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CHAIRMAN’S COLUMN

Productivity is key
political issue...or not?
n the Spring edition of the journal I made reference to an
article by Chris Giles, published in the Financial Times on 17
December 2014, entitled ‘Productivity will make or break
the next Government’. The article referred to the Ofﬁce for
Budgetary Responsibility’s Autumn Statement which assessed
the sensitivity of its forecasts to its various paths for productivity
and, what Chris Giles argued, was that productivity was so
important it would determine whether the general election was
‘a-must-win’ or ‘better-to-lose’ election.

I

mirrored those of the opinion polls. This lack of political clarity
manifested itself in other areas as well. According to the
minutes of the Bank of England’s Monetary Policy Committee,
two of the bank’s ofﬁcials voted consistently to increase
interest rates, but have since done a U-turn and voted to keep
borrowing at 0.5%. If the ‘experts’ can’t make up their mind’s
on the correct course of action, then what chance us mere
mortals? Incidentally, both are apparently paid £100K a year for
the part-time job of voting on interest rates!

I found it interesting in the run-up to the election that the term
‘productivity’ wasn’t mentioned once by any of the politicians,
neither during the debates or in any of their manifesto pledges.
General comments on the economy were evident but certainly
nothing on improving the productivity of the country. Could it
be that politicians don’t understand it, or they think that those
they are appealing to for votes won’t understand it, or is the
term just not a ‘sexy’ enough? Whatever the reason, it is up to
us as professional
practitioners to continuously raise
the proﬁle of productivity and
ensure that it is understood
by everyone.

Not wishing to dwell on the banks too much, but regular
readers of my column will be aware that I’ve made comment
on a catalogue of scandals surrounding them over the last few
years. The latest scandal is that of HSBC’s Swiss Bank. In the
UK, we recently had the revelations that the bank had helped
thousands of wealthy customers evade tax. This was followed
by grovelling apologies for ‘unacceptable events’ from both the
Chairman of the bank and his Chief Executive. Apparently in
France, the bank is now under formal criminal investigation and
hit by a 1billion Euro bail charge amid allegations of a similar
nature. It goes without saying, that the potential scale of the
tax avoidance could be massive, if you multiply the avoidance
by the many countries in which the bank operates.

Also interesting during
the run-up, because of
the unpredictability
of the outcome, was
that the ﬁnancial
markets were quite
jittery. As we know, one
thing the markets don’t
like is uncertainty, and
ﬂuctuations in the
FTSE almost

Of course, as we all know – for every action, there is an
opposite and equal reaction – and HSBC has recently blasted
the Government’s bank levy, and warned that the fee could
sway its review on whether to quit the UK or not! So why
should it leave? To save a bit of tax, enjoy less scrutiny of its
wrongdoings, fewer complaints about banker’s pay (240 of
their staff are paid more than £1million), incentives from other
countries desperate to lure a global organisation! In terms of
why should it stay? We have a stable democracy in the UK that
encourages banking, we bail out banks that go bust, we don’t
tax them too much, we listen to their complaints and, in reality,
London is the centre of the global ﬁnancial system!
As I am writing this column the results of the general election
are just being announced and we will all have our own opinions
on the outcome. With the Conservatives being re-elected,
the City will certainly be pleased and, you can bet, that HSBC
will not now quit the UK. With regard to the results and their
unpredictability, I would make only three observations:
Never take anything for granted,
Never doubt the intelligence of the electorate, and
Never underestimate the importance of a ‘good’ leader.
Dr Andrew Muir
Chairman
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Progress made on the
Institute’s strategic objectives
A

s I am nearing the end of my four year tenure as Chairman
of the Institute, I thought it only appropriate to review
the progress made on our strategic objectives. Members
will recall that when I became Chairman in 2011, three principal
strategic objectives were established and over the intervening years
I’ve provided updates on these through my Chairman’s Column.
The following provides a further update:

First objective
To strengthen the links between the Institute and its existing
approved education providers, and to develop new links and
providers, particularly those overseas.
We have worked in conjunction with our education providers
to revamp the fee structure for all areas of education including
student/membership fees, audit and provider fees, and the
guidelines for their application.
We have redesigned all of the Institute’s certiﬁcates including
approved education providers certiﬁcate, the IMS certiﬁcate
and diploma, student of the year certiﬁcate and membership
certiﬁcates for all grades of membership including that of Honorary
Fellowship.
We also now endorse Scott-Grant’s (one of our providers) rating
clinics/workshops, which are audited annually along with their
IMS certiﬁcate course. The Institute’s logo now appears on ScottGrant’s rating card, which is issued to those who have successfully
completed the course.
In terms of bringing on board new education providers,
particularly those overseas, perhaps the best and most successful
example, is that of Jafcon. More than 20 students have already
been registered with the Institute and the tutors delivering Jafcon’s
productivity improvement programme (PIP) have also registered
with the Institute and become members. This new partnership is
developing rapidly and, it is anticipated, will go from strength to
strength. There are plans to bring on board other overseas training
consultancies.

Second objective
To raise the proﬁle and increase the membership of the Institute
in the retail and service sectors, which have been identiﬁed as
signiﬁcant growth areas in the economy.
There have been a range of initiatives to raise the proﬁle of the
Institute and increase membership in the retail and service sectors.
Raising the proﬁle has included liaising and supporting national
and international productivity organisations such as:
The World Confederation of Productivity Science (WCPS) – John
Heap, who is a Member of the Institute’s Council of Management
and a Past Chairman of the Institute, is the current President of the
WCPS and continuously promotes the IMS throughout the world.
We also send an Institute representative to the World Congress to
network with other professional productivity organisations and to

report on the event for the Institute Journal. This year, the Congress
will be held in Halifax, Nova Scotia, Canada.
The European Association of National Productivity Centres
(EANPC) – John Heap is the current President of the EANPC and,
in conjunction with the Institute’s Council of Management, is
investigating the feasibility of arranging a joint IMS/EANPC
conference to be held in the UK in 2016, which will coincide
with the 75th Anniversary of the Institute.
IMS Chapter in Bahrain – we are currently in discussions with Dr
Akbar Jaffari, CEO of Jafcon, to open an IMS Chapter in Bahrain. It
is anticipated that when this initiative comes into effect, it will raise
the proﬁle of the Institute in that part of the world and help to
recruit new members.
We also continue to raise the proﬁle of the Institute in the UK by
continuing to promote productivity and respond to issues and
articles on the subject. A recent example was reported in the
last Journal in which I responded to an article in the Financial
Times by Chris Giles’ – ‘Productivity will make or break the next
Government’.
In terms of increasing membership in the retail and service
sectors, it will be evident to regular readers of the Journal that
over the past few years the Student of the Year Award has been
won by a person from the retail sector. The 2014 award winner
was no different. It was won by Rachel Jinks from Tesco Stores Ltd,
illustrating the drive, in conjunction with our education providers,
to recruit more members from this sector.

Third objective
To improve communications and, in particular, the Institute’s use of
the internet.
There are a number of areas of the Institute’s activities which fall
into the category of improving communications. The most obvious
being the quarterly Journal.
There have been a number of subtle, but signiﬁcant changes in
the content and layout of the Journal. The inclusion of productivity
news items from around the world, a book review section and,
of course, the Chairman’s updates. The changes seem to be
appreciated by the Members, with one senior Member writing
to me to comment: “Read every word of our Journal, one of the
best”. We also now, as a matter of practice, send a copy of the
Journal to those that feature in its pages and again the feedback is
very positive.
The News Letter is another communication initiative that has
been developed over the last few years and again there have been
numerous complementary comments on how interesting and
informative these are.
With regard to the Institute’s website, this is updated regularly,
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and is becoming increasingly important as we recruit more
overseas members who use it to access information, including
the Institute Journal. We are, of course, continuously trying to
improve the layout and content, indeed, as I write this update
we are currently adding to the Member’s Beneﬁts section on the
site in order to reinforce the value of membership and to remind
those who are members of the support that is available.
The above update illustrates what has been achieved over
the last few years in terms of our strategic objectives. In
addition to these, we have also made signiﬁcant changes to the
administration and management of the Institute, in order to
make it more effective and efﬁcient.
In conclusion, my four years as Chairman have been
challenging but also rewarding and I would like to thank all of
my colleagues on Council for their support and making my spell
as Chairman so enjoyable.

serves behind the bar and that the bibles have handles! Is this
the ultimate in German efﬁciency?

German efﬁciency!
Talking about efﬁciency, I had occasion to visit Germany last
month and was intrigued to see a pub and church combined
(see photograph). Apparently, you can walk into the pub by the
front door, commit your sins, then walk through into the church
and have them absolved. I was informed that the priest regularly

SCOTTISH REGION NEWS

EAST MIDLANDS REGION

SRUC Golf Challenge

Visit to the JCB premises

The SRUC Golf Challenge was held at Elmwood Golf Course,
Stratheden, Cupar, on Friday 8 May, 2015.
The Chairman represented the Institute at this unique event,
which was organised by Elmwood College’s Golf Management
students. The students handle everything from tee times to
prizegiving which forms part of the assessment for their Higher
National Diploma/Certiﬁcate course.
The event was well attended, with more than 30 senior
managers and professionals participating all of whom agreed
that the day had been a resounding success – congratulations
and well done to the students!
Each year the proceeds raised go to charity, and this year’s
recipient charity was ‘Mary’s Meals’.

On Monday, 11 May, a party of IMS East Midlands Members
and guests, visited the JCB plant at Rocester, Staffordshire.
The visit began with a welcome from the host staff, who
then gave a short presentation in the JCB theatre showing
the corporate AV on the global manufacturing facilities and
products. The party divided into two groups and, led by a
guide, each visited the assembly line of the world famous
backhoe loader machine. The party saw the process of how the
machine is built from the delivery of steel sheet, proﬁling, laser
cutting, welding, paint shop, assembly and ﬁnally the ﬁnished
product. The tour then viewed the ofﬁces and concluded in the
hospitality suite, where they enjoyed an afternoon cream tea.
The company has had a most interesting history and
originated in 1945, from one man in a garage in Uttoxeter to
2015 to become a major global brand. Currently, the company
employs a 11,000 strong world-wide force, with 22 plants in
four continents and more than 750 dealers around the world.
JCB is always looking forward to the next development and
pushing the boundaries of research and development. In 2013,
the millionth JCB vehicle was built – a 22 tonne js220 tracked
excavator: if all these 1,000,000 machines were parked end-toend, they would stretch from the UK to Australia.
The visit proved to
be a truly excellent
event and everyone
beneﬁted from the
experience.

Pictured are: HND Golf Management Student, Max Wang and HNC Golf Management
Student, Sophia Li, (both from China) along with Institute Chairman, Dr Andrew Muir.

The Adam Smith
Global Foundation
The Adam Smith
Global Foundation
held its ‘Traditionally
Inspired Dinner and
Entertainment of the
Period’ on Friday 29
May, at Fife College.
Details of the event
will be reported in the
next edition of the
journal
Scottish Region
Secretary

John Davies,
East Midlands
Regional Secretary
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Obituary
Harry Hogg (1951-2015)
It is with sadness that we
report the death Harry Hogg
on 15 May 2015 in the Wigan
& Leigh Hospice after a long
illness. Harry was a member
of the Institute’s Council of
Management and had a long
and active association with the
Institute, serving as Chairman
and also Secretary of the
North West Region.
Harry did so much to
promote the interests of the
Institute and organised many

the NW regions works visits.
He was always diligent and
professional in the way he
undertook his Institute duties.
Harry was a very caring
and kind man, and this was
reﬂected in his many voluntary
community activities.
Throughout the 1980s at
Wigan College, Harry assisted
disadvantaged students and
adults as a volunteer tutor
in literacy and numeracy. He
acted as a business advisor for

WEST MIDLANDS REGION
Visit and Tour, RAF Museum,
Cosford, Shropshire

On Friday 27 March a party
from the West Midlands
Region visited the RAF
Museum at Cosford,
Shropshire and had a
conducted tour of the purpose
built Conservation Centre by
the Centre Manager Darren
Priday.
The RAF Museum Cosford is
the sister museum to the RAF
Museum at Hendon, North
London.
Three major projects are
currently being undertaken,
and the most high proﬁle
is the conservation of the
World War II German Dornier
Do17z bomber which was shot

down in the Battle of Britain
and ditched into the English
Channel in the area of the
Goodwin Sands to become the
home of lobsters, crabs and
other marine life.
Another major project is
the conservation of a Vickers
Wellington, a British World
War II twin engine bomber.
The Wellington was built
with a geodetic structure
developed by Barnes Wallace
(of bouncing bomb fame),
and is currently dismantled
into its main components and
stripped of its fabric covering.
The third signiﬁcant project
is the restoration of another

Young Enterprise, a charity
set up to provide young
people with an exciting and
imaginative practical business
experience. In recent years,
Harry devoted his time to
giving support to cancer care
groups for the local NHS Trust.
Harry was a kind and caring
man, always willing to assist
others and he will be sadly
missed by his many friends
and Institute colleagues. At

this sad time our thoughts are
with his wife and daughters.
David Blanchﬂower
Council Delegate
NW Region

The Institute is pleased to announce that a
new cohort of students have achieved the
IMS Certiﬁcate Award 2014
Paul Jenkins AMS, Siraj Bhamla AMS, ScoC Seacombe
AMS, Simon Mitchell AMS, Derek Hosker AMS, Michael
Grannell AMS, Karen Armstrong, ScoC Ward AMS, Rachel
Jinks AMS, Ciaran Fleming, Graham Prowse AMS, Peter
Stevens AMS, Johanna Eccles, Kimberley Aspinall, Vito
Rivelli AMS, John Robinson AMS, MaChew Cook AMS,
Mar(n Colegate, Simon Massam AMS, Tony Holland AMS,
Florence Kazimoto AMS, Letsweletse Annah Selete, Julia
Gaothusi, Lesego Tapela, Pelonomi Pearl Tlhagwane,
Frediricks Ndjavera, Freddy Bopa, Tshepo Nkipa, Solly
Molefe, Samuel Siphi, Gaehetswe Maphakwane, Ofentse
Alec Ikaneng, Martha Baitsemi, Samuel Modise, Dinah
Lekhane, Dineo Thekiso-Molebatsi, Claire Barker AMS,
Philip Beesley-Evans, Lea(le Bapege, Geoffrey Tomkinson,
Lewis Richardson, Peter Le Page AMS, Emma Lowe AMS,
Naledi Motshegwa, Devotha Herman AMS, Benjamin
Mawson AMS.

