving end of mood 

swings and emotional outbursts.

4)  Erratic sleep patterns and unhealthy eating habits

Not feeling psychologically safe also leads to a diminished 

sense of control in other areas. This includes high levels of 

Coaching is a powerful 
and impactful tool that 
many organisations 
are using to support 
employees with well-
being and personal 
development. 
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stress which is linked to poor quality of sleep and unhealthy 

eating habits. The reality of being stressed out by work 

means you are more likely to develop poor eating habits to 

compensate for or avoid your negative feelings. 

5)  Deep down they will lack confidence and not feel good 

about themselves

Not feeling psychological safe is often coupled with a fear 

of not feeling good enough and a generalised feeling of 

despondency and isolation. 

In Summary
Organisations must understand how to cultivate 

psychologically safety for all and recognise that the experience 

of psychological safety will vary and is impacted not only by 

what is happening today, but also by someone’s past lived 

experience. 

Psychological safety must be embedded in all employee 

touchpoints of their journey, from on-boarding to exiting the 

organisation. 

Not everyone reacts to feeling psychologically safe in the 

same way. Some will retreat and hide while others show 

dysfunctional resilience. 

Coaching is a powerful tool for well-being and to support 

psychological safety. However, all coaches and managers need 

to understand how to coach those who are a minority in a 

majority space too.

Building psychological safety requires patience, an insight 

into human nature and the confidence to create a culture 

When staff don’t feel 
psychologically or 
emotionally safe, 
this will inevitably 
have a negative 
impact on the overall 
performance of the 
organisation. 

where people feel empowered to take action. Work cultures 

which enable psychological safety need to also promote 

healthy resilience by enabling opportunities for creativity and 

risk taking. Sending out a clear message that everyone can 

grow and develop. That it’s ok to fail and it’s ok to ask for help 

and take time out to recharge.
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Competing 
Economic Models
Which models are most attractive for 
emerging markets in today’s turbulent 
world economy? David Floyd, 
University of Lincoln.

2023 is likely to be a difficult time for the world economy 

according to recent forecasts from the IMF1. However, there 

is still potential for new and emerging markets with younger 

and faster growing populations, to evolve and help the world 

economy in a future post-pandemic recovery. This article sets out 

to look at this potential and examine the potential future directions 

for these countries, as future globalisation will increasingly depend 

on political alliances rather than focusing more on competitive 

advantage, cost and efficiency, as was more the case in the early 

years of the 21st century and especially the first decade or so of 

the 2000s. The article draws on theories of economic and business 

modelling and recent world economy macroeconomic data 

to show the choices of potential direction for future emerging 

economies.

The Current Environment
Recently there have been major political shifts in the world 

economy, as well as a new energy order caused partly by the war 

in Ukraine according to the Financial Times2. Resource costs can 

influence competitiveness as well as the levels of skills and labour 

costs and population levels. Emerging market countries may opt 

to do more trade in the energy markets with China, Russia or 
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Iran or with other countries with a sharper focus on alternative 

supplies and developing new forms of energy. The increasing 

cost of energy has also added to the inflation pressure in many 

nations and this risk is causing wage spirals, as well as making 

inflation more persistent rather than a transitory phenomenon. 

Many countries in Europe have built up deficits due to the cost 

of furlough schemes during Covid, as well as by subsidising 

energy prices. This risks further inflation if expenditure is not 

controlled and the higher interest rates that are necessary to 

pay for increased debt3. The opening up of world economies 

post-pandemic has also led to the release of pent-up demand and 

savings, further adding to the inflation problem in many areas. 

There have also been skill shortages, with some people taking 

early retirement and not returning to the labour market.

Additionally, the Covid pandemic revealed the lack of 

cooperation between China and America and this has been 

further exacerbated by a trade war. The economic model in 

the West was too reliant on other countries to provide medical 

equipment needed early in the pandemic. There is now a need 

for governments in western countries to take on a larger role 

and for higher taxation to support the health needs of countries 

competing in today’s economy4. Many Asian countries were 

better prepared at the start of the pandemic, however, many have 

questioned whether more severe lockdowns would have worked 

in more open societies. 

In addition, European countries spend a higher percentage of 

their GDP on healthcare which may be needed in the longer-term, 

as the virus has not disappeared quickly so it becomes less clear 

the benefits of different approaches taken. Indeed, Japan, Korea 

and China have spent less on healthcare as a percentage of GDP 

in the past but are now ramping up expenditure to live with Covid 

in the long-term5. Western healthcare has tried to become more 

efficient since Covid using a mix of private and public providers of 

healthcare (in the UK for example) though more efficiency does 

not mean it is easy to adapt to a shock as great as the pandemic. 

More government control has been needed to deal with the 

immediate effects, as well as  increased expenditure according 

to the Sunday Telegraph6. In many western countries the main 

priority was rolling out vaccines in order to deal with the situation, 

though death rates in the early part of the pandemic were 

particularly high.

Emerging markets may also need to decide what types of 

education they want to provide for their children. Some western 

countries such as America see an important role for sports 

education and the creative industries including music, and more 

arts subjects in addition to advancing science and technology. 

China has put more emphasis on quantitative subjects and rote 

learning though more recently there has been a surge of interest 

in sport. There has also been some focus on limited privatisation 

and expansion overseas with the one belt one road policy, partly to 

secure supplies of resources. China also has a different system for 

the internet and social media compared with the West and is trying 

to move up the value chain and produce higher quality goods with 

its 2025 policy7. China and Asia have also seen faster growth rates 

over the last few decades compared with the West. China has also 

made huge developments in terms of improved infrastructure. 

There have also been favourable developments for China in terms 

of future battery technology in a world where cleaner energy is the 

main direction, with most of the World signing up to the recent 

COP27 agreement 2022 in Egypt.

There are also different standards and laws for business in the 

West compared with China. Patent protection has often been seen 

as a concern for businesses wanting to conduct innovation there. 

However, the government more recently has tried to crack down 

on some of this activity. Government approval is also seen as being 

more important for business in the Chinese model and this in 

some cases may stifle innovation. China has also been less willing 

to allow foreign ownership of companies in its economy which 

may have the effect of reducing competition8.

There have been a number of countries of late who have 
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changed their focus on China. Australia for example has started 

to prevent Chinese ownership in some sectors that have focused 

on security issues. Also the UK has recently moved away from 

Huawei communications technology and is now only using French 

companies to develop some of the new nuclear technology. There 

is also the question of whether China is now beginning to see the 

effects of an aging population similar to western countries. There 

may be only so much that can be done by improving productivity 

through better infrastructure in order to improve the economy 

further. To some extent success may partly depend on potential of 

young populations and lower wage costs for emerging markets, 

rather than a full focus on a specific economic model. 

Many countries may begin to forge their own specific models 

as time progresses. Indeed, both China and Japan began to open 

up to the world economy to some extent, particularly in periods 

of higher global growth and went for export led growth. India for 

example may move down this path in the long-term though in 

the short-term a decision may be needed to either focus more 

business on the West or seek greater ties with Russia and China. 

The balance may also need to shift; at present India has done 

much trade with Russia in energy resources but at the same time 

has not joined the Asian trade agreement with China, and has 

been more open towards privatisation, a policy that has been well 

developed in the West.

Conclusion
In terms of recent data it can be shown that countries in the 

West have the largest share of world GDP compared to China, 

Russia and Iran, though increasingly Western countries are 

experiencing a decline in world share due to the aging population, 

poorer levels of productivity and the emergence of China as an 

economic power house. The West still has the majority of world 

growth at present. However, it has been shown in this article 

that Western economies have weakness particularly concerning 

future energy supplies for Europe and the challenge from China 

to move into high value added ranges of products. Inflation rates 

in Europe and America have been particularly high as we move to 

a post-pandemic recovery. It is not clear yet though if China will 

also experience inflation problems as it opens up to the world in 

the post-pandemic environment. China has also become more 

interested in expansion overseas with more outwards foreign 

direct investment and a one belt one road policy. Some of its 

energy supplies are also closely linked to Russia 

In some ways the West has moved closer to the Chinese model, 

with restrictions on some types of foreign direct investment, 

as well as greater levels of protectionism, including tariffs and 

non-tariff barriers. The West is also increasing government 

involvement and funding in healthcare as a result of the recent 

pandemic shock9.

Emerging economies such as India are trying to forge links with 

both the West, Russia, China and Iran, to help improve energy 

supplies but this is a difficult balancing act particularly in view of 

the war going on in Ukraine. That balance may need to change 

over time. Vietnam has recently been more open to trade and 

labour mobility with the West and has an improving infrastructure 

but needs to improve further on levels of education and skill.

Indeed, some of the West’s future success will depend on 

doing a viable trade deal with the Asian market. China is already a 

member of the Regional Comprehensive Economic Partnership 

(RCEP) which has further economic influence in the world 

economy at present. There is also optimism in the future for more 

trade and globalisation as the world opens up further after the 

pandemic, and this may help ease tensions and allow countries 

more opportunities for formulating their own economic models 

with a potentially more efficient outcome.
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My son Neil is a natural salesman, he is brilliant at 

making contacts and developing his connections into 

meaningful and mutually beneficial relationships. He 

has had no formal training and when we have talked about how he 

does what he does he has told me that he doesn’t really know that 

he just likes people, and that he likes getting to know them, and he 

especially likes helping them if he can.

The word contact is derived from Latin – contactus – from 

contingere (touch, grasp, border on) – from con ‘together with’ 

and tangere ‘to touch’. ‘Being in touch with’, ‘keeping in touch’ 

and ‘touching base’, are all phrases that you will be familiar with, 

and they all have the sense of reaching out to be in contact with 

another person.

