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Save the date: 
The IMS AGM 
and workshop  

NOTICE TO MEMBERS
Have your contact details changed recently? Remember to 
update your contact details with the Institute by emailing 
admin@ims-productivity.com if you have moved house or 
changed your email address or telephone number.

Welcome to the IMS Journal for summer 2019. 
Your Institute continues to make steady 
progress, with income and membership numbers 

improving as predicted at the beginning of the year. Our 
education courses are booked up into September, with 
enquiries from potential students for the final quarter of 
2019. This makes positive reading and gives us confidence 
for further success.

You may recall that this year elections will take place 
for the Institute’s Council of Management. Four of the 
eight council members are elected every two years and 
serve for four years. Nominations have now closed for the 
four positions on this occasion and I would like to take 
the opportunity to thank those who have put their names 
forward. Council members get involved more closely with 
running the Institute, representing fellow members to 
guide and develop the services we offer. This year, the 
number of nominations did not exceed the number of 
places on council available, so a ballot will not need to 
take place. The details of those elected will be announced 
at the national AGM in October 2019.

The Institute’s national workshop event and AGM is 
being held this year on Friday 4 October 2019 at 10:30am 
at the George Hotel, Lichfield. The title of the event is 
Customer Service & Productivity versus Efficiencies & 
Productivity. The discussions will centre on striking a 
balance between the two often competing requirements 
within commercial and public organisations. We have four 
productivity professionals lined up to speak, so look out 
for announcements and how to register to attend in a 
few weeks’ time. This will be a great opportunity to find 
out about new ideas and network with colleagues from a 
variety of backgrounds. It is possible to pre-register your 
interest by contacting the Institute’s Head Office via email 
(admin@ims-productivity.com).

The Institute has a very good resource that is sometimes 
overlooked which is our website. Talking with colleagues 
many of us, including myself, often only look at the 
website quarterly when accessing the new IMS Journal. 

This is only one very small part of the information and 
guidance that is contained on the site. Looking through 
the website for this article, I was drawn to the alphabetical 
Knowledge Bank, our President’s page with discussion 
papers and the business book reviews. The West Midlands 
newsletter is a particularly good read, with write ups 
of region community events and general productivity 
news. When you are next researching a project or just 
looking for interesting articles to read, take a look at the 
Institute’s website, you will be pleasantly surprised.    

Finally, I was reminded of one of our professions 
founding fathers when I read this evocative quotation 
from Frank Gilbreth – ‘There is no waste in the world 
that equals the waste from needless, ill-directed, and 
ineffective motions’. 

If you have any comments, suggestions or questions 
about your Institute please get in touch.

Julian Cutler
Chairman

Researching a project or just 
looking for interesting articles 
to read? Then take a look at the 
Institute’s website

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

• IMS Certificate modules, including Time Study
• Performance Rating clinics
• The MOST® technique and re-certification
• Appreciation courses and Lean techniques

Check out the details in www.scott-grant.co.uk/study-productivity
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Professor Colin Coulson-Thomas recently delivered a special 
address at the 29th World Congress on Leadership for 
Business Excellence And Innovation, and drafted and 

presented the event’s recommendations. As in previous years, 
he also provided the event’s theme paper. His speech included 
a call for action on climate change and his recommendations 
suggested that some boards may need to redefine corporate 
purpose, excellence, quality, performance, productivity and 
success, in terms of reducing environmental and resource 
footprints and addressing climate change. Comments from 
his call for more responsible leadership and the more flexible, 
imaginative and relevant transformation strategies advocated 

in his books and reports and based upon his experience as vision 
holder of complex transformation programmes, were reported 
in the Khaleej Times. The World Congress, supported by HH 
Sheikh Nayhan bin Mubarak Al Nayhan is addressed by Ministers, 
ambassadors, business leaders and heads of international 
organisations, and attended by some 500 delegates. It is a major 
element of an annual Dubai Global Convention organised by 
India’s Institute of Directors, an MOU partner of the Institute of 
Management Services, in collaboration with the UAE Ministry 
of Economy and the Consulate General of India. The principle 
strategic partner was ACCA on whose governance, risk and 
performance global forum Colin sits.

Congratulations to the students who 
were awarded the Management  
Services Certificate in 2018

World Congress calls for more flexible, imaginative 
and relevant transformation strategies

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

• IMS Certificate modules, including Time Study
• Performance Rating clinics
• The MOST® technique and re-certification
• Appreciation courses and Lean techniques

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

MSJ Summer 2019.indd   5 03/06/2019   09:46



6 Management Services 
Summer 2019

WEST MIDLANDS REGION

SCOTTISH REGION

West Midlands members recently enjoyed a factory tour 
of the Morgan Motor Company in the picturesque 
area of the Malvern Hills, Worcestershire. This year 

the company is celebrating 110 years of existence, having been 
established by Mr HFS Morgan in 1909 who built his first primitive 
three wheeler car with tiller steering. The current factory has 
been on its present site for over 100 years, and at the time the 
factory was built it was in open fields, but is now in the built-up 
area of Malvern town.