WWII British bomber – a
Handley Page Hampden twin
engine medium bomber. The
major components of the
aircraft were recovered from
a remote area in north Russia
where the plane crash landed
with its British crew.
A very interesting and
informative guided tour of
some unique items from our
aviation history. Our thanks to

our very knowledgeable guide
Darren Priday.
John Hopkinson,
Chair, West Midlands Region
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Appointment
of Institute
examiners and
assessors
The Institute is looking to recruit
additional examiners and assessors for
its Management Services Certiﬁcate
examinations. This is an opportunity to
contribute to the development of the
next generation of our profession.

T

he main job of examiners is to mark scripts submitted
by candidates – working to agreed marking criteria.
Additionally examiners will on occasions be asked
to write additional examination questions/papers and to
contribute to discussions on the future of IMS examinations
and qualiﬁcations.
Assessors are responsible for overseeing of the ‘quality’ and
‘standards’ of the IMS examinations. They will sample papers
marked by examiners and comment on the consistency and
robustness of the marking. Their role is to ensure that all
examination questions are appropriate and that all students
receive a similar standard of marking.

• Have sufﬁcient standing, credibility and breadth of
experience to command the respect of professional peers
• Understand the professional ethics of the Institute

CRITERIA FOR APPOINTMENT OF ASSESSORS AND
EXAMINERS

CONFLICT OF INTEREST

Those wishing to become an examiner or assessor for IMS
qualiﬁcations should:
• Be Corporate Members of the Institute
• Have experience in a number of areas of the Institute’s Body
of Knowledge

Preference will be given to candidates who:
• Have competence and experience relating to the design and
marking of examination questions, and to the design and
operation of other forms of assessment
And especially for the post of assessor, to candidates who:
• Are aware of current developments in the design and delivery
of professional qualiﬁcations and curricula

Examiners and assessors must not work for any agency
or organisation that provides courses leading to Institute
qualiﬁcations, and are expected to ‘declare an interest’ if
they have any personal or professional relationship with any
member of staff of such an organisation or agency, or with any
student undertaking Institute examinations.

Institute Membership Certiﬁcates
In recent months the Institute has been promoting membership
upgrading to its membership. We now have a new easy to follow
membership grade table on our website and we have redesigned
all of membership certiﬁcates with a new modern design.
With these new initiatives in place it is the Council of
Management’s aim to update the image of the Institute. If you
are already an Associate, Member or Fellow of the Institute you
can update your current membership certiﬁcate with our new
design, for a nominal fee of £10.

Why Not Upgrade Your Membership?
All Institute Members are urged to consider upgrading their
membership. If you have held the grade of Member with the
designatory letters, MMS or MMS (Dip) for at least ﬁve years and
have gained the necessary experience in your profession you
could well meet the criteria to apply for the grade of Fellow FMS.

You may have held the grade of Associate AMS for three years
and should consider upgrading to a full Corporate Member of the
Institute which allows you to use the designatory letters MMS.
Making an application to upgrade your membership of the IMS
is straightforward and your application will be fully considered by
our Membership Panel, which consists of three senior Fellows of
the Institute.
If you would like to ﬁnd out more about upgrading your
membership with the Institute, please visit our website www.
ims-productivity.com or contact the Institute ofﬁce on Tel : 01543
266909.
“Being entitled to use the term ‘Associate’, ‘Member’ or
‘Fellow’ of the Institute of Management Services is a ‘badge’ of
recognition indicating achievement, impact and high standards,
as well as the professional standing of those elected,” said Dr
Andrew Muir IMS Chairman.

PRODUCTIVITY NEWS
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Only a ﬁfth of
employees ‘feel
proud of employer
behaviour’
A recent survey conducted by Business in the Community (BITC)
found that in general, public attitudes to large businesses was
positive. However, the majority of workers surveyed felt their
employer could do more for society, with just 22% reporting
they felt proud of their employer’s behaviour towards society.
Treating employees with respect is the most important sign
of an ethical business, with implications for attracting talent, a
survey has revealed.
Respondents ranked respectful behaviour towards staff
higher than activities traditionally associated with responsible
business, such as giving to charity or treating customers well.

Disciplinary chair’s inexperience
led to a successful claim
The recent case of Thomson v Imperial College Healthcare NHS
Trust heard by the Employment Appeal Tribunal (EAT), serves
as a warning to employers that they should always ensure
an experienced person presides over a disciplinary hearing,
otherwise a resulting dismissal could be procedurally unfair.
The case before the EAT involved a neonatal consultant
who was dismissed for bullying her colleagues. The employer
appointed a medical consultant to chair the disciplinary
hearing, who had no experience or training in how to conduct
disciplinary proceedings. Following the disciplinary hearing, he
dismissed Thompson summarily for gross misconduct.
An employment tribunal found that the dismissal was
procedurally unfair and criticised the appointment of a
disciplinary chair who lacked experience. The tribunal said: “As a
minimum, fairness entails a decision by someone equipped with
ability and experience commensurate with the demands of the
case.”
The Employment Appeal Tribunal upheld the tribunal’s
decision and went on to stress that it was the disciplinary chair’s
failure to apply the employer’s own procedure properly, which

justiﬁed the tribunal’s conclusion that his absence of training
and experience affected the fairness of the proceedings.
Full details of the EAT decision can be seen at: http://www.
bailii.org/uk/cases/UKEAT/2015/0218_14_3001.html
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Energy efﬁciency is
about productivity
The Australian Government’s Energy White Paper to be
released in 2015, will set out the Government’s vision for
an integrated approach to energy policy, to reduce cost
pressures on households and businesses, improve Australia’s
international competitiveness and grow the country’s export
base and improve economic prosperity. The Government
recognises that controlling overheads will help to bring
expenditures down and improve overall productivity.
The Australian building sector is one of the country’s
major contributors to greenhouse gas emissions. Emissions
from power used on sites, together with emissions involved
in creating all the materials used by the industry, contribute
around 23% of Australia’s total emissions.
An increase in energy productivity would lower this figure.
Energy productivity means increasing the amount of output
for every unit of power consumed. The building sector is
the sector where actions to reduce emissions can be made
at the lowest cost, with cost-effective technologies already
available.
The world’s biggest economies see energy productivity as
a major priority. The G20 Energy Efficiency Action Plan says
that energy efficiency is a serious concern for G20 member
states. As consumers of 80% of the world’s energy, they
know that improving energy productivity can drive economic
activity and productivity, strengthen energy security and
improve environmental outcomes. It can also cut costs for
businesses and households [and] drive business efficiencies.

British low productivity
The past ﬁve years have seen the UK economy climb out of
recession to become the fastest-growing in the developed
world. Unemployment has steadily declined and wages are
rising. The deﬁcit has been cut to £81 billion from around
£150 billion in 2010.
But Britain’s recovery isn’t as solid as it might ﬁrst appear.
France has a smaller deﬁcit, while Germany’s was entirely
eliminated this year. More alarming, worker productivity
in France and Germany is much higher than in Britain. For
every hour worked, Germans produce 28% more than their
British counterparts; French workers, 27% more. Even Spain
does better, and there is no sign that things are improving
– Productivity growth in Britain is now slower than in any

German wages increase
German workers are getting a raise, which could give a bump
to the rest of Europe – and eventually the US and other parts
of the world. Economists have long criticised Germany’s exportdriven economic philosophy and large trade surpluses. The
country’s strategy, they say, comes at the expense of its struggling
neighbours and has exacerbated the region’s debt crisis by
sapping demand.
Germany – the biggest economy in Europe and No. 4 globally –
is seeing a pickup in growth and unemployment near record lows,
rising wages should eventually spur higher consumer spending,
more imports and a smaller trade surplus. All that would beneﬁt
the Eurozone and help the global economy.
Germany’s metalworkers union IG Metall secured a 3.4% pay
increase in February 2015 for workers in the Baden-Württemberg
region, seen as a indicator for other wage deals. When a recently
enacted minimum wage of 8.50 euros an hour is included,
German wages will probably rise 3.5% this year, the biggest jump
since the early 1990s.

other G-7 country.
Part of the problem is the sort of economy Britain has
become. Employment may be at record levels, but many
new jobs are low-skilled and low-paying. More than 20%
of UK jobs need only primary-level education, compared
with 5% of new jobs in Germany. After Spain, the UK
has the highest proportion of low-skilled jobs among the
members of the Organisation for Economic Cooperation
and Development.
Low-skill jobs translate into low pay, in-work poverty
and high welfare costs. Per-capita gross domestic product
income in the UK is lower than in Germany, Belgium or
Ireland, and half that of Switzerland. In order to prosper
Britain needs to increase productivity and have a far higher
proportion of skilled and highly skilled jobs.
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CHARTER ROOM, THE GEORGE HOTEL, BIRD STREET, LICHFIELD, STAFFORDSHIRE WS13 6PR

Notice of Annual General Meeting
NOTICE IS HEREBY GIVEN of the fiftieth Annual General Meeting of the Institute to be held at
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Student of the Year 2014
The Institute’s Student of the Year, Rachel Jinks, talks about her experiences
both during and after the training course, as well as the beneﬁts she has
gained from completing the IMS qualiﬁcation.

O

ctober 2013 was the start of my Institute of
Management Services (IMS) training at its Approved
Provider Centre, Scott-Grant Ltd, based in Manchester
and the beginning of my retail industrial engineering career.
Initially, my role with Tesco was to support all UK and ROI
stores with any queries they had regarding productivity.
To better support them I felt that I needed to improve my
knowledge and therefore decided to complete the (IMS)
Management Services Certiﬁcate course. My colleagues were

Anyone who decides to take
the IMS course will cover a wide
range of techniques, which are all
based around the core principles.
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very supportive of my training, as they had all previously
completed the same IMS Certiﬁcate course. It was reassuring
to know that I could always ask them for help if I was
struggling with any part of the training material. After
completing the ﬁrst part of the course, I soon realised that
this was the right career for me.
The IMS Certiﬁcate course I undertook requires the
completion of four modules over a four week period,
including Productivity Foundation (Module 1); Productivity
Analyst using Time Study (Module 2); Improving Method and
Processes (Module 3); and Developing a Lean Environment
(Module 4). Scott-Grant also offers Productivity Analyst using
MOST and Productivity Analyst using PADS, as alternative
modules for Productivity Analyst using Time Study. A great
beneﬁt of the course is that students have the option to
tailor what they study, to meet their career and business
requirements. The IMS Certiﬁcate course is completely ﬂexible
to your needs; fellow students on my course were either
completing the four weeks together or were only doing one
module and returning at a later date to complete further
modules.
I decided to complete Modules 1 and 2 together and
returned eight months later to complete Modules 3 and 4.
This enabled me to practise the measurement techniques and
use the knowledge that I had gained in the classroom, in the
retail environment in which I work. This may not work for
other students or businesses, but I felt that it worked well
for me. After gaining my full professional IMS qualiﬁcation,
to further build on the techniques I had already acquired, I
returned to Scott-Grant to complete the Productivity Analyst
using MOST module.
Finding out that I had been chosen as the IMS Student of
the Year 2014, has been the biggest achievement in my career
to date. My friends, family and colleagues are all extremely
proud of my achievement. It was also great to meet and
share the experience with winners from other industries at
the presentation day in January. The presentation was held
at Scott-Grant in Manchester and afterwards, Richard Taylor
– Scott-Grant’s managing director, David Blanchﬂower – IMS
treasurer, all the winners and their line managers attended a
celebratory lunch.

Beneﬁts I have derived from completing the course
Since gaining my IMS Management Services Certiﬁcate, new
opportunities have arisen for me. I have been appointed as
a retail industrial engineer, which enables me to use all of
my skills on a daily basis, and to continually improve and
maintain the productivity standards in all areas of our stores.
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I now look at things in a different way, not just in the work
place but also at home, and spot things which others would
not necessarily see.
Having a recognised professional qualiﬁcation where people
are in short supply and in demand, both in the UK and around
the world (particularly in the USA), is a great professional
advantage. It’s also been great to develop my transferable
skills, as well gaining the professional skills and knowledge.

Beneﬁts others would gain from completing
the course
The way that Scott-Grant ran the course in an open classroom
environment enabled me to engage and meet with people
from different sectors. The group’s interaction was brilliant,
with shared experiences and open and honest discussions
broadening everyone’s knowledge and views. I personally
valued this type of interaction to help continue my learning,
as well as seeing my network starting to grow.
Anyone who decides to take the IMS course will cover a
wide range of techniques, which are all based around the
core principles. This, an enabler, gives you the freedom to
express through modelling. As part of the course students
will also obtain their rating qualiﬁcation, which helps you to
understand human performance. This part of the course alone
is beneﬁcial to any business where human performance is key.
Completing the IMS qualiﬁcation is not just for people who
are interested in becoming an industrial engineer. Last year,
some of my peers beneﬁted from a two day open course
which gave them an insight into productivity basics, as well
as covering off how to complete a random activity sample.
This allowed them to understand what we do, but helped
to demystify the outcome of the measurements, as well as
broadening their productivity knowledge and highlighting
the importance of the industrial engineer in our business.
Anyone who decides to take the IMS course, or even the two
day open course, will thoroughly enjoy it. The new skills and
knowledge they will learn will help them achieve their personal
goals and are beneﬁcial to businesses from all sectors.

Finding out that I had been
chosen the IMS Student of the
Year 2014, has been the biggest
achievement in my career to date.
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BOOK REVIEW

BOOK REVIEW
Management
Book of the
Year Award
winners

Title:
Author:
Publisher:
ISBN:
Pages:

T

he Management Book of the Year competition is
organised by the Chartered Management Institute in
association with the British Library and is sponsored
by Henley Business School. The objective of the competition
is to identify a book that has the potential to transform the
effectiveness of working managers or equip students for future
management roles.
The following three book reviews relate to winners in the
Management Book of the Year Awards 2015 and relate to the
following category winners.