We all have different ideas, attitudes and skills for making 

contact with other people. And few of us will have had training in 

Contact Styles
Dr Trevor Bentley.

how to do this. However, we will have developed over the years 

our own style of making contact. We will most likely have done 

this unconsciously by responding to the people we meet in ways 

that seem to work best for us, in the circumstances in which we 

are meeting. We will have developed a style that we use in an 

unthinking way that may enhance or hinder the quality of our 

contact. 

First Meeting
There are five main stages in the process of meeting which are all 

present each time we meet. The emphasis will differ depending on 

how often we have met the person or people concerned.

The five stages are, forming an impression of the other, making 

an impression on them, discovering more about them, sharing 

more about ourselves, and forming an interest or lack of interest.
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Whether we are meeting for the first time or not we still go 

through this basic process. Of course, if we know the other person 

well then there is far less emphasis on forming and making an 

impression, but it does still happen.

Forming an impression of the other is done both with awareness 

and with a whole string of automatic (patterned) interpretations 

of what we see, hear and sense about the other. These automatic 

interpretations, or unconscious bias, is based on our own lifelong 

experiences, and the prejudices and preferences we have 

developed. 

At the same time as we are forming an impression of the 

other, we are making an impression on them. Whether it is the 

impression we want depends largely on their prejudices and 

preferences. This mutual process of assessment happens largely 

out of both individuals’ awareness.

These initial stages of forming and making an impression are 

very significant in the subsequent development or not of the 

relationship. These early impressions will almost certainly change 

as we discover more about the other person, and we share more 

about ourselves with them and enable them to discover more 

about us.

The discovery stage of this process of meeting is when we feel 

able to ask questions of the other and feel open to answering their 

questions. This is perhaps the most exciting stage of meeting, 

and though it might start tentatively it can soon lead to making 

new and absorbing discoveries which increase understanding and 

contact, with each other and ourselves.

As our discoveries about the other grow so, as a rule, does our 

interest in the relationship and we may start to seek ways to forge 

even stronger bonds with the other. Of course, this is not a one-

sided interaction, and the other person’s desire to forge stronger 

bonds with us might or might not match ours.

Contact Boundary
The place where we meet can be described as a contact boundary 

where we meet in the space between you and me. Rather than 

seeing this as a fixed point in space and time, it is as Latner (1985) 

sees it an event, a fluid movement between us. The contact 

boundary is neither yours nor mine, but something we share. 

Latner uses the metaphor of the shoreline.

‘We would not say that the shoreline belongs to the sand 

or the sea. It is brought into being by their meeting.’ (Latner 

1985)

For our contact with others to be rewarding, we need to be able 

to adjust how we respond in the circumstances of our meeting 

Projecting happens when we don’t like 
what is happening to us, so we look 
outside ourselves to find someone, or 
something to blame.

with the other. We need to pay attention to how we are feeling, 

what is happening around us in our lives, and what we do and 

don’t want from this moment of contact. The other person will of 

course be doing the same and adjusting to focus on their needs. 

This gives rise to the idea that the contact boundary is a meeting 

of differences.

When we meet difference, in whatever form, we tend to 

respond from a deep place of our own experience relative to what 

the particular difference we are meeting stirs in us. This can be 

both favourable or unfavourable, or we may have an ambivalent 

response. Whatever our reaction is, it will impact on our continued 

contact or non-contact. I was at a party and a stranger asked me, 

“What do you do?” I hate this question, as in my mind I imagine 

that the questioner wants to fit me into their own ‘pecking order’, 

so I answered, “As little as possible.” He smiled and then asked 

what my work was, and I told him I that I didn’t work. At this point 

he gave up. There was clearly some deeper prejudice influencing 

my reaction to him.

The way we tend to respond when we meet another person can 

be described as our contact style.

Contact Styles
One of the most important steps in knowing ourselves is to 

explore the way that we tend to make contact with others. Our 

‘contact styles’ are how we respond to others and have developed 

over our lives based on our needs to survive, to belong and to 

make contact with others. These styles can vary depending 

on the circumstances in which we meet others’, and our own 

environmental and emotional needs.

I will discuss six main contact styles that all impact on how our 

contact and engagement with people and ideas is affected by our 

tendency to operate along the continuum of one or more of these 

contact styles. Either extreme of the continuum can be helpful or 

unhelpful, and can have the effect of strengthening or blocking 

and distorting contact. Developing the ability to moderate our 

responses between the two extremes means that, depending on 

the circumstances, we can ensure that we give ourselves the best 

chance of building effective relationships

As you read each of the styles think about the extent to which it 

is true, or partially true of your own style.

I have always had an interest in medieval history and particularly 

in the exploits of King Arthur’s knights. I learned that a freelance 

knight was not beholden to any particular lord, and was free to 

offer his lance to anyone he chose. I have worked most of my life 

freelance and my contact style reflects that, though it has changed 

and developed over time. 
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Introjecting
This is a form of behaviour where we are inclined to listen to 

those in authority, particularly parents, teachers and priests as 

if what they say is the gospel truth and we take these messages 

on as ‘shoulds’ that can last for most of our lives. In other words, 

we ‘swallow’ these messages whole. We don’t disbelieve them or 

question them at the time. This can often happen when we defer 

to our ‘superiors’.

Introjecting or swallowing whole and reiterating what we have 

taken in as a fixed rule or a ‘should’, blocks our receptivity to 

new information and prevents the assimilation of what has been 

swallowed, ie there is no, or very little digestion and we suffer a 

form of indigestion. Of course, it can be useful to introject some 

information, such as what to do in the event of a fire, or other rules 

that help us to navigate our way through life.

INTROJECTING CHEWING ON OVER QUESTIONING

It is also unhelpful to do too much questioning by not accepting 

or receiving what is being offered; not being open to the new, 

but sticking to the old. When we are able to moderate our style 

and operate in the middle ground between these two extremes 

contact is enhanced. This happens through a careful ‘chewing’ 

of what comes in and a selective ‘spitting out’ of what we don’t 

think is worth taking in. I have just received some information 

from a colleague about the theory of ‘adult vertical development’ 

and I had an initial negative response to some of the opening 

comments. Rather than rejecting the whole idea I went through 

the whole document and realised that there was a lot of good stuff 

in it, and I decided to give him a more measured response.

Projecting
Projecting happens when we don’t like what is happening to us, 

so we look outside ourselves to find someone, or something to 

blame. This morning I banged my toe on the stool in our shower 

room and I swore at the stool and kicked it to one side. I was 

projecting the pain of my toe, and my annoyance onto the stool. 

It was the stool’s fault, not my carelessness.

So, if we feel angry, we blame someone else for ‘making’ 

us feel angry. It may also be that, through projecting, we see 

something in someone else that we can’t see or refuse to see 

in ourselves. For example, we may see anger or arrogance in 

someone else, and comment that we don’t like people being 

angry, when what I really mean is that we don’t like being angry 

myself.

At the other extreme is ‘over owning’ and being ‘over literal’, 

ie taking responsibility for everything that happens. This has the 

effect of distorting contact, as being over literal typically limits 

our motivation to connect with our imaginations.

PROJECTING OWNING STATEMENTS OVER OWNING

Responding to the other by using my own feelings as a 

barometer of what is going on for them is a subtle form of 

projection. For example, I may imagine the other person is angry, 

because I am feeling angry, and say that I am sorry they are 

angry, when I don’t really know if they are. Instead of doing this 

I might say, “I am feeling angry, how are you feeling?” I own my 

statements as how it is for me and invite them to do the same. 

If I constantly over own to an extreme, then I act as if I am 

responsible for (ie have the power to control) everything that is 

happening, which gets in the way of making contact.

Deflecting
My own knight in shining armour also has a shield to deflect 

arrows and blows aimed at him (me). To be the recipient of 

others’ projections is not pleasant and it is useful to be able 

to deflect them. But deflecting all the time means that we will 

never be able to respond effectively to others. It can be very 

useful to receive another’s projections and to try to understand 

any underlying issues. 

Deflecting can be annoying to people when they are talking 

to me. Rather than responding to what they are saying, I can 

go off at a tangent and talk about something quite different, ie 

unwilling to follow the other’s lead in the conversation. I might 

also use phrases such as, ‘anyway’ or ‘on the other hand’ to 

remain focused on my own (as opposed to our shared) interest. 

The other extreme of doggedly staying with the same point 

way beyond the point of usefulness even when the other person 

has had enough, can equally be annoying.

Again, both extremes can interrupt contact and engagement.

DEFLECTING FOCUSED  STAYING WITH

Staying focused on, and asking questions about what is being 

said by the other person, as long as we both remain interested, 

can enhance contact and help build the relationship.

Retroflecting
There are moments when we all want to hold back from 

responding to what is going on. When we hold back or block 

(retroflect) the expression of a feeling, thought or emotion we 

don’t lose what we have not expressed - it goes elsewhere, 

usually in the form of self-denigration, resentment, shame or 

sadness. Retroflecting might be a way of not reacting until we 

have reflected on what we have experienced, or an attempt to 

meet our own needs when we feel that others are not meeting 

them; eg various forms of addictions, which seem to be a 

comfort, can in fact be very harmful.

Retroflecting is a fascinating contact style in that its extremes 

of ‘holding in’ and being ‘aggressively expressive’ are both 

impactful by completely breaking contact with other people, our 

experiences, or prompt us to disengage from what is going on.