In many ways, Morgan Motor Company production methods 
are a step back in time, compared to the mass production of 
cars at Toyota, Derby or the Mini factory at Oxford. There are 
no automated production lines, no robots and few computers. 
Morgan cars are literally hand built, using crafts and skills which 
would be familiar to the Morgan workers of 100 years ago.

The Morgan car range is basically three models of their iconic 
traditional classic sports car – all fitted with engines bought in 
from the Ford Motor Company. The engines range in size from 
the 1.6 litre 4 cylinder engine to the large capacity V6 engine 

fitted to an American Ford Mustang. 
During our visit, the last Morgan Aero 8 car (Morgan’s 

streamlined top of the range model) was passing through the 
production stages, before this car is withdrawn from the model 
range.

Morgan Motors build 18 cars per week (compared with less 
than half that volume 25 years ago) and some 70% of cars 
are exported to the USA, as well as other parts of the world, 
including China.

Morgan Motor Company has a workforce of less than 200 
and is an equal opportunities employer but on our visit all the 
production operatives were male. Although the Morgan family 
continues to own the company, there is no longer a member of 
the family in a senior management position and the company 
chairman is a long-standing company employee Mr Dominic Riley.

An interesting example of a company which has established 
itself in a highly competitive market in a niche segment, with a 
unique product and a strong brand image and a loyal customer 
base. 

In the news section of the 2018 Summer Journal, I announced 
that the Scottish Region had a new Chairman, David Irvine. 
David has taken over from Bob Smith who has had to 

stand down due to ill health. Unfortunately, Bob’s health has 
continued to deteriorate.

In addition to Bob’s involvement with the Scottish Region, 
he was also the IMS representative on the Association of 
Professional Institutes (Fife) where he was the Treasurer for 
many years. Although inactive for some time, the API had some 
£1397.55 in its account with the Bank of Scotland. 

Having consulted with the remaining members of the API 

committee, including two past Chairmen, Derek Millar and Jim 
Dunsmore, it was decided that the account should be closed and 
a donation for the full amount made to Alzheimer Scotland. This 
to be done on behalf of Bob in recognition of all the work he 
had done for the organisation over some 30 plus years. A fitting 
gesture I would suggest.

Alzheimer Scotland have sent a letter of thanks to the API 
Chairman, Derek Millar, for the donation. 

Dr Andrew Muir
Scottish Region Secretary. 

Visit to the Morgan Motor Company, Malvern
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In a new report titled The productivity agenda – moving 
beyond cost reduction in financial services, PwC sets out the 
important challenges and opportunities facing the financial 

services industry, and the ways in which senior executives should 
respond if they wish to move beyond simple cost cutting and 
improve profitability in the long-term.

With banks struggling to improve their return on capital, many 
institutions are being forced to restructure and cut costs. Even in 
the asset management industry, where return on equity (ROE) 
is higher than the financial services industry as a whole, there is 
downward pressure on margins and profitability. Cost cutting 
will only deliver so much. If financial institutions are to improve 
profitability in the long-term, they need to fundamentally 
improve the productivity of the enterprise.

John Garvey, Global Financial Services Leader for PwC stated: 
“The cost cutting agenda adopted by many institutions since 
the financial crisis has, in essence, de-globalised the industry to 
make it more local or national, shrunk global footprints, divested 
businesses and shed clients. However, this process has run its 
course. If profitability is to get anywhere near the highs of 15 
years ago, what’s needed now is a fundamental focus on building 
a sustainable, productive business model that can compete with 
both incumbent institutions and digital-only competitors.”

Based on a detailed survey of the global financial services 
industry, PwC has identified six areas where financial institutions 
can focus their productivity efforts to boost long-term sustainable 
profitability. 

The full report can be seen at: https://www.pwc.com/gx/en/
financial-services/pdf/pwc-productivity-agenda.pdf

In a rapidly changing world, industries need to continuously 
adapt to meet new trends and global demands. The idea 
behind the EU Industry Days, hosted by the European 

Commission, is simple. It brings people together to share ideas 
on how industries should look in the future to maintain and 
reinforce their competitive and productivity advantages. By 
bringing industry’s key players together, it is hoped to address 
the challenges ahead and create growth and jobs for the future.

Industry has always been at the heart of Commission’s 
priorities and the Commission sees its role as being to facilitate 
discussion and strengthen industries’ ability to adapt, innovate, 
set global trends, and stay or become world leaders. It aims 

to play a key role in creating a successful industrial policy 
which brings about the best framework conditions to enhance 
industry’s ability to adapt and innovate.

A strong European industry has been at the heart of the 
current Commission’s political priorities since the beginning 
of its mandate. The Commission’s strategy has always been 
to empower European industry to reap the opportunities 
of industrial transformation. It seeks to empower European 
industry to create growth and jobs, and boost Europe’s 
competitiveness, foster investment and innovation in clean and 
digital technologies, and defend Europe’s regions and workers 
most affected by industrial change.