Management Futures category
The Key by Lynda Gratton, published by McGraw Hill Education
Practical Manager category
The Little Book of Big Management Theories by James McGrath
and Bob Bates, published by Pearson
Management and Leadership Textbook category
Organizations and Management in Cross-Cultural Context by
Zeynep Aycan, Rabindra N Kanungo and Manuel Mendonça,
published by Sage Publications

The Key – How corporations succeed by solving
the world’s toughest problems.
Lynda Gratton
McGraw Hill (2014)
978-0-07-183896-2
253

Lynda Gratton is professor of management practice at
London Business School and the founder of the Hot Spots
Movement. Considered to be one of the world’s foremost
authorities on of the future of work and human capital,
Lynda Gratton argues that global corporations can be
major players in changing the world, with their massive
networks of human resources, varieties of expertise, and vast
organisational skills.
In The Key, Lynda shows how companies like IKEA,
Nike, Vodaphone and Unilever, are devising innovative
ways to tackle critical social issues. She describes how
corporate leaders can transform their own company into an
organisation equipped to tackle today’s toughest issues.
The book is grounded in real examples and backed by
solid research and takes the discussion about resilience to a
higher level, by clearly describing what it takes for leaders
and employees to collectively make their corporation a force
for good in the world.
Lynda Gratton makes a compelling, well-researched and
practical case, that corporations possess the power, the
responsibility, and the capability to make this world a better
place. The book paints a clear picture of the impact large
companies can have in changing the world for good. This is
a must read for anyone with a social conscience, who desires
a fairer world for all to live in.
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Title:
Author:
Publisher:
ISBN:
Pages:

The Little Book of Big Management Theories…and
how to use them.
James McGrath & Bob Bates
Pearson 2013 (Kindle and print versions)
978-0-273-78526-2
253

This is an excellent book, whether you want to read it from
cover to cover or dip into it at your convenience. The book is
a must for any manager or management services ofﬁcer, as it
clearly deﬁnes the different management theories.
The book is an excellent reference source for 89 management
theories all explained in a succinct way, with a layout that is
perfect for short reads.
The two authors have succeeded in producing a reference
book that will assist managers in understanding the various
theories, and how they can be used to inﬂuence people,
and bring about a more efﬁcient organisation and a better
performing workforce.
McGrath and Bates concentrate on the theories that really
matter to managers day-to-day. Each theory is covered in two
pages – telling you what it is, how to use it and the questions
you should be asking – so you can immediately apply your new
knowledge in the real world.
All managers need solutions to everyday work problems fast.
The Little Book of Big Management Theories gives you access to
the very best theories and models that every manager should
know and be able to use. Practicing management services
ofﬁcers will be aware of many of the theories contained in the
book, as it includes McGregor, Taylor, Handy and many more. It
is an excellent, easy to read publication that should be on every
manager’s bookshelf.

Title:
Authors:
Publisher:
ISBN:
Pages:
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Organizations and Management in Cross-Cultural
Context
Zeynep Aycan, Rabindra N Kanungo, Manuel
Mendonça
Sage
978-1-4129-2873-1
375

This excellent textbook focuses on the important topic of
working with different cultures. In this modern age, few
businesses are solely domestic these days, so working across
countries is a common challenge for managers. The combination
of frameworks, examples and case studies used within the book
provides the reader with an insight into how to tackle one of
the growing trends of our time, and gives them the conﬁdence
to do so.
The book has ten chapters that lay out the fundamental
theoretical approaches in all key areas including leadership,
ethics and change, and then explores them in the context of
culture and cross-cultural management, using case studies,
diagrams and tables.
The book effectively covers how a manager needs to function
and manage in a cross-cultural context. It guides the reader
and encourages them to adopt the principles of self-reﬂection
and critical appraisal, to enable them to manage as part of an
international team.
The book has a companion website www.sagepub.co.uk/
kanungo which provides a wealth of additional material to
support both students and academics. This book is a must for
any manager, to enable them to effectively operate in a global
business environment.
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China
rewind and
fast forward
Few economists would argue that
China’s success in the global market
place has been impressive.
By Dr John McManus.

When Deng ascended to power
in 1978, many of the Chinese elite
realised that the system of mass
mobilisation was not working.
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T

he last three decades has seen China transform from a
destination for huge amounts of foreign direct investment
(FDI), to a country that, with US$ 4.0 trillion in central
foreign reserves1, has become a signiﬁcant outward investor and
a major protagonist in the world economy.
The development of the Chinese economy is intricate to say
the least. To shed light on some of the issues and challenges
facing the country, it is useful to highlight a few key points.
Many attempts to modernise and open up China occurred just
after the Second World War (1946). A major milestone in China’s
economic development was allowing farmers in the late 1970s
and 1980s to sell their surplus back to the state, which resulted
in major improvements in utilisation and efﬁciency, freeing up
agricultural workers to work in towns and cities.
China’s more recent development and growth has been about
its economy and inward investment. In the last two decades, the
historical high-growth rate in China’s economic development
can be tied to the leadership of Deng Xiaoping2 who re-entered
the political fray quite unexpectedly in February 1992. This was
an attempt to put China back on the reform trail once again,
following the clampdown on the economy in the late 1980s and
the subsequent social unrest in 1989, which saw the revocation
of many reform measures.
When Deng ascended to power in 1978, many of the Chinese
elite realised that the system of mass mobilisation was not
working; China was lagging far behind the foreign countries in
science and technology, and that it needed to learn from the
West. Although Deng had support for reform, there was also
opposition. To reassure those leaders who feared that they would
continue to be attacked for paying too much attention to the
economy, as they had been during the Cultural Revolution, Deng
said: “Some comrades nowadays only dare to make revolution
but not to promote production. They say that the former is safe
but the latter is dangerous. This is utterly wrong.”
Deng made the political decisions that paved the way for the
Treaty of Peace and Friendship with Japan in 1978, and then
went to Japan in October that year in a celebrated visit that won
the support of Japanese political and business leaders. Drawing
on what they had learned, training programmes for high-level
economic ofﬁcials in each province were established to master
some of the Japanese practices. These included how to adjust
prices to reﬂect production costs; how to set production targets
not by arbitrary mandatory planning, but by adapting to market
demand; how to manage quality control, not by inspection
but through care in the original production; and how to use
indicators to evaluate the success of a manufacturing operation.
Chinese factories posted banners stressing the importance
of studying Japanese management systems and establishing
training programmes3. These initiatives and the post-1978
reforms granted greater autonomy to Chinese enterprise
managers. They became liberated to set their own production
goals, sell some products in the private market at competitive
prices, give bonuses to good workers and ﬁre bad ones, and
retain some portion of the ﬁrm’s earnings for future investment
which stimulated the national economy and gave it a ﬂexibility
and resiliency that it did not have before.
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China’s more recent development
and growth has been about its
economy and inward investment.
Market economy
Historically, China has not been an external investor, however,
by welcoming foreign investment, China’s open-door policy
added power to the economic transformation. Cumulative
foreign direct investment (FDI), negligible before 1978, reached
nearly one trillion US Dollars in 20144. There is little doubt that
FDI has been the vehicle to attract high technology, expertise,
partnerships and technology transfer. FDI, together with
economic liberalisation, has boosted exports growth. In turn,
this strong export growth has fuelled productivity growth in
China’s domestic industries, forcing domestic manufacturers to
compete globally.
Arguably, foreign investment follows foreign trade in the
second half of the twentieth century; China was a source of
cheap labour and something akin to a dual economy developed
with foreign-invested companies operating their own space,
parallel to more traditional Chinese craft companies and small
businesses. Although China as attracted signiﬁcant FDI this
has been concentrated into very speciﬁc market sectors and
environments, and arguably as done little to help China in its
own development5. Since 1979, China’s average annual real
GDP has grown by nearly 10%. This has meant that, on average,
China has been able to double the size of its economy in real
terms every eight years.
While the opening of the Chinese economy to inward and
outward investment is an ongoing process, China occupies
a unique position in the world’s political economy. Its vast
populace and large physical size mark it as a powerful global
presence. China’s strong productivity growth, spurred by
market-oriented reforms and large-scale capital investment are
perhaps the leading cause of China’s unprecedented economic
performance. These two factors appear to have gone together
hand in hand. Economic reforms led to higher efﬁciency in
the economy, which boosted output and increased resources
for additional investment in the economy. By 1989, China had
already made important commitments to further widening its
economy, starting the ﬁrst round of talks for General Agreement
on Tariffs and Trade (GATT), the precursor for the WTO, in
October 1986.
The transition of the Chinese economy since 1987 has seen
a rapid disablement in the provision of many services; the
state simply does not have the means to pay for ongoing
social commitments, leaving people to ﬁnd their own work,
pay their own education fees, provide their own healthcare.
Chinese citizens are, on the whole, on their own, relying on
their own networks, and expected to sort out their own lives.
For employees in state enterprises, it was the fear that their
‘iron rice bowls’ – their secure jobs and beneﬁts – might be at
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Despite international success,
some Chinese multinationals have
run into international resistance.
risk as state enterprises became subject to market forces. The
government had already begun to pressure state enterprises
that were losing money to cut their costs. Some ﬁrms were even
permitted to go bankrupt, creating near-panic among their
employees. For the workers in state enterprises, to lose a job
was to lose everything. The prospect of free markets and the rise
of the non-state sector that could put state enterprises out of
business were terrifying.
As a consequence of the very rapid growth of the non-state
sector and at the same time the much slower growth of the state
sector, the landscape of the Chinese economy has completely
changed.
Today, the great companies that once ruled the economy
during the Maoist period have been broken up in most areas;
the state still maintains control of defence, energy, banking and
other sensitive areas. During the period 1985-1999 the share of
China’s total industrial output produced by the non-state sector
rose from about 35% in 1985 to more than 72% in 1999. During
this phase, the share of the non-state sector’s contribution to
the total industrial growth, increased from about 55% to 72%
(although many within the non-state sector continued to make
losses). By 2001, the role of the Chinese private sector was
formally recognised in the Chinese constitution, and in 2002,
inevitably the Communist Party allowed entrepreneurs (those
who had been condemned and put down by the Maoists only a
generation before) into the party.
Although the Chinese Government intended to eliminate
losses of non-state sector enterprises by 2002, the process has
been slow and the objective over-ambitious; many remain
vulnerable to economic pressures. China continues to provide
numerous types of direct and indirect subsidies, both through
central and local governments. Judged by the amount of
subsidies paid by the central Government, such labour intensive
industries as textiles, coal and tobacco are among the main
recipients of subsidies. Some other industries such as automobile
which involve a lot of labour are also recipients of priority
treatment in obtaining loans, foreign currency subject to export
performance and preferential tariffs, subject to localisation of
the industry, ie increase in the share of domestic production of
parts and components in ﬁnished goods.

China’s accession to the World Trade Organisation
China’s effort to return to the world trade regime began 30 years
ago, when China started its economic reforms and adopted the
open-door policy. After more than three decades of isolation
and a centrally planned economy, both China and the GATT
(General Agreement on Tariffs and Trade) contracting countries
needed time to appreciate each other before China’s re-entry
into the GATT. China was granted observer status in the GATT
and sent its ﬁrst delegate to the 38th meeting of the contracting
GATT parties in 1989. Following the conclusion of the Uruguay
Round6 (1994), China launched a major campaign to join the
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GATT. China wanted to become a founding member of the
new WTO. Along with nationwide propaganda to promote the
internationalisation of the economy and disseminate knowledge
on the GATT, China made a series of reforms in line with the
GATT rules.
At its heart are the agreements, negotiated and signed
by the bulk of the world’s trading nations. These documents
provide the legal ground-rules for international commerce. They
are essentially contracts, binding governments to keep their
trade policies within agreed limits. Although negotiated and
signed by governments, the goal is to help producers of goods
and services, exporters, and importers conduct their business,
while allowing governments to meet social and environmental
objectives.
In October 2001, China became an afﬁliate of the World Trade
Organisation (WTO). The Chinese government recognised that
entry to the WTO was the most effective way to encourage
change and bring china into the broader global economy. In
particular, China wanted to join the WTO in order to obtain
permanent most-favoured-nation trading status, participate in
a multilateral framework for dispute settlement, and play an
active role in writing rules for the future world trading order.
Evidence would suggest that China has experienced a more
complicated entry process into the GATT/WTO than many other
countries.
One question is, why do the United States and other WTO
member countries push so hard and demand so much of China?
There are both economic and political reasons. Economically,
China is (was) growing too fast and becoming too important;
politically, China is too independent and is still led by a
Communist Party. A key issue is the immense trade deﬁcit7 the
USA runs with China, and the long running argument that China
is not playing fairly, causing the loss of jobs, and not abiding by
its WTO commitments. In short, the United States wanted China
to liberalise trade and foreign investment before it became a
member of the WTO. Politically, the United States and Western
countries wanted to ensure that China’s market-oriented
economic reforms continue. They did not want Chinese stateowned enterprises to beneﬁt from Chinas WTO membership.
Western political leadership also felt that China accession would
provide trade opportunities for other non-western countries
through expansion of China’s exports. These western concerns
were further strengthened by China’s aggressive and intensiﬁed
export drives.
Since accession to the WTO representatives from the
international business community and ofﬁcials of foreign
governments have followed Chinese approaches to
standardisation with growing interest, since these not only

The Chinese government has
indicated its desire to move away
from its current economic model
of fast growth at any cost to more
‘smart’ economic growth.
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The transition of the Chinese
economy since 1987 has seen a
rapid disablement in the provision
of many services; the state simply
does not the means to pay for
ongoing social commitments.
affect business decisions, but also raise questions about the
use of a policy tool to unfairly enhance the competitiveness
of Chinese industry, in ways which would be inconstant with
China’s WTO commitments. Nevertheless, as China improves its
transparency of its trade regime to meet the standards set by
the WTO and gives more secured access of Chinese goods in
the overseas market; future foreign investors are likely to seek
export operations on the mainland. Opening up distributions
will attract additional inﬂows from telecommunications and
banking. Its ongoing commitment to wide-ranging reforms
affecting trade in IT and telecommunications equipment should
result in better access for foreign suppliers to the Chinese
market. Reforms include agreeing to sign the Information
Technology Agreement (ITA), thereby eliminating tariffs on all
products covered by it; to allow imports and distribution of most
products, particularly those covered by the ITA, into any part
of China; and to remove quotas and local content, technology
transfer, and export performance requirements. China also
agreed to allow an increased level of foreign investment and/
or open a larger geographic area to foreign participation
through a staged implementation plan for its IT, Internet, and
telecommunications services markets.