Being ‘overly aggressively expressive’ invades the other’s 

boundaries and leads to a defensive reaction that interrupts 

contact and engagement. As I was talking to an HR manager 

about the need for her to use her common sense and to be 

flexible, she came back at me to argue that it was vital to be 

consistent. I told her quite forcibly that she was inflexible and 

hiding her incompetence behind the need for consistency. She 

became tearful and recognising my own aggressively expressive 

contact style, I apologised for what I had said and the way I had 

said it.
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RETROFLECTING CLEAR 
EXPRESSION

AGGRESSIVELY 
EXPRESSIVE

In the centre of this range is ‘clear expression’ which is extremely 

supportive of contact and engagement. It is often very difficult 

for people with a retroflective style to find this more balanced 

approach. There is a tendency for them to flip from one extreme 

to the other; it is as if they hold in so much that they let it out in 

the form of an explosion.

Confluence
It is absolutely vital that a new born child or animal is completely 

confluent with their mother, and vice versa. It is entirely natural for 

the infant to demand to be fed, to be cleaned and put to bed, as 

well as needing to be loved and nurtured by their parents.

The growing child starts to differentiate from the mother, and 

at the same time needs to learn to conform to expected norms in 

order to belong to the family social system.

To be able to be confluent, or to conform is important for all 

adults, though the extent to which we do this varies enormously. 

If we are excessively confluent, or conforming we can lose sight 

of ourselves and our needs, becoming so confluent with the 

other that we metaphorically disappear. To be so conforming as 

to relinquish our own opinion and position is at one and the same 

time protective and diminishing. I take no risks and I lose my sense 

of self.

To go to the other extreme of being highly differentiated I 

become more interested in making sure that my difference is 

noticed so that I am recognised. To be highly differentiated we 

take many risks, in particular the risks of being rejected and 

isolated. This is like the freelance knight fighting under their own 

banner and rejecting opportunities to ‘belong’ under someone 

else’s’ banner.

CONFLUENCE SEPARATENESS HIGHLY 
DIFFERENTIATED

To balance these two extremes I need to find some level 

of separateness that balances my levels of conforming and 

differentiation to allow for good contact and engagement in the 

particular circumstances in which I find myself. 

Desensitising
Closing down sensory awareness clearly has a direct impact on 

contact, engagement and the ability to be open and aware. We 

stay protected in an impervious shell, (the knight’s shining armour) 

unable to reach out and take the opportunities which come our 

way. Refusing to really engage with the world outside ourselves, 

there will be moments when we need to desensitise ourselves to 

avoid threatening circumstances.

Being over-sensitive without any shell at all is a highly vulnerable 

place to be and inhibits my willingness to engage and to learn. In 

this place I constantly feel threatened and have the urge to run 

away and hide. I was co-facilitating a session at a conference when 

one of the participants said, ‘I am bored.’ At that moment in my 

over sensitive state, I went quiet (retroflection) I felt it was my fault 

that she was bored (over owning) and as my co-facilitator took 

Closing down sensory 
awareness clearly has 
a direct impact on 
contact, engagement 
and the ability to be 
open and aware. 
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over the session I sat quietly nursing my humiliation and shame 

until I felt able to come back into the session.

DESENSITISING OPEN AND AWARE OVER SENSITIVE

The moderated position of being open and aware of what is 

going on is extremely supportive, allowing us to be in full contact 

without feeling fearful and/or threatened. 

Knowing Ourselves
The more that we can learn about ourselves, particularly about 

how we interface with the world, the more we are able to adjust, 

or moderate our response to others. This is an essential part of 

learning to live and work harmoniously with others without losing 

sight of our own needs. Understanding our contact styles and how 

they might impact on our relationships is a useful and beneficial 

aspect of personal development.

This is quite a complex process as we will need to assess the 

circumstances in which we find ourselves and choose how to 

respond in the particular context. It is important, therefore, to 

be able to moderate our style along the whole of each of the 

continuums recognising that we have choices in how we respond. 

If we don’t realise that we have a choice, we limit our capacity to 

choose, and fall back on our habitual responses.

As an example, in my twenties, my habitual style tended to 

be over-questioning, doing a fair bit of projecting, excellent at 

deflecting, given to being strongly expressive, definitely highly 

differentiated, and somewhat desensitised. You can see how my 

self-image of a knight in shining armour riding to the rescue of 

organisations and individuals in distress affected my contact style.

There were many occasions when my style got in the way of 

making good contact with others and consequently, I could be 

experienced as arrogant and uncaring. This hardly endeared me to 

the people I was working with, led to much misunderstanding, and 

limited my career progression.

Over the years since those early days, I have worked 

continuously on getting to know and understand myself, and 

this has resulted in my moderating my approach and my range of 

responses, and as a result when I recently looked at my current 

contact style this is what it looks like. The arrow heads indicate a 

degree of fluidity allowing me to reach for the extremes if I think it 

will be helpful.

INTROJECTING CHEWING ON OVER QUESTIONING

PROJECTING OWNING STATEMENTS OVER OWNING

DEFLECTING FOCUSED  STAYING WITH

RETROFLECTING CLEAR 
EXPRESSION

AGGRESSIVELY 
EXPRESSIVE

CONFLUENCE SEPARATENESS HIGHLY 
DIFFERENTIATED

DESENSITISING OPEN AND AWARE OVER SENSITIVE

The aim of my own coaching, supervision and other personal 

work has been to moderate my contact style towards a more 

central position while also being able to explore and experiment 

with operating at the extremes. This shift of style must be a 

‘choice-full’ one. Each of us must choose what seems to work for 

us and to recognise when we are functioning at our best in terms 

of contact and engagement.

The key is fluidity, to be able to respond both to the other 

person and/or people, and the situation at the time, so we 

enhance contact. And thus, allowing the unfolding dialogue 

to develop and grow with the freshness and excitement of 

discovering something new. I can only do this if I am open and 

willing to show myself as I am in that moment, and by so doing 

invite the other person to do the same.

Selected References
Latner, J. (1992), The Theory of Gestalt Therapy, Chap. In Gestalt 
Therap, ed. Nevis, E.C. The Gestalt Institute of Cleveland Press, US.
Mackewn, J. (1997), Developing Gestalt Counselling, Sage 
Publishing, London
Wheeler, G. (1991), Gestalt Reconsidered: A New Approach to 
Contact and Resistance, Gardener Press, NY.

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.



Management Services Spring 2023 31 

Utilising the best in mentoring and coaching. Philip E Atkinson.

Top team players need support to develop themselves, 

especially in this turbulent post-pandemic climate where 

economic growth and survival are on the agenda of 

most organisations and businesses. The reality is that many top 

team players are making strategic and operational decisions 

which impact their organisation’s continuance, and they must 

have access to, and support from, key professionals who can 

coach or mentor them through the difficult and complex 

situations upon which they must decide. The reality is that when 

extreme or exceptional circumstances dictate, those who lead 

the team often must work in a vacuum. When dialogue with 

Top Team 
Development

colleagues is required, events such as an acquisition, merger, 

restructuring and rationalisation often prohibit the flow of 

free and open communication with top team colleagues. In 

these circumstances, a Senior Manager of an organisation can 

benefit and profit from the special relationship of working 

with an experienced personal mentor or executive coach. This 

article highlights the necessity for this role and argues that to 

develop and become an influential senior manager requires a 

commitment to creating a solid developmental climate. It is 

also true that direct reports to top team members and critical 

staff at many other levels who experience ambiguity, complexity 
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and rapid change, would benefit radically from using such a 

development mentor or coach to secure growth, often beyond 

their comfort zone.

Trust at the Top
When working with the chief officer of a major UK financial 

institution, I soon understood that leading a company and a team 

of senior managers can be a very lonely job for the CEO. This 

business was facing a possible merger with another business. The 

new partner was a big US financial services business that could 

quickly pull out of the deal if the announcement was leaked. 

Still, because of confidentiality agreements and non-disclosure 

agreements with the potential business partner, the CEO could 

not share the issues and concerns he was experiencing with his 

team. He desperately needed to talk with his CFO, COO and 

others but was barred from doing so. At the initial stage, he was 

effectively forbidden to do so because any information filtering 

to the marketplace could put the first steps of the merger at risk. 

He still had decisions to make, ideas to discuss and strategies 

to formulate but had no forum to test for coherence and 

understanding. 

Trust was the big issue that had to be established between 

us. Neither of us can put the finger on that magical time 

when the trust was truly ‘shared’, but a special relationship 

developed. Two years later, this CEO moved to be the CEO 

of that US business, which he further successfully developed 

through organic growth and a series of acquisitions. Over time, 

he shared his thoughts and aspirations for the future with me 

– not specific business issues, but possible ‘what if’ scenarios 

or strategies for integrating. During the time I worked with 

this competent man, he was pleased to have someone else to 

‘bounce ideas off’, who was not directly involved in the day-

to-day work of his business. The apparent detachment helped 

him work through the processes without disclosing the specific 

issues to me or others. 

In effect, this ‘process-orientated’ coaching approach helped 

him air his anxieties and test new ideas. The relationship was 

one where control resided 100% with the client when ‘special 

business circumstances’ prohibited him from working and 

sharing specific issues with his team. At times he had to work 

in isolation, which perhaps sends us a message about how 

important it is to develop a nurturing, content-free approach to 

development coaching.