Some challenges
Since China’s accession to the WTO further economic reforms
and trade and investment liberalisation, have transformed
China into a major trading power. Chinese merchandise exports
rose from $14 billion in 1979 to $2.2 trillion in 2013, while
merchandise imports grew from $18 billion to $1.9 trillion8.
For China, however, there is a limit on reliance on an export
drive policy to tackle future employment9, not only because of
the resultant increase in vulnerability to external risks but also
because of the adverse effects of such a policy on the net barter
terms of trade of China, as well as those of its competitors.
Interestingly, in its 2013 Global Manufacturing Competitiveness
Index, Deloitte10 ranked China ﬁrst in manufacturing in 2013
and projected it would remain so in ﬁve years. The report
stated: “China’s competitiveness is bolstered by conducive
policy environment, either encouraging or directly funding
investments in science and technology, employee education
and infrastructure development,” and further stated that “the
landscape for competitive manufacturing is in the midst of
a massive power shift, in which 20th century manufacturing
stalwarts like the United States, Germany and Japan, will be
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challenged to maintain their competitive edge to emerging
nations, including China.”
China has seen rapid improvements in infrastructure, and
although regulations have made markets more accessible
than was the case just a few years ago, not all infrastructure
improvements have kept pace with modernisation relative to
demand. Equally, ﬁscal policies and instruments (relating to asset
ownership, foreign ownership of Chinese companies, corporate
governance, taxation of the self-employed, etc), are still being
developed to meet the evolving market economy. Just over a
decade ago, China was a net exporter of oil, now it is a major
importer. In the next few years it may become a net importer of
coal, which accounts for more than 70% of its primary energy
use. The Chinese government has indicated its desire to move
away from its current economic model of fast growth at any
cost, to more ‘smart’ economic growth, which seeks to reduce
reliance on energy-intensive and high-polluting industries, and
rely more on high technology, green energy and services. Larger
ﬁrms are working with the Chinese government to address these
issues.

making’ overseas investments, POEs will certainly play a more
active role going forward. Compared to SOE companies, POEs
are more market driven, ﬂexible, efﬁcient and nimble in decision
making, and have clear ownership and incentive structures.
Li Jinzao, Vice-Minister of Commerce, predicted “outbound
investment from China will reach USD500 billion in ﬁve years
(that is by 2018)”. Some economists argue that China faces a
Morton’s Fork13. Li Keqiang14 has made it his life’s mission to stop
his country drifting into the middle income trap. He says himself
that the investment-led model of past 30 years is obsolete. The
low-hanging fruit of catch-up growth has been picked. China
passed the point of no return ﬁve years ago.
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Coming of age
Since relaxing access to its markets, China has experienced an
intensiﬁcation of competition from western multi-national
ﬁrms. For many multinational ﬁrms China has come of age.
The growth of the middle class is fuelling strong consumer
demand, and there has been growth in the business-to business
sector. According to Li Jin, chief researcher with the China
Enterprise Development Research Institute11, “the well-known
multinational enterprises boast core competition advantages
on products, technology, brands and management,” however,
many Chinese ﬁrms lack world-class status at the brand level.
In Forbes12 ‘The World’s Most Innovative Companies’ list, the
magazine included only four Chinese companies out of 100
(namely Tencent, China Oilﬁeld Services, Sany, and Zoomlion).
Despite international success, some Chinese multinationals
have run into international resistance. Some of these setbacks
can be attributable to local market political resistance, due to
lack of corporate transparency. In China’s domestic market,
these ﬁrms may enjoy competitive advantages in terms of
access to capital, scale, and de facto monopoly position in
certain industries. However, when the focus turns to outbound
investment, the game shifts to the ﬁrms they are interested in
partnering with; in this case the country’s rules, restrictions, and
transparency arrangements they must abide by.
Currently, state-owned enterprises (SOEs) tower over the
Chinese economy, dominating the nation’s energy, natural
resources, telecommunications and infrastructure industries.
Among other things, they have easy access to low-interest
loans from state-owned banks. With Europe and Japan ﬁghting
recession and the US experiencing a weak recovery, China has
become the most reliable source of growth globally. Commodity
producers in Latin America, Asia, North America and the
Middle East count on China for growth, as do capital goods
makers, farmers and fashion brands. Within the next 10 years,
the outﬂow of Chinese overseas investment will touch a wide
range of companies, industries, and geographies. Investors
will comprise privately-owned enterprises (POEs) and (SOEs).
Although SOEs have been behind many of the past ‘headline-
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13. Morton’s Fork is a logical dilemma in which people are
faced with two equally bad options. You could think of it
as being “between the devil and the deep blue sea,” as the
saying goes. Unless the victim of the dilemma manages to
ﬁnd an exception, the outcome of the situation will most
probably be undesirable, as there can be no good outcome
from any of the choices the victim is faced with.
14. Li Keqiang is Premier of the People’s Republic of China since
2013. Li is China’s head of government as well as one of the
leading ﬁgures behind Chinese economic policy.
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New tactics

From tactical to strategic service innovator. By Bob Lillis and Steve Macaulay.

I

nnovation can enable service organisations to raise quality
and productivity levels, meet changing customer needs
and overcome superior competitor offerings. However,
a signiﬁcant proportion of the research carried out into
innovation has focused on manufacturing companies. The
different nature of service means that the approach used by
manufacturing companies to innovation is not always directly
applicable to service organisations. For example, in services
the customer is frequently a co-producer of the service. The
nature of services cause the service innovation process to be less
tangible than in manufacturing companies and innovation is not
as well-structured, with most service companies not possessing
an R&D department. Consequently, the operations function
(including the front and back ofﬁce employees) usually is, de
facto, responsible for innovation activities in the service ﬁrm.
So how can service operations develop their ability to innovate
but importantly, use this to make a real contribution to business
strategy and the future direction of the ﬁrm? In this article we
discuss ﬁndings from in-depth case study research conducted
at ﬁve service companies. At three of the companies studied,
service operations made year-for-year innovations in support of
company performance, but had no inﬂuence on strategy. Their

service operations’ activities focused on making innovations to
meet the requirements of the business strategy each year. We
have termed these companies ‘tactical service innovators’. The
other two companies were signiﬁcantly different. The way in
which their innovation capability developed not only supported
current performance, but also opened up new strategic
directions for their organisations. Their innovation capability
presented senior management with the opportunity to devise a
new business strategy. We have termed these ‘strategic service
innovators’. How then does the service organisation’s ability to
innovate become strategic?

Companies chosen and research methods used
Five detailed case studies were conducted, covering a period of
between three and ﬁve years. They were selected from a sample
of service companies that had responded to a previous survey
on the strategic perspectives being adopted by their senior
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management. The companies selected were a pensions company,
an IT company, a health insurance company, a security services
group and a vocational awarding institute.
Data collection was conducted in three phases. Phase 1
involved sending questionnaires to the principle informant in
each company for distribution. The principle informants were
individuals in mainly operations management positions, such
as regional operations directors, operations support managers,
client service leaders and customer service managers deemed
most likely to be able to comprehensively describe and recall
events. Phase 2 of data collection involved an in-depth interview
with the senior operations executive of each company, who
held overall responsibility for the services operations function.
Following the interviews, Phase 3 data collection involved
examining documents as evidence to support assertions made by
the interviewees. These documents were subsequently requested
for analysis.

How was strategic service innovation capability
obtained?
From our cross-case analyses, we were able to identify what
impacted the development of service innovation capability. By
comparing and contrasting the ‘tactical service innovators’ with
the ‘strategic service innovators,’ four key factors emerged that
either caused a service company to focus on innovating in order
to implement business strategy, or to develop an innovation
capability that could help formulate the business strategy. All
four factors are required to achieve strategic service innovation
capability:
• The catalyst was proﬁt instability
Financial performance was good and proﬁts stable year-on-year
in the ‘tactical service innovators’. Innovation and improvement
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How does the service
organisation’s ability to
innovate become strategic?
activities were carried out to support the business strategy
and achieve stable proﬁts continuously. However, in the two
‘strategic service innovators’, complacency had occurred within
each company, market share had declined and proﬁt instability
ensued. Severe restructuring and operational disruption
occurred in each company, arising from the pressure for proﬁt
recovery. Thus, the catalytic factor was proﬁt instability. It
appears that proﬁt instability leading to the restructuring of
service operations, is more likely to lead to the development of
a service innovation capability that can help formulate business
strategy than proﬁt stability.
• Improved technical operational skills is not enough
All ﬁve companies were unswerving in their efforts to improve
the technical skills possessed by their operations staff. Employee
training and development in each organisation was focused
on increasing their staff’s technical competencies in order
to improve job performance, so that operational efﬁciency
and effectiveness could be enhanced. Despite this, the ﬁve
cases did not develop the capability to innovate sufﬁciently
to help formulate business strategy. Thus, we concluded
that the attainment of improved technical competencies by
service operations’ employees was not sufﬁcient to lead to
the development of an innovation capability that could help
formulate business strategy.
• Add in behaviour development
However, in the ‘strategic service innovators’, the improvement
in technical operations skills possessed by their respective
workforce was a prelude for the pursuit of behavioural
competencies, which started to dominate their training agendas.
In the ﬁrst case this was 30 months after severe operational
disruption to its operations had occurred, compared to 18
months in the second case. The role played by behavioural
competencies in the development of strategic service innovation
capability appears to have been a key one. Such competencies
refer speciﬁcally to personal attributes or characteristics such
as empathy, resilience and optimism that describe how a job is
performed, as opposed to the skills required to perform that
task or job role. By year 3, the client services director of the one
of the ‘strategic service innovators’ said: “It’s now more and
more about behaviours [of our service operations workforce].
It’s become less about what you do and more about how you do
it.” Thus, when employees develop behavioural competencies
in addition to technical operational competencies, this
combination leads to the development of innovation capability
that can help formulate business strategy.
• Seeing the potential of service operations
In the ‘tactical service innovators’, the interaction between
service managers and senior management was tactical, based on

24

Management Services
Summer 2015

meeting targets set from above each year. Yet in the ‘strategic
service innovators’, by the beginning of year 4, the effort to
develop human resources had gained such momentum that the
competencies of the organisation had developed faster than
market changes. This led service managers to take the initiative
to start a more ‘strategic’ interaction with senior management;
they spotted that new competencies could be the basis for
innovation that could shape or help formulate new business
strategy. “What we’re doing now [by end of year 3 of the study]
is not business as usual. Our industry has not been a particularly

The role played by behavioural
competencies in the
development of strategic service
innovation capability appears to
have been a key one.

innovative market place. However we [as a company] are
now able to look at anything that has synergy [with our core
services]” (national account director, in one of the strategic
service innovators). In the other ‘strategic service innovator’,
by the start of year 4, senior management was able to, “think
about devising a new strategy…utilising the changes that had
taken place within our operational skills and competencies”
(client services director). Hence, the ﬁnal factor is that
recognition of the potential of service operations is necessary
before new competencies can help formulate business strategy.

Implications for managers
For managers, our research identiﬁes the conditions that
develop to either cause a service to focus on the development
of innovation capability as an implementer of business strategy
(by which we mean a continuing focus on carrying out existing
operational activities better), or results in an innovation
capability that can help formulate the business strategy.
The analysis of the ﬁve case studies highlights the evolution of
the service ﬁrm’s innovation capability: from one that aims for
stable proﬁts by responding to market data (used to inform the
company’s strategic objectives), to one where the attainment
of excellent technical operations’ skills becomes the norm for
employees. This is the foundation on which the support for
personal growth through coaching, mentoring and greater
self-awareness amongst the workforce, becomes the passion of
the operations function. We believe that services can be at their
most innovative when combining new behavioural development
competencies with their existing technical operational skills.

Conclusion
The study shows that the resource development process
the service organisation pursues, will condition the type of
innovation that it creates. The development of innovation
capability in the ﬁve case studies indicates a sequential process.
Our research shows how service companies can not only
develop their ability to innovate, but importantly, given certain
conditions, can use these to make a genuine contribution
to business strategy formulation. However, we do not place
greater importance for ﬁrms to strive to become ‘strategic
service innovators’. Indeed, the prevailing view in operations
management has been that innovation is guided by strategic
objectives and incremental innovations can provide the basis
for achieving and maintaining a competitive edge. Yet, prudent
management will likely seek to create capacity and clarify the
role of service innovation to avoid the risk of their service falling
victim to the emergence of any new disruptive technology.
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Planning for growth
Can a new, favourable growth model be established for Europe in an era of
deﬂation? Asks Dr David Floyd, University of Lincoln, UK.

T

his paper sets out to examine the progress being in Europe
to restore economic growth. It draws on macroeconomic
policy and theory. It draws on new concepts of monetary
policy including quantitative easing (QE). Evidence would show
that there are multiple consequences of this policy, which will be
examined in detail. The paper draws on economic data, in order
to review progress and assess the potential consequences of
policy decisions that have been recently taken. Evidence suggests
that reliance on monetary easing does not go far enough to
establishing long term growth fundamentals in the EU.
Progress on economic growth in Europe has been very patchy
over the last ﬁve years. Germany has achieved positive growth
and Ireland is forecast to achieve a 3% growth rate in 2015
according to The World in 2015. There has also been recent
progress in Spain with the achievement of positive growth,
the automotive sector is now the most productive in Europe
and 300,000 jobs have been created in 2014 according to the
Trade Summit in Davos 2015. On the other hand, France and
Italy are forecast to achieve less than 1% growth in 2015. The
unemployment rates in some European countries are particularly
challenging, and are as high as 25% in Greece and Spain, but
less of a concern in Germany and the UK, where they average
around the 6% mark.

The main causes of low growth
Many of Europe’s problems stem from excessive debt created
just before the ﬁnancial crisis. Loans have been given on the
condition that spending is reigned in. Some countries with high
levels of debt including Greece, have had to implement large
spending cuts; this includes many job losses and reductions
in levels of pay. The budget balance has had to be reduced
at a rapid pace in order to meet the requirements of Euro
membership and this has led to further reductions in levels of
demand and large losses in real income.
There has also been a reliance on monetary policy due to
the restrictive ﬁscal discipline imposed. Despite interest rates
falling to almost zero, there has been little increase in growth
and demand, and a liquidity trap situation has been reached,
see Sloman 2012. Lower interest rates have not been sufﬁcient
to get the banks to loan money. The poor balance sheets and
government regulation to hold more liquidity and cash have
made it hard to increase consumption and investment. Poor
returns on money may lead us to question more, the real value
of this asset class. It has also been difﬁcult to increase investment

The unemployment rates in
some European countries are
particularly challenging, and are
as high as 25% in Greece and
Spain, but less of a concern in
Germany and the UK, where they
average around the 6% mark.
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in the property market due to poor levels of job security,
according to the nationwide survey January 2015. In addition,
low interest rates may encourage people to pay off debts, rather
than to spend, and savings rates in Europe increased after the
2008 ﬁnancial crisis. It is only in early 2015 that a programme of
quantitative easing has been introduced, see The Times January
2015.
There are a number of consequences of quantitative easing.
Firstly, it is used to make credit more widely available. The
issuing of government bonds should allow for more money to
be in circulation according to Freidman. One trillion Euros have
been allocated for this project, though critics suggest it will
have less effect as it has been released much later than in USA,
according to Larry Summers 2015. It has also been used three
times so far in USA. In addition, much of the money has gone to
the stock market in the form of increased share values, rather
than reaching the general public. An important consequence of
QE has been the effect of lowering the exchange rate. This may
help the country to improve its exports, and should be beneﬁcial
to countries such as Spain and France where their exports are
more price sensitive compared with those of Germany. However
other countries outside Europe may see this as protectionist and
there may be a risk of currency wars.

Continued austerity
There have been problems created by policies aimed at reducing
debt in many European countries. One of the main problems
is that many Southern European countries have poor credit
ratings and are unable to borrow money at favourable rates
of interest, partly due to historical factors. The level of debt in
Greece has therefore increased to 175% GDP which is higher
than the 120% at the beginning of the crisis according to The
Economist, January 2015. Levels of corruption and poor levels of
tax collection have added further to the problem. Governments
have had to decide on whether ﬁscal policy should be aimed
at reducing government expenditure or raising taxes. Raising
taxes will only be effective if money is efﬁciently collected. In
addition if taxes are too high, revenue may not always increase
as workers may be put off working and may move overseas.
Taxes need to be low enough to not discourage innovation. The
Laffer curve illustrates the difﬁculty in achieving an effective
rate of tax that will result in high levels of revenue, see Sloman
2012. For this reason, reductions in salaries and job losses in
government service have taken place, as there is more certainty
in saving government revenue and a larger multiplier effect than
that of raising taxes, though reductions in expenditure will also

Progress on economic growth in
Europe has been very patchy over
the last ﬁve years.
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result in lower levels of demand. There has also been a lack of
structural reform and European banks were hit hard from the
ﬁnancial crisis, and the overvalued property market. This has led
to loans increasing, with yet more sums of money that need to
be paid back.
The new Greek Syriza government is hoping to link
repayments to the level of economic growth and recently in
Spain and Greece growth has increased to over 2%, see The
World in 2015. The government in Greece also wants to see the
debt halved. There are also claims that some of the war debt
was cancelled in Germany, also under conditions of hardship.
The risk of the present conditions leading to a lack of hope and
further downhill spiral, is also gaining some support in Spain for
a reduction of the austerity measures. Socialist parties in these
two countries came to power after experience of dictatorship in
the 1970s, see Floyd 1999, and these historical factors may play
greater inﬂuence in explaining some of the support for asking
for reductions in the level of austerity.
A Keynesian demand management approach was adopted
by many during post World War II, as a response to the falls in
demand experienced during the wartime period, see Aldcroft
2002. France for example was able to achieve some of the
highest growth rates in Europe by adopting such as approach in
the 1970s.
The recent debate on inequality has been ignited by the work
of Thomas Piketty 2014, who shows how increased wealth and
growth is being passed on more favourably to the more wealthy
in society. In some countries such as Germany, levels of debt
have not been a problem and Germany has been able to export
with a higher value currency. In some ways, the effects of QE
and lower exchange rates may have come late for Southern
European countries, according to Krugman 2008.

Europe’s strengths
Despite the problems Europe is currently facing, there are many
positives. Firstly growth is returning in many countries though
at low levels. Europe also has high levels of income compared to
most countries in the global economy. There are also favourable
levels of education provision, see Floyd 2014, plus infrastructure
is favourable when the Porter 1990 model is applied. Europe
also has an interesting history and culture which gives a great
opportunity for differentiating its products and succeeding
in new global markets. The lower currency value should help
exports and Europe gains further from reduced transaction
costs associated with a single currency and the recent European
Stability Mechanism provided funds to support the success of
the Euro. However, growth may prove easier for Ireland and
Spain compared with Greece, since these countries have more
industries in place ready to beneﬁt from the exporting market.
The UK has also beneﬁted from a ﬂexible labour market, with
increased employment at lower cost as real wages have fallen.
New countries are still joining the Euro, including Lithuania
which joined in 2015. In addition, Europe has a customs union
agreements with Turkey, which results in access to a market
of 77 million, offering more than 4% GDP growth, as well
as reduced costs of labour and improved access to energy.
Greater gains from intra industry trade can be achieved for
Europe globally, according to Winters 2002. Europe also has
an expanding service sector and a single market of over 500
million people. German and British cars are now becoming more
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of quantitative easing has
been the effect of lowering
the exchange rate.
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popular in China, while local and Japanese manufacturers have
been losing ground. This provides a good example of what
can be achieved. Europe has many global brands in airplane
manufacture, retail, pharmaceuticals and insurance services,
as well as education and consultancy, and these need to be
promoted further to enhance an export led recovery. In addition
the market in USA is recovering, which provides opportunity.
Lower oil prices can be passed on in the form of lower prices
which may help support further, a supply side recovery. Europe
also has one of the most integrated markets, for example
where service provision for energy and transport are open to
competition from all member states, see Dearden 2012.

Conclusion
This article has shown that Europe faces many challenges
ahead. Many factors have led to Europe’s poor performance as
shown earlier in the article. The banking crisis, a high valued
currency, less ﬂexibility in the labour market, competition from
other countries and high levels of government debt and lack
of demand all need to be tackled. Some of these problems
are now being addressed though it has taken many years for
action to take place. Monetary easing should help improve the
competitive position, though this will take time and there may
be risk of retaliation in the form of currency wars.
There is also the risk of current deﬂation mostly caused by
recent falls in the oil price leading to further postponement
of purchasing. It is hoped that current deﬂation will only
be short lived, but further efforts are required to reduce
debt, as it is unlikely that debt will be written off. Even some
restructuring of debt for Greece will not be enough. Europe
needs to reform labour and product markets and make sure an
effective tax system is in place, so that the debt can be reduced
and conﬁdence in the markets be restored. There may also be
a role for increased investment in infrastructure to maintain a
competitive position in the long term.
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Let them eat cake!
You can take the person away from a full-time role in management services,
but you can’t take away the trained analytical, enquiring and inquisitive mind.
Hence the following case, developed from several conversations with the
owner of a local café. By David Parker.

If customer emotions are so vital
to customer loyalty, why do so
many organisations shy away from
aggressively soliciting complaints?
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t had been two years since Anne Wright had established
CoffeeAnneCake, a small coffee shop based in Southport,
Queensland, Australia. It had several competitors close-by,
for example Gloria Jeans and Starbucks, but Anne Wright, the
owner-manager, believed that she had the advantage of a better
location and much friendlier staff – amongst other important
factors that her ten years as a management services professional
in the catering business had taught her were important.
In the early days of establishing the cafe, sales had been
slow and a snap survey of customers exiting had revealed
some disturbing insights. While 25% of customers had major
complaints at any given moment, only 4% of the problems had
ever been related to Anne. Moreover, she only got around to
ﬁxing them when time permitted.
In the ﬁrst six months of operating, it had become clear that
customers would rather privately register their disapproval with
their feet than to publicly deliver their disquiet directly to the
waiting staff. “Why aren’t customers truthful with us?” Anne
once asked.
The answer, three major reasons: First customers don’t know
HOW to register complaints because service providers don’t
make it easy for them to do so. Second, customers believe
it won’t really do any good. And third, they fear some type
of ‘come-back’ or retaliation might be levied by the service
provider; there is an old adage in the catering business: “Never
be rude if I’m preparing your food!”
If customer emotions are so vital to customer loyalty, why
do so many organisations shy away from aggressively soliciting
complaints? Some lull themselves into thinking, “no news
is good news.” Some fear that if they go after and receive
customer complaints, but then take no corrective action, they
might be perceived more negatively than if they had left well
enough alone.
However, we know that those customers who have been
directly asked for feedback, are much more likely to give those
organisations favourable reviews than those who have not.
Customers who have had a service problem which was quickly
corrected, are more loyal than those who have never had a
problem.
Today, Anne Wright is a little older and wiser with more
experience than when she established her café.
CoffeeAnneCake has the standard two and four-seat tables
scattered randomly over the cordoned-off area – both inside and
alfresco style, with umbrella shaded tables on the pavement.
“How to attract customers and, importantly, how to get them
to keep coming back, is the measure of my business resilience,”
Anne says. “I read somewhere that people make decisions as to
which café to use, using a subconscious three stage process:
1. Pre-engagement
2. Engagement
3. Post-engagement
“At the ﬁrst stage, all our instinctive senses are aroused and we
become motivated from both subliminal as well as visual stimuli,
for example, cues from the other customers in the café (“can I
associate myself with them?”), the décor, lighting, ambience,
decoration, noise, music, colour scheme, layout, tables, seating
arrangements and so forth,” she said.
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Who is the target market? What
value are we creating for them?
How do we reach them? What
resources and activities do we
need to create this value?
A question of choice
These are very personal criteria of choice, but certain features
are associated with attracting particular customer target
groups. Physical, visual aspects of any café send a strong
message to potential customers – it is one of the most important
attracting-signals.
“Stage two, engagement, in essence captures customers’
potential commitment to purchase and experience of what the
café has to offer,” Anne says.
At this stage customers have entered the premises and are
looking for signs and prompts as to what to do next – should
they sit or wait ….. and where might they prefer to be located?
Importantly, this is the ﬁrst encounter with staff – and the
strongest perceptions are often gleaned from what is said initially.
Staff appearance and body language (postural echo) are
important cues that are analysed in less than 10 seconds by
customers. Also of importance, is the menu and choice of food
and beverage – with value for money also being a consideration.
An acceptable waiting time for serving, the quality of food
and drink, hygiene factors, friendliness and professionalism of
staff, and visual entertainment all play a part in providing an
enjoyable customer experience.
Anne says: “Post-engagement captures both the ﬁnal activities
involving payment, farewelling by staff and the leaving by
customers. It is also a time for reﬂection, when customers make
a spontaneous assessment of the experience and determine
whether to return and if to recommend to friends.”
Such an outcome is derived from a hybrid of qualitative
factors, with no single reason being dominant. If all three stages
meet customers’ personal approval and the café is perceived
to be a place to be returned to, then it becomes ‘a regular
preferred venue of choice’.
Anecdotal evidence supports the notion that a good café has
a relaxed feel to it; it is engaging and is a comfortable place to
sit and chat. The aroma of coffee subtly, deliciously scents the
air; giving everyone a chance to unwind. A good café is busy but
not noisy. There is a ﬂuid ﬂow of people yet are not distracted
by the sound of everyone coming and going. People can have a
conversation or just read a magazine or newspaper. If the target
audience dictates, it might also be a place to work – a second
ofﬁce and to have meetings. (This usually means having a wiﬁ
internet connection).
A recent survey conducted in Sydney cafés by a popular radio
programme, that was non-scientiﬁc and which drew opinions
from across several customer segments, asked customers what
they looked for in a café, with the results suggesting:
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1. Music – if played, it must be soft, preferably jazz or soulful
electronica. Basically, no oldies.
2. Seating – plentiful and comfortable. Ratio of chairs to
couches should be roughly 3:1. Tables and chairs should not
be rocky.
3. Internet connection – must have a free high-speed internet
connection without limitations to usage.
4. Atmospheric – either a theme or a well thought out layout
of tables, chairs/couches, pictures/decor, and paint scheme
(should be earthy or dark but well lit).
5. Air conditioning – cool temperature or warm if it is cold out.
6. Excellent cell phone reception.
7. Variety of coffee – organic, Fair Trade, interesting house
blend, a really intense light blend and a really mellow bold,
and everything in between.
8. Variety of food – there should be a good selection of food
(pastries, sandwiches, etc) without going overboard so much
that it becomes a full-on restaurant.
9. Non-coffee drinks.
10. Employees – friendly and sociable.
11. Hours of operation – open early, closed late.
12. Power outlets – the ability to charge laptops, phones, music
players, etc.
13. Easy close-by parking.
14. Payment method – must accept all major credit cards as well
as cash.
It might be argued that cafés are at the very heart and fabric
of the community – it is the ‘village square’. Good cafés have
their own identity. And it is the little things that often make a
real difference to whether a café becomes ‘a regular preferred
venue of choice’; for example the likes and dislikes by customers
of jam in plastic sealed containers or butter in wrapped portions,
availability of daily newspapers, type or any music, and other
characteristics of the cafe.
For Anne Wright the requirements to maintain a successful
café are clear – to continually seek the answers to the following
questions:
• What to do to differentiate from the other café choices that
customers have.
• What are the top four elements that make CoffeeAnneCake,
successful?
• Would customers recommend us – and if not, why not? If yes,
how can we improve things?
• How would customers describe CoffeeAnneCake – and are we
happy with the description?
• Is the décor working for customers?
• Is the menu selection acceptable?
The big turnaround for CoffeeAnneCake was when Anne’s son
Alex joined the business. He had completed a computer science
course at the local college and on completion decided he didn’t
want to go into the industry. “I love new innovation and laboursaving devices,” he said: “so when I saw what mum was doing
in her business, I was captured by what improvements were
possible.”
“I remember a conversation I had with Alex one day that
really made me think about my business model,” Anne said. She
realised that her business was similar to most others. But some

Research is needed to identify
where opportunities lay to
continually satisfy their customers.
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had differentiated themselves and were now very successful. For
these businesses the innovation was in the way they operated.
They had overcome the limitations of conventional cafés – space,
time, menu, and so forth – by introducing new, technologicallybased ways of doing things. This was business model innovation.