Special Circumstances
The relationship formed in this instance was a very steep learning 

curve. Over time I have come to understand that, under particular 

circumstances, the role of and pressure on senior staff generates 

what others consider unusual individual behaviour. These specific 

circumstances force the person occupying the leadership 

position to necessarily display uncharacteristic team exclusion 

rather than team cohesion, behaviours and attitudes. Events 

sometimes go against open communications in management 

theory and demand this action as being appropriate for coping 

with current reality. It would be easy to be critical of those who 

display such independent activity, claiming a requirement to 

share and defer to the group, but special business circumstances 

demand otherwise.

Instances, when this can be the case include:
• Any public disclosure may put the future of the business and 

its people at risk.

• When organisational change is the only option, requiring 

restructuring, downsizing or re-organising resources.

• Acquisition of another corporation when disclosure could 

affect the share price of both companies. Disclosure of 

information at this crucial time can also force a hostile bid 

and reduce business confidence in the new entity.

• The coming together of partners in a Joint Venture when 

competitors can seek assistance to stop the JV.

• When corporate performance is less than expected, and a 

“profits warning” is imminent.

• When existing clients are threatening to move business 

elsewhere.
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to what we termed the Knowledge Matrix at a Defense Department 

briefing in February 2002. Senior managers are in a similar 

situation and have identical assumptions and decisions about their 

organisations. They are thrust into the same position today when 

they are uncertain how things will change in their marketplace and 

the consequences these changes will have on competitor strategy, 

consumers and their business or organisation.

Those in the non-commercial sector are facing the same 

problems. They may not have the answers or even know the 

right questions. The mentor, coach or development facilitator, 

has an influential role in enabling their clients to question their 

assumptions and ask the right questions, which will explore and 

explode the issues in the four quadrants.

Known Unknowns
Things and events we are 
aware of but do not yet 
understand the dynamics and 
consequences

Unknown Unknowns
Things and events that we do 
not yet understand and are 
not aware of their dynamics 
and consequences

Known Knowns
Things and events we are 
aware of, and we may 
understand the dynamics or 
consequences

Unknown Knowns
Things and events we 
understand, but we are not 
aware of their dynamics or 
consequences

This matrix is helpful for senior leadership teams to apply to 

strategic and critical operational decisions. Problems or challenges 

can easily be placed within this Matrix and shared with the 

leadership team. We have used a similar methodology to develop 

strategic direction for various large organisations where service and 

operational delivery became a considerable challenge. 

Here it is helpful for the mentor-coach or facilitator to tease out 

the issues with their senior manager clients.

Domain of Knowledge Domains

Known-Knowns Facts and requirements. No risk here – 
these can be managed

Unknown-Knowns Hidden facts. Untapped knowledge 
not available to you but accessible via 
others

Known-Unknowns Known risks. Classic risks are 
predominant. You can access the 
knowledge and assess the probability 
of occurrence

Unknown-Unknowns Unknown risks. You and others don’t 
know about it, so you must research it

So as a business organisation: 

• What unknown unknowns could impact your relevance and 

survival in the future? 

• Would the areas you are focusing on be on other people’s 

radar? 

• How much strategic thinking time are you giving those three 

core quadrants that could provide significant threats and 

opportunities in the future?

The reality of these situations is witnessed daily. Change is 

accelerating at a rate many organisations cannot cope with. 

Some argue that the strategies for dealing with the changes 

we are currently witnessing have not yet been devised. In these 

Under particular 
circumstances, the role 
of and pressure on senior 
staff generates what 
others consider unusual 
individual behaviour. 

This is just as applicable for those in the non-commercial sector, 

who lead large public utilities, government departments, Local 

Authorities, Health Trusts and Boards, not-for-profit business, 

the third sector and social enterprise. What will be of particular 

concern for these organisations is resolving the fallout from Brexit, 

the cost-of-living crisis and operating in a post-pandemic climate.

To tease out these issues of which the client may not be aware, 

we employ the Knowledge Matrix (below). We do this to ensure 

that our clients are fully aware of the key issues they may have 

to confront – especially where they may not have any relevant 

knowledge or experience. In this case, we try to explore the 

Unknown-Unknowns and other issues in the four quadrant model.

Operating with Unknown Unknowns
Donald Rumsfeld (former US Secretary of Defense) introduced us 
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circumstances, the demands on the ‘top people’ can be so 

intense that only a confidante outside the career progression, 

politics and dynamics of the organisation can provide the 

objective support necessary in times of severe change and 

transition.

Is it Only Top Team Players That Need 
Mentoring-Coaching?
Many organisations are now so flat that quite junior staff (in 

terms of status) have huge responsibilities. When we had 

substantial numbers of middle managers, they may have had 

time to adjust from the demands of an operational role to that 

of a more strategic focus. Those days are gone. Nowadays, 

enormous responsibilities for specific operations reside on those 

without the luxury of developing their experience. For these 

people, coaching is a vital investment to support them in their 

transition – and to cope with the pressures and expectations of 

senior staff whilst dealing with the operational difficulties and 

fire-fighting that flows up from staff at all levels. 

Clarifying Dialogue for Development Mentoring 
and Coaching
The involvement of an external coach may go against the focus 

on ‘managing change’ being a responsibility for line managers 

rather than externals. But externals can add significant value. At 

an open workshop, I asked the following questions. How would 

you respond to these questions?

Questions: In times of tremendous uncertainty
• When and where have they ever experienced times in their 

careers when they did not know what to do next? 

• When and where had they ever confronted times when they 

lacked the experience and the confidence to take the right 

action to resolve a significant problem for their business?

• During these times, was there any ambiguity between 

‘expected performance’ and ‘ability to deliver’, and how did 

it create tensions for them and affect their performance?

Executive coaching is 
about stimulating others 
to expand their horizons, 
question assumptions and 
cause-effect relations, 
and examine beliefs and 
values impacting the 
[business as a whole].

• When experiencing all these things, did they feel confident 

they could share their concerns and fears with staff senior 

to themselves – the people who were probably most able to 

lend a hand?

Response
• There is a strong case for mentoring, supporting or coaching 

staff at all levels, especially when managing transitional 

states. Fewer than 10% of managers attending that workshop 

agreed that they had purposely sought out help from the 

‘hierarchy’. Most sought advice from colleagues or just 

muddled through.

External Advisors in Times of Severe 
Organisational Change
The inclusion of external coaches is not always welcome – but 

one advantage is that externals are not part of the organisation’s 

politics, career dynamics and culture and, therefore, will 

provide more objective advice – be it content-free or focused 

upon applying techniques to support improved organisational 

performance. 

This may indicate behaviour that flies in the face of the 

‘current organisational practice’ of using internal resources 

for this role. The critical point is that an external will have a 

host of experiences and not carry any emotional baggage or 

organisational bias for those undertaking the development 

process. Its intention is to create personal and team 

improvement while acknowledging and understanding the 

threats, constraints and demands of the real business world 

operating under pressure.

Are We on The Same Team? 
In senior circles for instance, when driving significant corporate 

change such as restructuring, re-engineering, merging, or 

acquiring a business, or in times of severe threat to the future 

of the company, the real barriers to the speedy implementation 

of change for senior players can be people, resistance or 

intransigence in their team. In these circumstances, the senior 

player, even the CEO, may be the sole person battling against 

unknown odds and requires the support of other change-makers, 

advisers or facilitators external to the central business to help 

them think through and implement what is needed – objectively.

Do You Need an Objective External Facilitator? 
Often this ‘mentor-facilitator’ role is only temporary, but our 

experience is that its importance is underplayed. It is precisely 

in times of radical organisational change, stress, and conflict 

that the top players need support. This does not necessarily 

mean specialist or specific technical or business advice, more 

an enquiring role precisely questioning concealed assumptions, 

asking difficult-to-answer questions, and getting things out in 

the open. Talking with a senior manager’s partner, he said, “thank 

goodness she has someone to bounce her ideas off. She asks 

me for my opinion all the time – but at least you know the right 

questions to ask her so that she can work out things for herself”. 

Two points arise from this discussion. First, this was not asking 

for specialist advice – she was seeking opinions, options and 

opportunities to create and install an implementation to make 

the change stick. The second point was that answers to questions 
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are unnecessary; it is asking empowering questions that elicit 

imaginative solutions in the mind of the senior manager. This is 

where mastery and application of various interpersonal strategies 

and skills are critical to improving the effectiveness of the advisor 

or facilitator.

You are Not the Expert to Solve the Problem for 
Your Client – Your Role is to Explore Options
It is critical to ask empowering questions of your client, so they 

can yield imaginative solutions. Your role is not to be the expert 

business analyst with proven solutions to technical or business 

issues, that is the province of the top team or external specialist 

business experts. 

The reference here is to mentoring-coaching for:
• Defining scenarios

• Exploring ‘what if’ situations 

• Questioning problem boundaries

• Enquiring and asking who else has conquered a similar 

problem

• Discovering positive strategies for change

• Working through a whole host of issues

Executive coaching is about stimulating others to expand their 

horizons, question assumptions and cause-effect relationships, 

and examine beliefs and values impacting the whole business, 

shareholders, customers, consumers, users and staff at every 

level. This approach is geared towards opening up thinking and 

discussion with the client, so that they will be more capable 

of successfully implementing solutions sustaining continuous 

learning and improvement. The mentor-coach should be asking 

questions that have never been asked and thinking deeply in 

areas with no right and wrong answers. 

Coaching for improved Performance – Not 
Selling Solutions
Any coaching which results in ‘selling solutions’ lacks credibility. 

The coach is there to challenge, question, elicit, explore, amplify, 

and confront self-limiting beliefs. The coach may be required to 

act as the conscience of the top players – and debate issues with 

them that others may think about but avoid voicing.

Chair, Non-Executives, Middle Managers, Team 
Leaders
Everyone needs a mentor, coach or facilitator to help and 

support them in their learning, questioning, problem solving and 

decision-making. They can work with people from operational 

to strategic levels. However, you may need a variety of coaching 

styles to deal with the particular context of the role and its 

demands and constraints.

Operational people may require a mentor-coach with 

particular expertise to enable them to look at alternative 

techniques and methods to improve performance. Alternatively, 

the top team player may need someone with a more strategic 

focus.

Some ‘top players’ need someone to ask them the right 

questions to explore opportunities and to look at a problem from 

different perspectives. Often it is wise to stretch the thinking 

of the client beyond their specialist area and personal comfort 

The role of the 
mentor-coach 
should be that 
of listener and 
inquisitor – 
requiring the 
business leaders 
or managers to 
reconsider the 
unpleasant as 
well as pleasing 
outcomes.
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zones. The areas where there are most opportunities for growth 

are those where they need the most help, and are frequently the 

sensitive issues that seriously impact the long-term prosperity, 

expansion or continuation of the business.

What is in the Best Interests of the Business?
Although we agree that team-busting is not a good idea, 

sometimes it is critical to ensure that the team leader has to 

confront issues about their team’s effectiveness. Sometimes it 

may not be in the business’s best interests to share the problems 

with one’s team. Being open and honest all the time is not a good 

business decision, especially when not all issues can be aired 

transparently. It may be a sensitive area, but it cannot be ignored. 

It can be in the best interests of colleagues of a particular senior 

staff member not to share real concerns and issues with them. 

Then, business pressures may be so intense and the risk of failure 

so severe that their input would only complicate the issues and 

generate a less than optimal solution. When confronted with a 

problem considered too big for a ‘top player’, perhaps that is not 

the best time to share concerns with colleagues. Perhaps, if the 

occasion merits it, that is time to take the leadership role and go 

it alone – even if only for a short time. 

When a solution is not apparent, sharing concerns with 

colleagues who do not have the answers may result in a lack 

of confidence in the leader’s ability, just when the opposite 

perspective is required to get them over a difficult time.

Other commentators on the scene may not have the complete 

picture. Any significant organisational change is like a ‘late-

breaking news story’. The images, actors and events unroll at 

an unsteady and illogical pace. It is at times like this when the 

senior players have to be trusted for being the senior team 

players – period! What is essential is that the ‘top player’ adopts 

the appropriate behaviour in the business’s best interests, which 

is contingent upon a wide variety of circumstances to which only 

the top players or players may be privy.

Never Shy Away From Exploring the 
Unpleasant and Tough Questions
The role of the mentor-coach should be that of listener and 

inquisitor – requiring the business leaders or managers to 

reconsider the unpleasant as well as pleasing outcomes. The 

effective mentor-coach should probe to test for understanding 

of critical issues. They must review ‘current and proposed 

action’, assessing potential strategies for change, compared 

against identified threats and opportunities. With significant 

business experience at the senior level and relevant expertise, 

the seasoned facilitator knows precisely where dialogue and 

discussion will have the most impact. Daring to ask the questions 

that other senior colleagues may want to ask but shy away 

from (perhaps because of perceived risk to personal career), the 

external can add real value and be objective.

A mentor-coach can add tremendous value to the personal 

Team-busting is 
not [always] a 
good idea, [but] 
sometimes it is 
critical to ensure 
that the team 
leader has to 
confront issues 
about their team’s 
effectiveness.
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development of team players at all levels. Although an astute 

business person, the manager at every level may not always 

portray the required charisma, personal presence or ability to 

project, communicate and market their ideas to significant effect. 

The external consultant should also be able to demonstrate 

in their actions that they have mastered the process of 

communication and can work together with the top business 

player as a seamless team, aiding them in the presentation and 

implementation of proposals.

Spin Doctors
We have met many coaches of varying quality and experience, 

the good, the bad and the ugly. The good ones explore the tough 

and the sensitive questions, taking people through critical issues 

and working on delicate areas without fear of the consequences. 

The poor coaches are selective in their discussions and consider 

their interests rather than that of the organisation. We also reject 

the Svengali or spin-doctor approach. Political manoeuvring 

will always be a fear and a concern in such a small team and 

can tarnish what could be a compelling relationship. Too much 

collusion on behalf of the key players, rather than effective 

coaching between the coach and senior staff, exposes the 

relationship to abuse. On the other hand, little commitment to 

coaching will result in ideas remaining in the head of the ‘senior 

manager’ with little exposure to a keen discussion, dialogue 

and debate. At worst, without due debate and reflection, and in 

the absence of coaching, senior people can present their ideas 

poorly, without prior full analysis, leading to dire consequences.

Last Thought – Leaders are Change Makers
Replicated research (Kouzes and Posner – The Leadership 

Challenge) tells us that the top ten personal traits identified with 

credible Leaders are in order of value and importance to their 

direct reports: 

• Honesty

• Forward-looking

• Inspiring

• Competent

• Fair minded

• Supportive

• Broad minded

• Intelligent

• Straightforward 

• Courageous. 

We believe these traits are also fundamental in establishing 

the trust, rapport and credibility required to enable the leader, 

CEO, managing director, and senior executive to stretch beyond 

their comfort zone and achieve results in a climate of turbulent 

change. It is only fair that we develop them to achieve the best 

they can be.

Summary
Mentoring-coaching is a subject which can quickly fill library 

shelves. The focus of the article is on mentoring-coaching for 

top team players. The article would be very different if it were 

aimed towards people at more operational levels at the base of 

the pyramid. 
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Trying to deal with the most pertinent issues has been the 

focus of this article. 

In conclusion, I focus on the absolute need for ‘top players’ to 

take coaching seriously. The article also suggests that coaching 

should apply to any manager or team leader who is responsible 

for driving significant change, and does not possess all the 

information, solutions and techniques for implementing changes 

and the confidence to implement successfully. However, the 

main thrust of this piece is focusing on senior managers. People 

who occupy senior positions need to be able to share their 

thoughts for testing. They need a mode of expression where they 

encourage others to challenge, criticise, build upon, and analyse 

their thoughts and plans. There are many times when thoughts 

and ideas have to be honed and tested. In these instances, it is 

time to consider the benefits of key players and leaders in the 

business developing a special relationship with others who are 

not afraid to ask the obvious and the obtuse. Unfortunately, there 

is no specialist training for such a role – in all contexts. There are 

no ‘help lines’ to call. The trust that is developed and is displayed 

matures as the relationship evolves. This happens after working 

with clients when the two parties experience a ‘critical incident’ 

that demonstrates the requirements for mutual trust. Other 

characteristics of an evolving ‘coaching relationship’ exist when 

there is a critical exploration of serious incidents, and the senior 

person feels sufficiently comfortable to reflect on their behaviour 

with others by taking a good look in the mirror.
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Balancing current and longer-term requirements. 
Professor Colin Coulson-Thomas.

In the Autumn 2022 issue of Management Services Journal, 

it was suggested that the purpose and focus of innovation 

may require review in order to be more responsible and give a 

higher priority to sustainability, addressing shared challenges, the 

pursuit of UN Sustainable Development Goals, and the support 

of responsible corporate and collective responses to existential 

threats facing humankind, such as climate change adaptation 

and mitigation1. What might this mean for the approaches and 

practices of management services practitioners, the context and 

purpose of their professional activities and with whom they work? 

How should current and longer-term requirements be balanced?

Sustainability and resilience concerns have implications for 

many practitioners and their analyses and recommendations. For 

Risk-led Innovation

example, do productivity assessments take account of negative 

externalities associated with both inputs and outputs? Are these 

identified, let alone measured? What about opportunity costs, 

future implications, or contemporary challenges? Given the 

nature of the threats identified, how severe are the risks they 

pose? How might these be ranked in terms of severity of impact? 

Available capabilities vary. They are often limited and there may be 

contending claims for their use. How might a risk-led approach 

affect their deployment and innovation priorities? 

Common Past Experiences
Many management services practitioners are involved in activities 

to secure improvements in areas that may be assessed, such as 
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productivity, quality, speed, cost, efficiency and/or effectiveness. 

Their purpose is often to enhance an existing activity, process 

or level of performance. The tools and techniques applied may 

be selected and utilised to achieve incremental advances or 

refinements on a continuing basis involving relatively small steps, 

or more radical changes less frequently by means of larger ones. 

The choice of approach may depend upon how far attainments 

have fallen below expectations, requirements or what others have 

achieved, or on the perceived potential for improvement.

Many of the assignments that practitioners accept may be 

relatively self-contained, with a focus upon activities within an 

individual department or business unit of a particular employing 

organisation or client. They are usually undertaken within an 

existing framework of corporate purpose, policies, priorities, aims 

and objectives. Equivalent teams elsewhere may be engaged on 

similar projects. This can facilitate the movement of consultants 

between clients and the mobility of staff seeking advancement by 

moving to a new employer. The time horizons and perspectives of 

those initiating assignments may also be much the same.

Similarity can also occur across assignment briefs, 

past experiences and project management, compliance, 

benchmarking and other practices adopted within a profession 

or occupational group. This can result in minimum differentiation 

and incrementalism. It can also facilitate inter-firm and other 

comparisons. Similarities of attainment can be comforting for 

individuals and organisations when they appear to be in step with 

and broadly keeping up with their peers. Practitioners may feel 

they are competent professionals. Internal and external consulting 

teams may also reassure clients that whoever is assigned to their 

projects will ‘do the job’ and achieve broadly equivalent results, 

enabling them to avoid falling behind. 