Business modelling
A business model deﬁnes all of the activities that translate
the resources into value for their customers, staff, community,
stakeholders. This includes deﬁning things such as: Who is the
target market? What value are we creating for them? How do
we reach them? What resources and activities do we need to
create this value? Which partners do we need? What are the
costs and revenues?
Once these questions were answered, Anne had deﬁned her
business model. There didn’t appear to be a problem with the
food and beverages, but customers could get food just as good
from the competitors. Much of Anne’s attention had been
focused on supplying the product (cooking) and ensuring that
ingredients were of high quality. But someone needed to think
about the questions of customers’ needs and value propositions,
of costs and revenues.
The building of a great business model requires skills that are
very different from those required to solve culinary problems
and that doing so takes time. However, with a great business
model will show the best way to unleash the delights of good
food, the best way to build a business, and the best way to
maximise proﬁt and grow the business. Fortunately for Anne,
her son Alex had ideas for business model innovation.
“The location of CoffeeAnneCake is at the centre of a business
district that includes many IT companies, for example UNISYS,
Cisco, Hewlett Packard, to name just a few and down the
road there is a university,” Alex said. It is these organisations,
or rather those that work for them or visit, that deﬁnes the
majority of our customers. “These are people that want serving
fast, due to lack of time; they want to hold short meetings on
the premises, and are looking for convenience,” he said.
Meanwhile, Anne has been experimenting changes to the
menu with the inclusion of more salads and fruit platters. “We
now have extensive vegan and vegetarian choices alongside our
more traditional food – lasagna, pasta, ﬁlled baguettes, baked
potatoes, and soup of the day. But no fast food – burgers and
such,” Anne said.
Meanwhile, Alex has introduced numerous technological
additions. In fact, CoffeeAnneCake has attracted news media
attention with its ‘gadgets,’ and as a result of the coverage
customers have markedly increased. For example:
• There is wiﬁ menu selection at each table
• Express coffee in the mornings, and order and pay via app
• Pre-ordering of food and beverage via app. Mobile phone app
that not only takes orders in advance, but uses GPS to push the
order to the kitchen when customer is within 5km of the cafe
• Payment system using mobile phone app
• Loyalty app that saves preferred choices of coffee (and offers
mufﬁns and biscuits)
• Hourly coffee delivery runs to local IT companies
• App pushes a notiﬁcation to users’ phones hourly, saying
“order in 15 minutes to have a coffee delivered in 30”
• Corporate accounts for coffee

33

• Catering contracts for local companies – from coffee for staff
meetings to complete meals
• Deals made with big local IT ﬁrms on a smart card basis, (not
pre-paid); so when customers come in they swipe the card and
get billed at the end of the month
• Payment via bitcoin [that to-date has never been taken up, but
sends an important marketing message!]
• Flatscreen TVs are on the walls of the premises that show
customers uploads via app of themselves (invariably with funny
faces)
• Smart-style ‘cone of silence’ to allow each table to play their
own selection of music from an iPad at each table, and their
preferences are saved
• The café app pulls their facebook relationship statuses and
shows their table on a map as having someone single, and
messages can be sent between tables
• Publicly rate the night’s chef on TV monitors/tablets by
reviewing what you are eating right now. Patrons ordering can
see the ratings of the dishes being currently eaten
• Inter-table gaming – with a Playstation console for hire on a
time limited basis, thus avoiding customers buying one coffee
and staying all day gaming
• Polystyrene take-away cups have paper slip-on sleeves that
generate income from advertising of local events and products
from local shops.
Anne says that she leaves all the technological wizardry to Alex,
but admits she is amazed at how many people are attracted by
it all. “We used to have a problem with customers not telling us
what they thought about our service! That couldn’t be further
from the truth today,” Anne says. Thankfully most of the emails,
Facebook ‘likes’ and twitter messages are supportive. When
there is a problem – normally technology fails for a short while –
operations are put right quickly.
However, while CoffeeAnneCake has been leading the
pack until now, there are already signs that the competition
is adopting similar business models. Having technological
advantage is never enough, as it can be easily emulated. Hence,
Anne and her son Alex need to continually innovate. What to
do, however, is the challenge.

Conclusion
Research is needed to identify where opportunities lay to
continually satisfy the customers. At the very best they have six
months before their competitors introduce similar attractors.
So what might they do? Should they continue to try and
out-run the competition by discovering ever-new technology
applications or should they develop an innovation business
model that would take them in a new direction? Or should they
focus on the coffee and food again for a while and go with the
standard model of innovation diffusion and stop being the early
adopters (high cost option) for a while? Watch this space!

About the author
Dr David Parker is a senior lecturer in service operations
management at The University of Queensland Business
School. His research and consultancy is in effective processes.
Email: d.parker@busines.uq.edu.au
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Resistance
is useful

CHANGE

Cliff Moyce argues that people who want
to overcome resistance to change are
missing an opportunity.

M

any words have been written on the subject of
‘overcoming’ and ‘dealing with’ resistance to change.
Much of the literature takes the view that change is
good and resistance to change is bad (Huy and Mintzberg, 2003),
with those who resist change being described in a way that
suggests they are self-serving or dysfunctional (Huy et al, 2014).
But perhaps we should take a different perspective on resistance
to change? Rather than treating it as a problem to be solved
(by fair means or foul), maybe we should instead welcome it as
a blessing in disguise? Perhaps those who are brave enough to
speak up and challenge the groupthink should be respected and
listened to rather than being manipulated or ignored?
This article argues that resistance to change is a useful
– sometimes essential – part of achieving the best possible
outcomes for an organisation. Useful because the challenges
being levelled against the change are a fantastic opportunity
to further inform and validate what is being proposed, both in
terms of the change outcome and in terms of the approach to
implementation. Only when all possible inputs are received into
the change process can you be conﬁdent that the best outcomes

will be achieved; and that is what resistance to change really is –
a part of all the required inputs.

Resisting change
Articles on change management often assume that arguments
being presented against change are driven by self-interest or
emotion, rather than the broader interests of the organisation
and those that it serves. But to assume that someone else’s
argument is invalid is both risky and hubristic. What if the
arguments against the change are driven in greater measure
by the interest of the organisation, than the arguments of
those proposing the change? What if the people proposing the
change are less well informed, less well connected to customers,
and more self-serving than ‘the resistance’? That must happen
sometimes, eg if someone is paid to only do change, then they
will only do change. If a consultancy only gets paid if it delivers
the change project, then it will do everything it can to deliver the
change project, including ‘overcoming’ resistance by whatever
means possible.
A typical list of the reasons why people resist change includes
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If a consultancy only gets
paid if it delivers the change
project then it will do
everything it can to deliver
the change project, including
‘overcoming’ resistance by
whatever means possible.
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et al, 2015), the failure rates above cannot all be explained by
resistance. That would be to regard organisations as being more
democratic than they are in reality, or to suggest that sabotage
has occurred (it does happen but is uncommon). We must
not forget that organisations have the ability to wield strong
sanctions against those that it regards as being troublesome. In
fact, resistance to change may explain a very low proportion of
the failures cited in the statistics above. Independent audits and
case studies on failed business change initiatives tend to show
that in the vast majority of cases the wrong change or the wrong
approach to implementing the change was being attempted.
Furthermore, there was often a failure to listen to the people
who do the job on a daily basis, ie resistors were ignored or
‘overcome’ when in fact listening to what they had to say would
have been the best thing the organisation could have done.
Another common factor in business change failure, is that the
business case for change was not made in a way that would elicit
universal support. Both weak business cases and lack of general
support, are additional reasons why resistance can arise.

Changing approach

them being invested in the current ways of working; the
possibility of doing more, less, different, or no work; a fear of
working relationships being lost; resistance as an emotional (in
this case a euphemism for ‘irrational’) response; and, peer group
pressure. Huy (2014) summarises the problem as “… resistors tend
to be construed as individuals with constrained psychological or
social attributes. Thus, they resist change because of personal
cognitive and social limitations such as cognitive rigidity,
conﬂicting schemas, low openness to change, risk aversion, and
protection of self-interests.”What you see rarely in these lists is
the possibility that people are resisting the change simply because
the wrong change outcome or approach to implementation is
being proposed. Yet business change failure rates suggest that the
wrong outcome or approach are being attempted quite often,
eg The majority of organisational change projects fail” (IBM,
2008); “35% of organisations abandoned a major business change
project in the last three years” (Logica, 2008); “17% of large
IT projects go so badly as to threaten the very existence of the
company” (McKinsey, 2012). Though resistance to change is often
claimed to be a causal factor in failed change initiatives (Georgalis

So how does the wrong change or the wrong approach to
change get proposed in the ﬁrst place? There are many causal
factors, but at the change deﬁnition level they include a poor
understanding of the current situation; poor analysis of the
problems facing the organisation; too narrow an understanding
of the market/context in which the organisation operates;
failure to listen (really listen) to clients and colleagues. These risk
factors for analysis can be mitigated by using formal business
analysis technique,s such as critical examination; SWOT, Porter’s
Five Forces and the Boston Matrix. At the change deﬁnition level
there is also the elephant in the room – power and politics. For
example, change being initiated by someone in the organisation
trying to grab territory or wanting to be seen to be achieving
great things for reasons of self-promotion. ‘Achieving’ is perhaps
the wrong word, as instigating frenetic activity or marching
everyone over the horizon to an ill-deﬁned target – or up the
hill and down again – is often enough to create an impression
that someone is a mover and shaker. Readers may have seen
the phenomenon in which someone with a track record of
starting change initiatives always manages to move on before
the chickens come home to roost. Even if remaining attached
to the initiative in some way, they can set up others to take the
blame if things go wrong. That is the horrible reality of power
and politics. Organisational politicians are likely to regard
resistance as unwelcome, in that it might frustrate their personal
ambitions. That’s when the worst aspects of ‘overcoming’
resistance are seen, including isolating individuals who are
resisting, by creating in-groups and out-groups (Tajfel, 1979).
Ironically, it is the fact that organisational politicians are not
trusted, or are treated with suspicion, that can create a general
unease or resistance to their initiatives.
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New thinking
If change is designed to only reﬂect the views of its supporters and
ignore the views of its detractors, then we can see Tajfel’s (1979)
Social Identity Theory (SIT) and Janis’s theory of groupthink (Janis,
1971, 1972) combining to the detriment of the organisation. SIT
applies when those who support the change become the in-group,
while those who oppose the change are treated as an out-group.
Groupthink applies when the in-group values their group cohesion
more than they do the rigorous testing of their ideas for change.
To quote Janis directly “I use the term groupthink as a quick and
easy way to refer to the mode of thinking that persons engage
in when concurrence-seeking becomes so dominant in a cohesive
in-group that it tends to override realistic appraisal of alternative
courses of action. Groupthink is a term of the same order as the
words in the newspeak vocabulary George Orwell used in his
dismaying world of 1984. In that context, groupthink takes on
an invidious connotation. Exactly such a connotation is intended,
since the term refers to a deterioration in mental efﬁciency, reality
testing and moral judgments as a result of group pressures.”
(Janis, 1971, 43-46).
At the change implementation level, it is possible that the
wrong approach to implementation is being attempted, even
when the desired change outcome is correct. Some high proﬁle
failures in the UK public sector spring to mind. Sometimes
implementation failures occur when the people charged with
directing and implementing the change lack relevant skills
and experience. Sometimes the wrong solution is chosen for
‘commercial’ reasons. Sometimes there exists a dogmatic belief
in a particular approach (which evokes the image of the person
with a hammer to whom everything looks like a nail); or, the
approach used was a management fad going through a period
of overuse. Flexibility is crucial in implementing business change,
and this includes choosing the right approach for the change
context as one size does not ﬁt all. Remember, the goal is always
more important than the method, but the method must be ﬁt for
purpose.
Turning away from reasons for change failures and back to
the subject of resistance to change, Carnall (1990) argued that
employees go through a coping cycle for change that bears a
strong resemblance to the stages of grief. Carnall’s stages are
denying, defending, discarding, adapting and internalising. But to
treat resistance as a normal emotional response in which the role
of the change leader is to help people go through the cycle and
come out of it more compliant is arguably naive or patronising or
both. What this and similar emotional models do not consider is
the possibility that the defence of current practices and behaviours
may be valid; the defence is rational and based on fact, not an
emotional inability to accept the inevitable and let go. If there
is any emotion, it could be an emotional desire to see clients get
the best service; or, to see colleagues treated with respect. We all
know of examples in our daily lives when the old way of working
was better than the new way of working (think of some changes
to your council services).
Kotter & Schlesinger (1979) proposed their ‘Six Change
Approaches’ to be used to “overcome resistance to change”
(their phrase, p.134). The strategies are (in order): education and
commitment; participation and involvement; facilitation and
support; negotiation and agreement; manipulation and co-opting;
and, implicit and explicit coercion. As you can see, the list is a
continuum that starts with a genuine collaborative approach

Another common factor in
business change failure is that the
business case for change was not
made in a way that would elicit
universal support.
(education, commitment, participation, involvement), before
moving onto more direct attempts to get own way (negotiation,
agreement, manipulation, co-opting), and ends with the use
of authority to impose change (coercion up to and including
threatening people with the loss of their jobs). Co-opting people
is differentiated from genuine involvement by the authors thus:
“This is not a form of participation… because the initiators do not
want the advice of the co-opted, merely his or her endorsement.”
(Kotter and Schlesinger, 1979, p.136). You can decide for yourself
whether you concur with the view of the authors that where
speed of change is important and the change will be unpopular
“… coercion may be the manager’s only option.” (Kotter and
Schlesinger, 1979, p.137). To the credit of the authors, the ﬁrst
four strategies if used correctly can reduce the strength of any
concerns about change as they invite people to help shape the
change. There is a case for saying that the ﬁrst four strategy pairs
should be part of any approach to change – regardless of whether
resistance is possible or has occurred.

Levels of resistance
One writer and practitioner in change management, who
specialises in approaches that reduce the possibility of serious
resistance arising in the ﬁrst place (and who gives good advice on
how to use resistance to the beneﬁt of the change programme
if it does occur) is Rick Maurer. Part of Maurer’s approach is to
determine the level of resistance. In this method, Level 1 describes
resistance to the content of the idea, facts, ﬁgures and data. Level
2 is an emotional response to what people perceive the change
will mean to them. In Level 3, resistance works independently of
the issue at hand (eg opposing the person or people sponsoring or
leading the change). Level 1 is the easiest to deal with, while Level
3 is the hardest. In Level 3, the change being proposed may have
been adopted as a proxy battle ground for resentments that have
been simmering for a while. Often those resentments are related
to previous change programmes – perhaps where promises were
not met and/or unannounced job losses occurred. Without taking
sides, the trades union disputes in the UK in the 1970s spring to
mind, as do some of the problematic attempts to implement job
enrichment (eg self-managed teams) in the UK and elsewhere.
Maurer recommends that his clients ask themselves two questions
“why do people support us” and “why do people resist us”? When
they understand the answers to those two questions, then the
deﬁnition and implementation of change will be the best that it
can be as it will anticipate reasons why people may not be happy
with a particular change. Used properly, resistance will either
not occur at all – or if it does it will occur at Level 1 where simply
providing more information can allay concerns or can elicit useful
information that helps to ‘trim the sails’.

Management Services
Summer 2015

Regardless of the level or type of resistance being encountered,
it is listening to the other party that is the secret to success when
people have concerns. Success not in terms of ‘overcoming’
resistance, but instead success in terms of achieving the best
possible outcomes. Anyone who thinks they have ‘overcome’
resistance is possibly fooling themselves. Often all that has
happened is that is that resistance has been driven underground.
It takes a lot of courage to say that the emperor has no clothes,
so people who do speak up and express concerns should be
respected, not manipulated. After many years of delivering
change I have come to the strong conclusion that listening skills
are the most important factor in organisational transformation.
Analysis skills are also important, but where is the main source
of the poor analysis if it is not failing to seek out and really listen
to all the possible sources of information? There are many good
guides on how to improve listening skills in business change
situations, but they can be summarised as ‘listening carefully and
respectfully’. For example, avoiding interrupting, correcting or
challenging the speaker – even with your body language. Do not
treat someone speaking as the interval in which you get your
breath back before speaking again. Once you have really listened
and understood, then what you say in response is critical. Useful
information that you can impart to those who have concerns
includes sharing similar situations that you have experienced;
looking at the problem from their perspective and wondering out
loud how you would feel and act; helping them to understand the
desired outcome (and explaining why it is desired and how you
think it could be achieved); and, being honest about any possible
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downsides of achieving the outcomes for the person or people to
whom you are speaking. The two elements that change leaders
ﬁnd most difﬁcult is to listen without interrupting, and putting
themselves in the shoes of the other party. These things are not
easy to do well, but just trying to do them is a big step in the right
direction. But the most important thing is that you open yourself
up to the possibility that you might be wrong, ie all of your
assumptions on the subject may be incorrect or at least in need of
improvement.

Conclusion
In summary, continuing to treat resistance to change as the
enemy will only propagate the high business change failure rates
reported in recent years. Something in change management
itself needs to change to bring those rates down. If the change
management profession cannot change then who can? Only once
we start treating all feedback – including criticism – as useful, will
we start to see things improving. Labelling feedback that you
do not like as ‘resistance’ is lazy and potentially self-defeating. If
change management ever needs another slogan, perhaps it should
be ‘resistance is useful’!
About the author
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Contemporary leadership
requirements and priorities
Leading a 21st century organisation was the theme of the 25th World Congress
on Leadership organised by the Institute of Directors of India and held recently
in Dubai. The recommendations that emerged reﬂect changing leadership
requirements (Coulson-Thomas, 2015b).

M

ore ﬂexible organisations that evolve organically were
achievable with the technology of the 1980s (CoulsonThomas, 1992a & b). Despite the responsiveness
of such models and subsequent improvements in affordable
connectivity, hierarchical bureaucracies still exist.
Belatedly more companies are transitioning to more ﬂexible
forms, composed of multi-locational teams and interconnected
work-groups and partnerships. People share insights, raise
questions and address issues as they arise. These changes have
implications for governance, management and the number and
type of leader required. Will they reduce the requirement for
intermediaries between boards and people in the front-line,
customers and other stakeholders (Ingram & Emery, 2015)?

Changing leadership requirements
What forms of board and executive leadership are required

for transition to the more effective forms of high performance
organisation that are now possible? For example, should
visioning be a matter for the board or should key work-groups,
customers and business partners be involved?
In uncertain times periodic exercises such as visioning or
corporate planning may need to become continuous. Better
ways of carrying out fundamental reassessments and staying in
touch with evolving developments are required. New situations
and circumstances may require a reassessment of the traditional
distinction between direction and management.
Hitherto, boards have established broad frameworks of vision,
purpose, values, direction, goals, objectives and policies and
given CEOs and senior management teams (SMTs) discretion to
implement subject to monitoring and questioning at monthly
board meetings. How does this model work when frequent
reviews are required, and a wider range of people who have
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signed up to what an organisation is about are both connected
and involved in aspects of the reviews?

Evolving leadership arrangements
Modern technology enables direct and personalised
communication, involvement and sharing across organisations
and supply chains. Corporate social networks enable issues to
be raised and discussed by interested and informed parties
on a 24/7 basis wherever they might be. Other than ensuring
effective operation of corporate networks – a task that could be
outsourced – what value are many managers adding? Are they
just getting in the way?
One can lead a business working from home and monitoring
brand values and intellectual property rights, and contracting
on a ﬂexible basis for whatever resources and capabilities
are required to address windows of opportunity. Conﬁdent
leaders can seek direct feedback, sound out opinions and secure
comment, participation in agenda setting and/or decision
making as required.
As organisations change, directors should review how they
should operate and discharge their responsibilities. What
activities should they delegate and to whom, whether to a
CEO and SMT or directly to particular communities and workgroups. What leadership qualities will be required for effective
governance and the involvement and engagement needed for
corporate success? Top-down activities may need to give way
to providing better support of those who are engaged and
who share the purpose and values of an organisation (CoulsonThomas, 2012a & b, 2013).

Ensuring engagement and building trust
If stakeholder groups in direct relationships with boards and/or
CEOs are engaged in reviewing the purpose of an organisation
and its priorities, fewer management intermediaries and smaller
head ofﬁces and core teams may be needed. Leadership will be
about ensuring that participation opportunities are not abused
and that unrepresentative minorities do not secure undue
inﬂuence.
In more democratic organisations, leaders will need to ensure
tolerance and mutual respect across a diverse range of interests,
stakeholders and cultures if particular groups are not to be
excluded. While protecting intellectual property and other
rights they will also need to be alert to vested interests, hidden
agendas and risks of inﬁltration, radicalisation and fraud. Steps
may also need to be taken to address misunderstandings and
help different groups to understand each others roles.

Eliminating unnecessary ‘leaders’
Those occupying leadership positions in hierarchies have a
vested interest in perpetuating bureaucratic organisations. They
invent things to do and create work for each other. From the
perspective of customers and service users many ‘managers’ and
‘leaders’ are irrelevant and a distraction for the front-line staff
who address their requirements. From the boardroom these
‘walking overheads’ seem a barrier between directors and those
who deliver value to customers.
Where people share a vision, are self-motivated and well
networked, assume responsibility, and collaborate to address
issues as they arise, the need for intermediate leadership and
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In uncertain times periodic
exercises such as visioning or
corporate planning may need to
become continuous.
top-down motivation and monitoring is greatly reduced. More
boards will remove or bypass gatekeepers and engage directly
with front-line teams, key work-groups, customers and other
stakeholders. Others will look for business models that involve
customers increasingly helping themselves.
Beyond the strategic direction provided by the board, how
much external leadership do responsible, self-managing and
self-policing work-groups actually need? Increasingly, work
activities can be automated or performed by robots, drones or
expert systems rather than by employees. Remaining staff may
be coordinators, advisers or helpers of multi-locational and
virtual teams, rather than the traditional managers and leaders
who have been required to supervise immediate colleagues.

Introducing greater ﬂexibility of response
Lifecycles of products and technologies are shortening.
Requirements and priorities can change. Flexibility, keeping
options open and avoiding ﬁxed and overhead costs are more
important. Operations need to be rapidly scaled up and reduced
as waves of opportunity come and go.
Many traditional approaches to change, knowledge and talent
management are overly expensive and disruptive. Situations and
circumstances can change before they deliver. Leaders require
more cost effective routes to high performance such as ﬂexible
performance support that is accessible 24/7 and can be easily
updated (Coulson-Thomas, 2012a & b, 2013).
Without ﬂexible performance support multi-year programmes
to introduce a particular corporate culture, way of working
and learning, or model of operation, can damage organisations
that have to accommodate diversity and simultaneously address
multiple requirements. How, when, where and with whom
people work, the approaches they use, even a business model
and form of operation may need to change from one major
project to another.
If structures, models and operations are continually changing,
more attention needs to be devoted to simpliﬁcation and
reducing the number of corporate initiatives. Costly high-ﬂier
programmes should be culled where talent requirements are
difﬁcult to predict. Instead, the emphasis needs to be upon
enabling key work-groups to be current and to excel at new
situations as they arise.
Many of today’s organisations are portfolios of projects and
networks of relationships that evolve and adapt to suit changing
conditions and requirements. If there is not time to assemble a
perfect team or build an ideal structure, the issues for leaders
are relevance and ensuring capabilities remain current and
competitive.

Contemporary leadership requirements
Detachment rather than involvement is an increasingly

40

Management Services
Summer 2015

Directors need to ensure
leadership arrangements are
appropriate for their aspirations
and the situation, context and
stage of development.

roles, relationships, situations, family commitments and lifestyle
choices.
The challenge is to prevent the harm the incompetent or
malevolent might cause without inhibiting the enthusiasm,
commitment and creativity of others. Directors worry about
risks, setting precedents, opening loop-holes or creating
problems for processes and systems. Hence regulations,
legislation and reporting requirements grow ever more complex
and expensive to implement.

Innovation and control
important requirement. Leaders need to stand back, view an
organisation as a whole and assess whether its vision, purpose,
people and other capabilities are still appropriate. If gold plating
is not affordable, accessible resources need to be good enough
to satisfy customers as and when required.
Planning may need to be replaced by intelligent steering,
as carefully worked out strategies are replaced by vigilance,
alert antennae and addressing changing requirements, seizing
opportunities and confronting challenges as they arise. Flexible,
responsive and networked organisations are living and adapting
organisms. Leaders need to focus on senses rather than
structures.
As barriers are reduced and markets become more open,
people at different levels will need to assess emerging
challenges and opportunities, and the help and support they will
require to cope. Those closest to customers and most aware of
changing requirements may need to be involved in discussing
how best to respond. They need to become active partners in
creating a better future.
Directors need to ensure leadership arrangements are
appropriate for their aspirations and the situation, context and
stage of development. As people assume greater responsibility,
actively participate in corporate social networks and become
more intimately involved in decision making in more open and
democratic organisations, leadership requirements will change.
Steps may have to be taken to identify, attract, engage and
develop people for new and different roles.

Introducing greater freedom
Creativity is required to produce innovative solutions to pressing
problems, deal with issues and remain relevant, current and
competitive, while minimising risk and ensuring prudent control.
Standard practices and box ticking can lead to risk aversion and
a dull uniformity. A key issue is whether leadership styles and
organisational structures encourage breakthroughs or stiﬂe
them.
Creativity, innovation, diversity and freedom are interlinked
(Coulson-Thomas, 2015a). Many creative and entrepreneurial
people long for more control over their lives and opportunity
to express themselves. They are willing to assume personal
responsibility and are the very people that organisations seeking
new ideas need to retain, involve and engage.
Not all tasks need be approached the same way. Certain
freedoms relating to how, when, where and with whom
we collaborate, co-create, work and learn are conducive of
adaptation, creativity and innovation (Coulson-Thomas, 1997).
They can accommodate different approaches, capabilities,

Evidence suggests an affordable approach to balancing freedom
and control and ensuring compliance that can quickly lead to a
more innovative and sustainable business with existing people
and without restructuring or a change of culture (CoulsonThomas, 2007, 2012a & b, 2013). Checks can be built into the
performance support that enables people to develop new
solutions while avoiding commercial risks, regulatory breaches,
quality issues and legal problems.
Responses can be tailored to the needs of individual
customers, citizens and clients. Social networking can allow
continually updated and personalised support to be provided
on a 24/7 basis wherever people are, including when they are
on the move. Users can investigate new possibilities and explore
alternatives while those in leadership roles can be conﬁdent
they have taken evidenced steps to ensure compliance with legal
obligations and corporate policies.
Performance support has delivered multiple beneﬁts in many
areas and sectors and across supply chains. Social networking
and instant updating enables assistance to remain relevant
and current. Users embrace and engage customers and other
stakeholders from a variety of locations and cultures. They
become living entities, adapting as required and both innovative
and responsible.

Recommendations
The requirements for contemporary leadership explored in
Dubai lead to certain recommendations:
• Boards should consider the steps they might need to take
to retain or restore board leadership, and to support
transformation, creativity, diversity, engagement, innovation,
ethical conduct and sustainability.
• Boards should ensure there is sufﬁcient curiosity, diversity
and reﬂection within the boardroom to avoid group think,
provide challenge and enable appropriate discussion, and to
understand the expectations, requirements and perspectives of
different stakeholder groups.
• Boards should engage with and build mutually beneﬁcial
relationships with stakeholders, including the co-creation of
value with customers, and provide the intelligent steering to
remain relevant, current and competitive.
• Governance arrangements should promote rather than inhibit
entrepreneurship, responsible risk taking and sustainability,
and should be reviewed and updated to reﬂect changing
circumstances, opportunities and priorities.
• The capabilities of directors, the nature of the board and issues
discussed in the boardroom should reﬂect a company’s stage of
development, its situation, circumstances and priorities and its
challenges and opportunities.
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Performance support has delivered
multiple beneﬁts in many areas and
sectors and across supply chains.

• Boards should agree their appetite for various forms of risk,
recognise that innovation involves risk, and take practical
steps to reconcile the requirements for new developments and
maintaining prudent control.
• Entrepreneurship, risk taking and prudence and the
formulation of strategy and its implementation need to be
balanced. Building checks into support tools can ensure that
new developments do not infringe laws, rules, policies and
license conditions.
• Corporate policies, processes, procedures and support tools
should encourage and enable responsible innovation and
intrapreneurship.
• Boards should identify and tackle obstacles to innovation,
barriers to entry and factors that increase the cost and
difﬁculty of doing business, and work with others to reduce
them.

Speech to Dubai Global Convention and 25th World Congress
on Leadership for Business Excellence & Innovation. Ballroom,
The Meydan Hotel, Meydan Racecourse, Dubai, UAE, Mon. 20th
April.
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Without
leadership
there is no
change
Most organisational cultures evolve by default rather than by design, implying
that organisations can adapt faster and more effectively if they are led through
the process. By Philip Atkinson and Robert Mackenzie.