Differing Current Requirements 
Individuals, organisations and occupational groups are often most 

vulnerable when they settle on what they feel comfortable with, 

and would like to standardise, protect and incrementally improve. 

Sustainability and 
resilience concerns 
have implications 
for many 
practitioners and 
their analyses and 
recommendations. 

Doing things differently may be perceived as an unnecessary cost 

or disruption, or as a risk or compliance issue. They and a whole 

sector may be challenged by disrupters and better alternatives. 

Uncertainties, discontinuities, surprises and challenges, including 

extreme weather events, pandemics, wars and existential threats, 

abound in a turbulent and volatile era. They often require 

collective responses, breakthroughs and innovation that erode 

obstacles and barriers, create options and open doors to new 

arenas of possibility and choice.

What people do is often determined by emotion and 

unconscious biases2. Their responses can be influenced by past 

experience which may or may not be relevant in a new situation, 

changed circumstances and different context. Might a previous 

focus upon re-engineering a process, optimising an outcome, 

achieving a cost reduction target, or migrating from one system 

to another, lead to a search for a single and best solution rather 

than the exploration of multiple better alternatives? Could 

excessive concern to avoid downside risks and difficult trade-offs 

prevent larger upside gains? Can reluctance to confront certain 

vested interests prevent progress on courses of action that would 

progress shared objectives?

Humankind is confronted with multiple challenges and 

existential threats. Most of them derive from our collective activities 

and operations and lifestyles that are not sustainable. Their 

consequences include environmental and eco-system damage, 

loss of biodiversity, over-exploitation of natural capital and 

global warming and climate change. In response and collectively, 

people, organisations and Governments are not doing enough3. 

Windows of opportunity to respond before certain threats become 

unstoppable are narrowing3. What risks are we currently running 

and if we were to adopt a risk-based approach how should our 

practices change in order to better address them? 

Severity of Impact Risk Rankings 
One authoritative source of informed views on global risks is the 

annual global risks report of the World Economic Forum (WEF)4. 

The report for 2023 draws upon the views of over 1,200 experts 

drawn from academia, business, Government, the international 

community and civil society, and collected between 7 September 

and 5 October 20224. It produces separate severity of risk impact 

rankings for a two-year and a ten-year period. Eight risks appear 

in varying orders on both rankings. The cost of living crisis 

which many practitioners encounter tops the two-year ranking, 

but does not appear on the ten-year one. Biodiversity loss and 

eco-system collapse is in fourth place on the latter, but is not on 

the two-year list. 

Six of the top ten risks in terms of severity of impact over ten 

years are environmental, the top three of which are failure to 

mitigate climate change, failure of climate-change adaptation and 

natural disasters and extreme weather events. Another ‘top ten’ 

ranked risk, large scale involuntary migration, is largely driven by 

climate change. Should innovation related to these risks receive 

more attention? Particularly evident in the WEF ranking of global 

risks is their inter-connectedness and the inter-relatedness of their 

causes. Greater connectivity and digital developments ensure 

that widespread cybercrime and cyber insecurity remains a severe 

risk. Large-scale involuntary migration, erosion of social cohesion 

and societal polarisation, and geo-economic confrontation, also 

feature on both the two and ten-year rankings.
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Emerging Common Requirements
Not only are priority risks inter-related, they and strategic 

requirements in the current operating environment, such 

as flexibility and resilience may relate to multiple, if not all, 

business units, functional groups and projects. Cross-project 

communication and alignment may be essential and many 

more practitioners may need to move from involvement in a 

succession of individual projects to programme management and/

or simultaneous involvement with a portfolio of projects. More 

of the latter may involve the participation of external parties and 

various forms of collaboration. In relation to existential threats, the 

interests of the parties might be aligned around a shared goal of 

survival.

Addressing certain priority inter-related risks may require some 

changes of approach that run counter to past experience. How 

an existential threat develops may be uncertain. Project managers 

and other practitioners who have hitherto seen change requests 

as a threat to agreed budgets and delivery dates and have resisted 

them, may find themselves pressed to be more flexible. Significant 

reviews may need to occur more frequently. On transition and 

transformation journeys, such as those to more flexible, resilient 

and sustainable operations, organisations, lifestyles, communities 

and infrastructures, adaptation might have to happen on a 

continuing basis. Project and programme planning may need to be 

supplemented or replaced with intelligent steering.

Where collective effort is required, decisions may have to be 

taken on whether related projects in cooperating parties should 

be aligned and/or undertaken on a joint or collaborative basis. 

There may also need to be some agreement on the framework 

within which collaborations should occur and how they should be 

managed and governed, including matters such as membership 

and leadership. This could require some reconciliation of different 

approaches and recognition of the reality that the importance of 

projects may vary across the participating organisations, as might 

the costs and benefits of cooperation. 

Categorising Challenges and Risks
Many boards, management teams and programme managers 

are confronted with multiple and diverse issues, challenges and 

opportunities that require very different responses over varying 

timescales. Longer-term trends and developments may require 

and allow proactive adjustment and/or transition over a period of 

time, to a model of operation and portfolio of activities envisaged 

as better able to cope with an emerging reality and anticipated 

scenarios. Some preparation may be possible to minimise the 

hardship and pain caused by necessary changes and help those 

who may be disadvantaged. What other parties should be 

involved?

Some developments are unexpected in their severity, timing 

and consequences. Crises arise. Risks crystalise. Situations can 

suddenly become critical. Extreme weather events are being 

experienced with greater frequency3. Disruptions, shortages, 

breakthroughs and breakdowns occur. Invasions, revolutions, wars 

and such occurrences initiated by others and over which a board 

may have little or no control can just happen. Whether or not they 

should have been foreseen, an entity or group might be forced 

to quickly react as responsibly as it can. When others are also 

affected, should joint or collective responses be sought?

Categorisation of both challenges and opportunities should 

also consider if, where and how innovation, transition or 

transformation might be needed. Long lead times are often 

required to initiate investigations, explore options and assess, plan 

and undertake innovation related activities, and then develop, test, 

launch, evaluate, refine and roll out resulting approaches, solutions 

or other offerings. Fence sitting, avoidance ploys and prevarication 

should be avoided. Prioritisation, action and strategic decisions 

may be necessary while there is still a window of opportunity and 

before looming threats become unstoppable. A portfolio of quick 

Where collective effort 
is required, decisions 
may have to be taken 
on whether related 
projects in cooperating 
parties should be 
aligned and/or 
undertaken on a joint 
or collaborative basis.
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insufficient investment in social infrastructure and result in the 

private affluence and public squalor of John Kenneth Galbraith’s 

critique of ‘the affluent society5. As large scale migrations are 

triggered by climate change and communities require relocation, 

how might more balance be achieved? 

Innovation strategies are needed at societal level, and perhaps 

also internationally if there were a mechanism for securing 

agreement beyond UN Sustainable Development Goals and 

Conferences of the Parties (COPs), whether for biodiversity or 

climate change. In relation to globalisation and interdependence, 

many national Governments are giving priority to the perceived 

short-term interests of their own citizens. Are we seeing a similar 

scenario to Galbraith’s critique at global level, with insufficient 

effort being devoted to collective international responses 

to common existential challenges3,6? Could this exacerbate 

the identified risk of erosion of social cohesion and societal 

polarisation?

A significant proportion of the infrastructure of some countries 

is represented by cities that may be inundated by rising sea 

levels, or are located in areas that may become uninhabitable 

at an affordable cost. Strategic decisions may be required on 

prioritisation and the allocation of resources between protecting 

and adapting existing cities and other communities and their 

relocation to new and more sustainable and resilient built 

environments. Decisions on how adaptation, re-imagining, 

redesign, transition and transformation should be funded are also 

needed. Senior professionals who experience increasing claims 

upon their expertise and time may have to choose where and with 

whom to practice within resulting collaborations. 

Differing Perspectives on Responses to 
Challenges and Risks
Some people are cautious rather than adventurous. They may 

favour continuity rather than innovation. Boards have been 

responsible for both initiating innovations that have had a 

beneficial impact and for delaying or frustrating them. Many 

directors should review their perspectives on adaptation, change 

and innovation. Given their responsibility to work for the success 

of a company, innovations prioritised and pursued have often been 

those that give a company competitive advantage and primarily 

benefit the particular corporate entity and its customers, investors 

and employees. Wider community, social and collective interests, 

the environment, natural eco-systems and future generations 

might be largely overlooked. 

Discussion of innovation and radical responses sometimes 

assume they are inherently desirable, irrespective of their nature, 

motivation, use, affordability, sustainability and consequences. 

They can vary significantly in how inclusive and energy and 

resource intensive they are, and in their contribution to required 

collective responses and community and social priorities. They 

can be disrupters and/or enablers, in either case with negative or 

positive impacts. One innovation may complicate, distract and 

require expensive and scarce resources, while another simplifies, 

encourages focus, increases understanding and provides a 

cheaper and more accessible alternative. Purpose may be a key 

issue for some participants.

Practitioners in demand may become more selective in relation 

to where, when, with whom and for what purpose they work. 

The severity of challenges and risks, and the perspectives of key 

measures, short-term changes and longer-term innovations might 

be advisable. 

Social Innovation and Societal Transition and 
Transformation
Responding to some existential threats and severe risks will require 

societal, community and infrastructure changes and transition and 

transformation journeys, as well as those involving individuals and 

organisations. Focusing just on individual corporate or customer 

self-interests when prioritising and responding might lead to 
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decision makers and those with whom they may need to associate, 

may help those seeking to have a beneficial impact to choose 

between alternatives. For example, potential colleagues may 

differ in the extent to which they are present or future oriented, 

while different projects and programmes may have varying 

time horizons. Might the interest of car enthusiasts in electric 

vehicles lead to over-emphasis on innovation relating to resource 

demanding private vehicles, and insufficient focus on public 

transport, reducing the need for journeys and alternative mobility 

solutions and access models such as shared ownership? 

Charting a Future Course
With existential challenges and severe risks come unprecedented 

opportunities. Where and with whom productivity and other 

professionals choose to practice may depend upon multiple 

factors such as past experiences, empathy with changing 

requirements, time horizons, perspective and severity of 

challenge. Whether from an organisational, community, societal 

or international perspective, key decision makers will benefit from 

independent, objective and balanced advice on what adaptation, 

degree and urgency of change, and innovation priorities should 

be. As with responses to existential threats, some opportunities 

may benefit from collective action. Collaborative advantage 

may become as important as competitive advantage for some 

companies. 

The past experiences of some decision makers and their advisers 

may have narrowed their perspectives and made them excessively 

cautious and defensive of existing activities and approaches. 

Those who are self-aware and open to the creative ideas and 

contributions of others should avoid constraining their thinking. 

Where urgent action is required, in many areas and locations it 

may be advisable to explore multiple options simultaneously. 

Stepping back and avoiding the temptation to ‘set the scene’ by 

reiterating existing positions might enable the consideration of 

more appropriate alternatives. 

Both responsible leadership and responsible innovation are 

required. The two are inter-related7,8. Without them, the scale, 

nature and combination of required corporate and collective 

responses may not be responsible, relevant, sufficient or 

sustainable. Might allowing individuals and cross-functional and 

inter-organisational teams more freedom to suggest or form 

their own groupings and determine their own approaches result 

in more imaginative and ambitious proposals and outcomes? 

It may also reveal talents, indicate potential, identify possible 
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collaborators and suggest purposes, priorities, goals and objectives 

that would engage and inspire individuals, organisations and 

communities.
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Gartner and other sources report that 70% to 80% of digital 

transformations attempted either stall or fail to achieve 

their objectives, and further attribute this failure not to the 

technology, but to fumbled execution.

The Humaneering Technology Initiative (HTI) conducted a 

comprehensive assessment of 47 digital-transformation failures 

arising between 2015 and 2019 in the US and Europe, to provide 

the sponsoring executives with a deeper understanding of why 

and how they resulted in failure. In addition to reporting on these 

assessments, HTI developed a Successful Digital Transformation 

Execution (SDTE) programme to help executives regain their 

confidence and avoid failure.

This article is Part I in a 3-part series to explain the assessment’s 

topline findings and share experiences of the 13 (of 47) 

organisations that participated in the SDTE programme.

Comments Overheard
“Tell me we don’t sound like this.”

“I could actually feel the animus welling up in me when Karim made 

the announcement. I can’t remember when I’ve felt such hatred.” 

Digital Transformation 
Breakthrough
Dr James Pepitone.

“I wanted to reach out and shake them when they dismissed 

our questions and just kept repeating the same words. It was 

like we weren’t even there.”

“I’ve just been in front of a mirror, and I don’t at all like what I 

saw. I wouldn’t want to work in my organization either.”

“This is what we do. We get so wrapped up in our 

assumptions and authority that we give ourselves permission 

to treat people in ways we would never want our children 

treated. It’s not only immoral. It’s bad for business. It’s 

stupid.” 

“I’m not tough enough for this. I had to leave twice and 

broke into tears in the hall. To imagine that we actually 

treated our people this way. What have we done?”

Assessment Workshop 
These comments were overheard as the 31 executives and 

managers of a large company (>10,000 employees) gathered 

for lunch following a morning of workplace simulations.  
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The morning part of the workshop exposed participants to a 

series of role-play experiences similar to what their employees 

faced during the prior digital transformation effort that either 

stalled or failed. Following each 20-minute role-play, which had 

participants alternate between management and employee roles, 

the participants then met to discuss their experience and related 

insights.

We presented the data from our assessment of their failed 

digital transformation attempt this way because our research 

and pilot offerings of this programme made it clear that a slide 

presentation was insufficient to enable executives to understand 

the devastating impact and subsequent problems created by their 

approach. 

Only when enough of the executives could ‘feel’ (ie genuinely 

empathise with) how their employees were treated were they able 

as a group to respond and change their approach and improve 

their digital transformation outcomes. 

During lunch, the participants were broken into new groups to 

discuss their experience and reaction. After eating, HTI presented 

the typical data from their company’s assessment and facilitated 

an energised Q&A period. Following lunch, the participants 

developed a summary of what they learned and what they wanted 

to do differently with their next digital transformation initiative. 

In all, 11 of the 13 management teams involved in this 

programme agreed to the private workshop to learn about their 

organisation’s assessment findings (see ‘An Opportunity for 

Reflection’ on page 45 for comments following the workshops).

Assessment Design
The assessment findings and conclusions presented to each 

management team are developed from knowledge acquired 

through:

• Semi-structured individual interviews with company 

executives, managers and frontline employees chosen with 

the assistance of HR 

• Collection of specific documents (eg, announcements, 

presentations, correspondence, and emails) and other data 

from the unsuccessful digital transformation attempt 

The goal with the workshop is to help the management team 

perceive, understand, and reflect on the impact of their approach 

on their organisation (ie the human side of digital transformation). 

We discovered that every company’s starting situation and 

execution experience is substantially different, primarily due to 

difference in industry, business situation, strategy, management 

team, organisation culture, relevant history, and more. This is 

surprising to many executives we talk with who routinely lump all 

digital transformations initiatives together and imagine one best 

approach for them. 

Because of this uniqueness, we determined that combining this 

data and generating comparative statistics provided management 

very little helpful feedback about what actually went wrong 

for them and why their digital transformation attempt was 

unsuccessful.

We further discovered that much more can be learned by 

considering instead what the management teams said they (a) 

learned from reflecting on their prior execution approach and its 

impact, and (b) decided to do differently the next time they launch 

another digital transformation initiative. 

What’s needed is one or 
more people who most 
organisation members 
actually trust and want 

to follow, despite the 
disruptive challenges and 
changes that are sure to 

arise and impact them 
negatively.
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An Opportunity for Reflection

Participant comments following the workshop (see 

below) tell us that a one-day workshop may not change 

the mindset of an experienced executive, but it might 

inspire new thinking about how to successfully execute digital 

transformation.

“Let me be clear, I hate role plays or any other exercise and see 

them all as a waste of my time. But I feel one hell of a lot wiser 

for the experience. It’s given me a new appreciation and respect 

for our employees. I had no idea of the damaging impact my 

decisions and words were having on them. Never crossed my 

mind.” (Division CEO)

“Thanks for making today about us and not about you. I’m 

really proud of how we worked together to process your 

feedback and decide to fix what we needed to fix, and doing it 

without losing sight for all the things we already get right. This 

will make us unbeatable in the market.” (VP, Operations and 

Logistics)

“I’m not convinced. That’s why I’ve asked your people to 

come try this with our organization so I can see the difference 

for myself. Yes, we screwed up once, but I’ve succeeded at 

everything else so far and I’m hesitant to start experimenting 

now. I need more convincing if I’m going to support a change.” 

(CIO and CDO)

“Today really opened my eyes. We’re so dug into our 

technology solutions and to seeing the workforce as the problem 

we’re trying to solve that we are completely missing what’s 

required to be successful in business in the 21st century. I’m 

encouraged that most of the team was really engaged. I just have 

to be hopeful that enough of us got the message and can course 

correct the rest.” (Robotics)

“I resent the constant barrage of advice and confusing claims 

about how to lead and manage people. Humaneering seems 

different. For once I didn’t feel like someone was trying to sell 

me something. If I’m going to listen to any advice, it’s more 

likely to be yours.” (Division President)

“I want to know where the idea that employees are the 

problem got its start. Why is it us against them? What is 

that? When I think about our people I see nothing but 

caring hard working human beings trying to make a 

difference. And we couldn’t transform the business or do 

much of anything else without them. Hopefully today got 

some people questioning their assumptions.”

“You have me thinking what we need to do differently to 

achieve more than our current success. We’re not going 

to get better as things become more challenging if we just 

keep doing things the same. We need to try this so my team 

can see for itself and make an informed decision.” (VP of IT)

“I’m too old to be changing my stripes now. What I 

learned is I need to give some of our younger people 

these opportunities to lead. It’s a new day in business.” 

(Anonymous.)

“Thank you. This hurt, but it’s what we needed to break 

out of some old thinking.” (VP of Production)

“Right now I’m feeling accountable for a lot of 

unnecessary misery I’ve cause employees I genuinely 

valued, and some I knew personally who were mistreated at 

my direction.” (CEO)

“What a waste of time, just like all the other consulting 

events we’re forced to sit through. These people aren’t 

going to change, and they are blind to the destruction they 

cause for the company and the great people who work 

there.” (Anonymous.)

“I purposely didn’t say much today yet listened intently. 

I’ve been beaten up before for suggesting much of what 

was learned today. I’m hopeful today’s experience will stick 

with people, lead to meaningful change and enable me to 

have more of a say in how we manage our people.” (CHRO)

Management Team Conclusions 
The 11 management teams that participated in the workshop 

experience reached 6 similar major conclusions about where 

they failed and what they needed to do differently in future digital 

transformation attempts. These conclusions are summarised and 

briefly discussed.

(1) Whole business Transformation
The management teams were near unanimous in concluding that 

the single best explanation for their failure was perceiving and 

managing their digital transformation as just a technology project. 