I

n this article Philip Atkinson and Robert Mackenzie
demonstrate that high quality performance cultures can
be shaped through aligning leadership with strategies
based on a careful selection of continuous improvement
lean strategies. Their contention is that ‘without leadership
there can be no strategic thrust, change and improvement’.
Ultimately, they believe ‘the degree to which your organisation
will succeed or fail is dependent on your leaders ‘actions and
behaviours.’
Organisations in both the public and private sector are
going through some difﬁcult times. There are still many who
have to bite the bullet and focus on improving efﬁciencies
and performance. These changes will not happen by accident
nor will they happen by adherence to a ‘ﬂavour of the month’
programmed instruction. Effective change has to be led by
committed leaders who are focusing on changing behaviours.
Leadership is not something that simply occurs it has to be led

by the top tiers and delivered and sustained through personal
commitment.

No leadership, no vision and no direction
Strategies available for inﬂuencing and forming a strongly
focused performance culture come down to one effective
option: concentrate almost completely on the dominant style
of leadership in driving, installing and sustaining continuous
improvement. In these difﬁcult post recessionary times, we
have to rethink our ‘organisational capability’ to operate in a
highly unpredictable environment. This is true in all sectors.
Many have not yet taken those extremely challenging decisions
in order to structure their organisation for change.

Structure yourself for change: Change is
transformational not transactional
In today’s business environment you have to anticipate the
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The most important factors in
shaping any business culture are
both derived from the behaviour
demonstrated by those who lead
and control the business.

is a strong cause-effect relationship between great leaders and
their teams achieving much more than those who demonstrate
poor or confused leadership.
Informed and targeted investment in shaping leadership
behaviour will translate immediately to performance
efﬁciencies, including providing best practise and best value.
In this post recession economy it is vital for organisations to
commit to the fundamentals of developing a performance
enhancing leadership style to drive signiﬁcant business
transformation.

next transition, prepare for it, and build a culture and the
capability to make it work. To do that you need to enlist the
support of leaders who want to create that culture. The old
transactional role of ‘manager’ is replaced by the requirement
to lead teams to build a strong and resilient culture. The
command and control bureaucratic model of organisation
with its ‘silo mentality’ will no longer survive, even in the most
outmoded of public service organisations.
A leader portrays a much stronger position and role than
the traditional role of manager. Leadership requires ownership
of issues, concepts, taking charge, being action-oriented,
positively inﬂuencing events, displaying a personal mission
with responsibility, as well as being a role model for others.
Organisations driven by leaders with strong positive values will
take their organisations where mere managers can only dream.

Mindset change – creating a legacy

Quality management starts with quality of leadership
The charismatic qualities of those who lead the organisation
ultimately inﬂuence the quality of your achievements as a
business. How can we have a culture focused on continuous
improvement if we don’t encourage staff at all levels to
demonstrate that they are high calibre individuals? And just as
a sports coach gives careful consideration to the composition of
her or his team, so the top team of any organisation should pay
attention to the composition, the development, and to the core
attributes and characteristics of its key people in the business.

Create internal capability to drive change
You need your own internal capability to drive and sustain
change. The key players will either be a combination of direct
reports to the top team, or middle management who report
to the most senior level within the organisation. With an
organisation of 2,000 people, if you can positively inﬂuence
the top 100 staff, then you are in a very strong position to
impact business performance for the better. This means that by
focusing your efforts on working with just 5% of staff, ie the
top team and their direct reports, the natural outcome, if well
designed, is to signiﬁcantly shift the performance of the whole
business for the better.

Total business transformation
If you don’t have the right leadership in place, it matters
little how much you invest in lean, continuous improvement,
technology, telephony, process improvement, systems
development etc.
Fundamentally, how people are led and managed is central
to building a robust business. When the management of
people is designed to make a difference to performance, there

In large successful business giants such as General Electric,
Apple, Microsoft, Toyota, ‘transformation’ means far more
than just managing and administering daily transactions. It
requires a pioneering mindset of focusing on strategic goals
and translating these into their business operations. Leadership
has to be reﬂected in the behaviours and actions which
ultimately impact the customer for the better. What enables
this to happen is a shift in leadership from focusing ‘internally’
on administering and transacting day to day operations, to
‘outwardly’ transforming the business to achieve a state of
customer focused self-renewal.

Leadership behaviour shaping culture and
performance?
The two most important factors in shaping any business
culture are both derived from the behaviour demonstrated by
those who lead and control the business. The ﬁrst is ‘what do
leaders pay most attention to’. When leaders invest time in
their people and deliberately improve quality and customer
responsiveness, that’s seeing leadership behaviour in action. It
signals what is important – and what is not.
The second driver of effective performance is ‘how leaders
respond to critical incidents’, such as crises and difﬁculties.
People notice this and it strongly signals to staff what is a
priority and what is not. Leaders and senior staff often fail to
recognise that ‘grapevine comments’ are generated, circulate
and grow because of what others see and feel and interpret
from their leaders behaviour and actions.

People are boss watchers
Everyone does it – most of us spend time observing the
behaviour of others more senior to us and we assess whether
or not they are living the values they espouse. Be careful,
because others will be also be observing your behaviour
– because you may be their boss or have an authoritative
position to uphold. ‘Doing what you say and saying what you
do’ is critical in establishing a consistent management style
which will spread throughout the organisation. We all devote
time to focusing upon ‘what the top people pay most attention
to’ because that is what shapes the culture, teamworking and
the performance of every single organisation.

What do you see in that reﬂection in the mirror?
Take the test. What is it like to receive your behaviour as
a leader on a ‘bad day?’ We encourage organisations to
streamline swiftly by examining the dominant values and
leadership behaviours presented intentionally or otherwise in
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how leaders communicate with their people – ‘top to bottom’.
The purpose of this is to establish the behaviours which lead to
signiﬁcant and enhanced performance and differentiate them
from those which do not. Unsurprisingly, dominant behaviours
from the top tiers of the business determine the dominant style
of management that will ﬂow throughout the organisation.
For new people joining the organisation these are clear signs
of how to behave.

Neuro leadership and emotional intelligence
Most behaviour is ‘unconscious’. Although people are conscious
of what they are doing, they may not be conscious of their
motives and the impact this has on others. They may not be
conscious of how their behaviour is received unless they have a
high degree of sensitivity, seek feedback on their style.
We talk of neuro leadership. Our approach is to focus
on improving the interpersonal competence of people in
leadership positions so they can best associate, align, motivate
and enthuse their staff and teams.
For this reason we regularly design speciﬁc 360 degree
leadership assessments looking at leadership behaviour not
only from a managerial standpoint through self-assessment –
but also by winning the support of others. We ask for feedback
from co-workers, peers and colleagues as well as direct reports
and others involved in any direct or indirect supply chain
relationship. In a sales or B2B context we often seek feedback
from customers or business partners so that managers can take
a ‘reality check’ on their personal performance.
This activity also helps to assess the potential of managers
and leaders and is a powerful way to structure a succession
process within an organisation. Huge returns can be
experienced when tailoring training and all development
activities towards adding value to all team workers. Often this
exercise will generate a whole list of questions – here are the
top ﬁve.

QUESTION 1

Who is a leader?

Anyone who manages someone is a leader. Anybody who has
responsibility for the performance of others is a leader. If you
have staff reporting to you, your results are determined by
how well you lead your people. A manager can leave today
and a new recruit takes over the tomorrow. The style of
leadership of that new recruit (for good or ill) will signiﬁcantly
shift how she or he leverages people to deliver the results.
Leadership has a major impact on the performance of teams.
Also, consider the solitary individual with a more technical
specialism – is there a role of leadership for this person? Of
course – he or she is part of an internal supply chain and needs
to demonstrate strong team behaviour to ensure that the
supply chain is strong, ﬁrm and delivers to expectations. This
person will inﬂuence how others operate.

‘Leadership is the signiﬁcant factor in impacting upon
organisation performance and one which many organisations
need to address as we work through the early years of the next
decade.’

QUESTION 2

Is there a difference between a
manager and a leader?

There is a major and fundamental difference. We consider

Leaders must display a
high degree of energy to
demonstrate their resilience
and their ability and
stamina to contribute in a
demanding business.

Management Services
Summer 2015

45

managers to be more transactional in nature – that is, dealing
with processes and protocols focusing upon the administration
of the system. Managers may do the job right – but leaders
will do the right job. Leadership is about transformation and is
largely to do with challenging the way business objectives are
achieved.
Leadership requires an enthusiastic manner and focus for
creating a strong vision for the organisation and ensuring that
they inspire others to achieve. Transformational leaders will
devote time to ‘thinking out of the box’, taking thoughtful
risks, and building strong teams of people to work across
boundaries and silos.

QUESTION 3

Can you have too much leadership?

We have yet to ﬁnd an organisation which does – although
there are plenty of businesses that are making great strides
in how they drive for change. The real focus should be on
‘what can we do better, quicker, in a more customer focused
manner?’ Leadership can soon be created and the effect of a
strong leadership programme will be instant. Just think now –
in your organisation, what percentage of those who manage
others are true leaders in how they behave? Now, consider if
it were possible to increase that by a factor of 10 -15% – to
create those with the attributes to drive sustained change and
improvement – what effect would that have on your business
performance?

QUESTION 4

What beneﬁts can you expect from
a strong leadership programme?

1. Leadership will exist by design rather than by default and
will quickly highlight desired ways of working and team
building, moving from the strictly task led behaviours to
become more creative and strategic.
2. Behaviours will be clariﬁed which will immediately lead to
improved team performance.
3. Clear signals will be given to new recruits or those new to a
managerial position.
4. Development activities can be designed speciﬁcally to
support managers as they manage the transition to the
strong transformational model of behaviour.
5. Morale within teams will increase because team members
will be expecting and experience a freedom to succeed –
simply because trust will take over from control.
6. Performance management will be taken seriously and new
measures can soon become tangible.
7. Most importantly, those who are ‘early adaptors’ will be able
to support those who take a little more time to practice the
skills.
The focus of the organisation will be on ‘achieving the best
from teams.’
It is pretty obvious that the real beneﬁt accrues to
organisations seeking to attract and retain the top talent in
their ﬁeld. In 2015+, new recruits of high calibre are a scarce
resource for many organisations. To attract such quality
people, organisations will require to demonstrate a positive,
healthy culture in which people can grow and prosper. Those
companies that fail to develop sound strategies to attract
and retain strong leaders, will not have the best choice of the
market.
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‘The leader is not employed to be a super independent and sole
performer but, rather, committed to achieve results through
others – so that ultimately, leadership is about creating an
empowered culture which is self-sustaining through extensive
inﬂuence and persuasion.’

QUESTION 5

What are the personal
characteristics of effective leaders?

Effective leaders pursue transformational type behaviours but
what speciﬁcally do they need to do more and less of in terms
of driving change through team work?

Energise self and others
Leaders must be able to energise themselves and others. They
must display a high degree of energy to demonstrate their
resilience and their ability and stamina to contribute in a
demanding business. Energy means being positive. It is unlikely
that someone who displays inactivity and a lacklustre desire to
improve things will be able to work closely with challenging
projects.
Energising others demonstrates a consistent way of behaving
which illustrates some positive actions which hopefully
others can emulate and master. The leader who understands
how important it is to get their team to express themselves
conﬁdently and with pride, will probably commit to improving
their inﬂuencing and persuasion skills with others.

Enthusiasm
Self-conﬁdence is key to effective leadership. If a leader fails
to display self-conﬁdence, and has a less than positive image
and self esteem, it is unlikely that they can inspire others to
superlative performance. The major factor holding people back

from achieving their potential is their personal beliefs about
what they can and cannot do. The oft quoted statement from
Henry Ford perfectly reﬂects this sentiment.

‘Whether you think you can or you think you can’t,
you’re right’
Execute
Leaders have to be decisive after taking in relevant data,
comparing the ‘pro’s and con’s’, and then deciding. Here
execution of the decision becomes the norm. People who fail
to take decisions, fail to learn from their experiences.
In many ways good leadership comes from ‘experience’, some
of which has involved some degree of failure. Good leadership
comes from learning about things that did not go so well –
not just success. Managers who fail to make decisions – until
they have every piece of the jigsaw puzzle – will never make
anything happen in their organisations.

Edge and continuous improvement
The top ten percent of people in any profession or business will
never need to look for a job – they will always be in demand
and will be highly valued. Understanding where the ‘edge’ is in
improvement is critical when looking at current problems, and
thinking creatively for new solutions.
Always being alert and open to new ways of working is
what characterises sharp people who live at the ‘Edge‘ of
improvement. They challenge the way things are done to
improve performance and are wise in how they use their time
to best effect.
Our research indicates that there are multiple behaviours that
demonstrate effective leadership behaviour. These behaviours
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The charismatic qualities of those who lead the
organisation ultimately inﬂuence the quality of
your achievements as a business.

are pivotal to leadership performance and from our experience
the key is to develop the person ‘inside out’ – so that the
beneﬁts accrue to both the individual and the organisation.

Summary
Leadership is a critical issue for many businesses. Talent is
increasingly a scarce resource, and the methods for sustaining
the ﬂow and retention of good quality people are not in
abundance. We are half way through the second decade of this
new century, and competition for the best people will intensify,
implying that potential recruits have a choice of working with
a strong leadership culture or someone else. Our experience is
that high ﬂyers choose the former.
Organisations and their top teams committed to developing
a strong culture composed of high quality people, know that
Leading by Example is a critical competence to display outwardly
and in the policies, strategies and processes that hold the
organisation together. Many management teams today do not
realise they face a ‘leadership challenge.’ It is worth knowing

that those organisations that can implement strategies for
continued and sustained improvement will be those peopled
by high ﬂyers. These high ﬂyers don’t just evolve and gravitate
to your organisation by accident. They have to be developed,
coached and ultimately retained and groomed for senior
positions and challenges.
By now you’ll be aware of the numerous beneﬁts of
developing a strong leadership style which is fundamentally
based on transformational behaviours. We think you’ll agree
that it is surprising that many organisations neglect or fail to
fully commit to investing in their most senior people – those
who Lead others. Transformational leadership is within the
grasp of most organisations. For those committed to this
approach, the results for the business can be immense once your
business has established and aligned a strong leadership style
with strategies for continual improvement. Those who achieve
and develop a strong internal leadership capability and culture
will be able to sustain any drive for change and guarantee a
competitive edge for the future.
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