This view was also widely held yet rarely shared openly by some 

executives and most managers we interviewed. Many said they 

didn’t feel good about the ‘technology-first’ approach, yet it was 

advice they were given or that was implied by trusted technology 

consultants and vendors (eg take charge, it’s you versus resisting 

employees, employees just need to deal with it). 

What’s typically referred to as a ‘digital transformation’ is in fact 

much more than the words imply. It is an integral part of a much 

larger business transformation that is inextricably dependent on 

both technology and the organisation. 

Businesses are increasingly challenged to evolve the work 

they perform in order to adapt and prosper within ever more 

challenging, complex, unpredictable, and continuously changing 

conditions. The installation and adoption of new mechanisation is 

itself a huge challenge that requires people in wide-ranging roles 

working, performing, and achieving at their highest levels. 

Many people we interviewed said they could see how all of us, 

working within our deep-yet-narrow specialised expertise, are 

susceptible to the misperception of what needs to occur. The 

tendency is to define the project in terms of our part of it, whether 

we are trying to transition to new digital technologies or achieve 

some other business objective. 

The merits of cross-functionality have been recognised for 

decades, as have the added challenges of working this way as 

compared to simply taking charge, having our way, meeting 

our needs, and finishing our part without the complications of 

involving others. 



46   Management Services Spring 2023

Most businesses are littered with failed projects or larger 

initiatives that took this seemingly more-efficient yet ultimately 

high-risk-approach. The technology sits idle and the executives in 

charge have been replaced by people who claim to know better, 

and yet many executives are tempted by the simplicity of driving 

forward without the organisation following in hopes that this time 

they will succeed. 

(2) Transformative Leadership
The second conclusion reached by the 11 management teams 

was that succeeding at business transformation requires more 

than project management, project leadership, or even typical 

C-suite leadership, yet decidedly NOT what’s referred to as 

‘transformational leadership.’ 

What’s needed is one or more people who most organisation 

members actually trust and want to follow, despite the disruptive 

challenges and changes that are sure to arise and impact them 

negatively (ie leadership determined by followership rather than 

authority).

This person or group would focus on business growth, whole-

business optimisation (ie both mechanised and human work), 

and sustainability (ie far beyond achieving short-term financial 

performance or the limited strategic vision of most C-suites or 

boards). 

Equally important, they would provide the organisation with 

a continually updated vision and progressive development 

targets for the business to work together to achieve, again 

looking beyond today’s routine and largely uninspiring quarterly 

performance objectives. 

This role was described in a wide array of traits and activities by 

the different management teams, yet the clear thread throughout 

these descriptions was the fact that this role did NOT now exist in 

their business (ie with no implied discredit to the CEO, board, or 

other executives), and its absence acts like a brake or persistent 

drag on the business. It was agreed that organisation members at 

all levels are starving for ‘real’ leadership, or leadership of a kind 

that is not now found in their organisation. 

As a practical measure, the teams generally agreed that an 

immediate practical solution might be to help the CEO create a 

role or office to 

(a)   Develop a more salient, explicit, and meaningful 10- to 50-year 

vision for the business (See ‘Essential vision of the future’ below.)

(b)   Develop a support function for a whole-business approach to 

business operations development and optimisation

(c)   Develop a more engaging relationship linking the business’s 

purpose to what’s meaningful about the work of organisation 

members

(d)   Provide direct leadership or co-leadership for all large-scale 

and disruptive initiatives

(3) Essential Vision of the Future
The management teams agreed more or less that their business 

lacked a compelling if even clear vision that inspired customers or 

employees or even shareholders. 

Given the opportunity, many openly criticised their company’s 

vision as lacking substance, meaning, direction, inspiration, and 

more. 

Others asked why everyone was critical now, having been silent 

about their criticism before this moment. The common answer 

was to give the appearance of support for what others thought 

was appropriate. One executive summarised “they had been 

going along to get along” and added that “The people running this 

business need to make more of an effort.”

The participating management team members further reasoned 

that a personally compelling and potentially inspiring vision for 

the business might be the one thing that could unite organisation 

members, give meaning to their work, create a higher purpose 

than self-interest, and pave the way for disruptive changes that are 

sure to arise throughout the business’s evolution. 

Executives on several teams were inspired to seize the 

immediate opportunity to form a group to work on developing a 

new vision for the business that delivered on the aforementioned 

potential. Others saw this as an early objective for the yet-to-be-

created role of transformation leader. 

(4) Continuous Development and Change
Another conclusion arrived at by all of the management teams 

was that many businesses had already crossed an inflection point 

to where development and change are now best thought of as 

continuous.  

Most aspects of business operations now operate continuously 

(eg, 24/7 ecommerce, follow-the-sun global workflow, 

continuous production) or follow short, disciplined cycles (eg, 

reporting periods, software updates, opening and closing) with 

punctuated changes. 
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They concluded that ‘continuous development and change’ 

should become the de facto rhythm of business adaptation and 

evolution, taking the place of outdated change management 

models and methods conceived for an earlier time where long-

term routines were broken up infrequently when change was no 

longer avoidable. 

Digital transformation could be enhanced substantially by 

capitalising on this new rhythm. The punctuated adoption and 

continuous updating of technology could be blended into a 

routine flow of developments and change, thus making the whole 

process better, faster, cheaper, and easier.  

(5) Frontline Leadership
Agreement was also near universal that current digital 

transformation efforts typically ignore or run roughshod over 

frontline managers and their organisations. Such treatment 

inevitably develops unnecessary and unhelpful resistance, lowers 

productivity, and increases both costs and the probability of 

failure. 

The management teams were quick to toss out examples of 

where this scenario played out, resulting in technology that was 

implemented at great expense but never utilised. 

Participants concluded that It made no sense to not capitalise 

on the intrinsic knowledge of any organisation that was supporting 

current operations. The fact that organisation members will be 

displaced by the new technology is no excuse to do otherwise. 

The business press and academic literature document numerous 

case examples detailing the substantial benefits of engaging soon-

to-be-displaced workers in turning out the lights.

They largely agreed that future digital transformation initiatives 

should engage frontline leaders and their organisations and 

capitalise on their potential contribution in the planning, design, 

and execution of new technology. 

(6) Continuous Support on Demand
If continuous development and change is the new rhythm of 

business, then support for development and change should 

also be continuous and on demand. This was the sixth major 

agreement among the management teams involved. 

Organisations would be better served with the creation of a 

new cross-functional support group whose sole purpose is to 

support management at all levels with exploring development 

opportunities, designing improvements, and applying proven yet 

adaptive methods to support flawless execution of development 

and change. 

(Note: Part 2 of this article series will focus on continuous 

development and change and discuss in detail this concept of 

support on demand as envisioned by the participants.)

What Did We Learn?
We conclude that the assessment and workshop played only a 

small yet critical role in unleashing this level of breakthrough 

thinking by the management teams. It merely shed new light 

where a blind spot had developed. 

It’s natural for each of us to think of the opportunities and 

challenges we encounter primarily in terms of our acquired 

expertise. Technologists and engineers are no different. They know 

more than the rest of us about digital technology, and they are 

also largely blind at a professional level about people and their 
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human nature (ie human operating systems).

The experience got these bright and talented executives and 

managers thinking more deeply about the magnitude and nature 

of the changes that lie ahead, in combination with the importance 

of organisation support every step of the way. 

The future will not be about one-off technology projects. It will 

consist of a continuous flow of incremental developments, some 

larger and some smaller, that altogether represent the beginning 

of a new era in operations development and optimisation. It 

matters not whether these changes are driven by the availability 

of new technology or the next pandemic, they will be continuous, 

and their successful navigation will be highly dependent on a fully 

engaged and enabled organisation. 

Through this experience, the participants came to realise that 

they needed to revise their perception that digital transformations 

could be driven by digital technology alone. 

They also recognised that what’s called ‘digital transformation’ 

is actually a transformation in how businesses operate to better, 

more profitably, and more competitively serve customers. It’s how 

the organisation works to achieve its vision. 

Finally, they came to realise that the CIO or IT or other 

technology department wasn’t going to be able to drive this 

initiative alone. ‘So-called “digital transformation” initiatives need 

to be reframed as “whole-business” initiatives in which all parts of 

the business and every function is engaged to capitalise on new 

ways of working as they become possible. 

Parts II and III
In Part II of this series (Summer 2023), titled Continuous 

Operations Development, Dr James Pepitone reveals how several 

executive teams operationalised their plans for ‘continuous 

development and change’ and ‘continuous support on demand’ to 

expand, accelerate, and relaunch their prior digital transformation 

initiative and far exceed their original objectives. 

In Part III of this series (Autumn 2023), titled Natural Change 

Management, Dr James Pepitone discusses how several executive 

teams implemented the ‘transformative leadership’ role, and 

applies the lessons learned to reconceive traditional change 

management for continuous change. 



 

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

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

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

Why Don’t YOU  
Join the IMS

What Next?
Contact the IMS for an application form
W:   www.ims-productivity.com
E:   admin@ims-productivity.com
T:   01543 308605

*   Lichfield Business Village, Staffordshire University Cen-
tre, Friary Way, Lichfield, Staffs WS13 6QG

 
• Actively promoting the IMS in your place of 

work 

• Encourage colleagues at work as well as  
professional and social contacts to join  
the Institute

• Refer potential new members to the Journal  
as an example of what the IMS is about

• Remind potential members of the benefits 
of IMS membership, eg education system, 
recognised professional qualification

• Up to the minute information via the IMS 
Journal and website professional support

• Undertaking contract/consultancy work