European 
Commission 
Industry Days

Productivity in 
financial services
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Time for your annual performance rating check?

Book your place on our IMS endorsed Rating Clinic – 
available around the UK – and be sure you’re operating to 
the British standard.

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

Open access to geospatial data not only drives economic growth, but also 
facilitates more inclusive citizen engagement, and supports new ideas in 
innovation and science. Many businesses and not-for-profit organisations are 

employing open data to help them create new or improved products and services.
According to a recent report prepared by Deloitte and EuroGeographics the data if 

used from official sources can boost SME productivity and gain competitive advantage.  
SMEs constitute 99% of European businesses and the EU cannot succeed in the transition 
to the data economy without the participation of SMEs in the digital transformation. 
In such situation centralizing access to official national geospatial and land information 
from Europe would enable SMEs to be more competitive by cutting costs and boosting 
their ability to scale up and enter new markets, says the report.

It was also found that SMEs have a strong appetite for more cross-border authoritative 
data which could help them improve their product and service offerings, save money 
and become more competitive. They however have concerns about using and accessing 
authoritative information.

Mick Cory, Secretary General and Executive Director, EuroGeographics says, “Open 
geospatial data from official sources not only helps to overcome these issues but 
also provides a first step in realising the benefits of authoritative information. To 
demonstrate its potential, we are developing a single point of access to a number of 
European open data services. The Open ELS Project will offer the opportunity to try 
harmonised open geospatial information from official national sources and aims to 
provide certainty about what is free, charged for and under what terms and conditions.”

The full Deloitte and EuroGeographics report can be seen at:
https://openels.eu/wp-content/uploads/2019/02/Open-ELS_socio-economic-benefits_

draft-final-report_v2.0_clean.pdf

Life in Central Europe has, for most of its inhabitants, 
improved substantially since joining the European Union. 
Life expectancy in Poland has risen from 71 in 1989 to 77 

today, and over the same period, Hungary’s GDP has more than 
quadrupled. Today, the average salary for a citizen of the Czech 
Republic or Slovakia has greater purchasing power.

The Central European Countries owe much of their 
development to their EU membership, granted in 2004, which 
gave them access to new markets and billions of euros in 
funding. Prospects are still good for the region: the economies 
of these four countries grew by 4.5% on average in 2018.

Under the EU’s principle of free movement, Central European 
countries have exported workers to more developed economies 
further west. Skilled and unskilled citizens alike ply their trades 
abroad, earning higher wages and, at the same time, benefiting 
culturally from experiencing life in another country. 

For a number of years, this approach worked fairly well for all 
parties: Western Europe gained access to a bountiful supply of 
cheap labour, workers from abroad benefited from higher levels 
of remuneration, and the economies of their home countries 
received a boost. 

Unemployment across the Central European Countries has 
fallen sharply in recent years, averaging just over 4% in 2018. 
This is significantly lower than the EU average of 6.7%, and 
continues to fall. Since joining the EU, countries like Poland and 
the Czech Republic have become more closely integrated with 
the continent’s economy: they have attracted large numbers of 
foreign investors keen to benefit from the supply of cheap, but 
well-educated, labour. 

Higher levels of employment in the Central European 
Countries could result in Western Europe losing its supply of 
cheaper labour.

Open geospatial data can 
boost SME productivity

Labour shortages threaten  
Central European growth
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During the 2019 European Commission EU Industry 
Days, Jyrki Katainen, who is vice-president of the 
European Commission for Jobs, Growth, Investment 

and Competitiveness, as well as a former Prime Minister of 
Finland spoke on the importance of artificial intelligence (AI) 

He stressed the need for the EU Industry Days and the 
key role they played enhancing and improving EU industry 
whilst also indicating the role artificial intelligence would 
increasingly play in industry. He indicated that one of the 
biggest drivers of economic growth in the coming years 
would be artificial intelligence.

He stated: “Moreover, in our European approach to 
artificial intelligence, we are encouraging uptake of the 
technology in both the private and public sector with 
appropriate investment frameworks, whilst also taking into 

account the necessary ethical and legal considerations that 
will need to be at the forefront of policy as the onset of AI 
becomes an ever-closer reality”.

He highlighted how in his own country Finland, the 
University of Helsinki had set up a fully open course called 
‘Elements AI’. The aim of the course being to increase 
people’s understanding of AI technology. Alongside this, the 
Ministry of Economy and Labour has set up a special group 
for AI strategy.

He indicated that AI literacy is important because it will 
increase productivity and it will change the way we do 
business, allowing people to become more resilient in the 
jobs marketplace. Not only that, AI can improve people’s 
health and access to public services. We have to take care that 
no-one is left behind. Education here is important.

The importance of artificial 
intelligence in improving productivity
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BOOK REVIEW
Title: The Fearless Organisation – Creating Psychological Safety 
in the workplace for learning, innovation and growth.
Author: Amy C Edmondson
Publisher: John Wiley & Sons (2019)
ISBN: 10: 1119477247
Pages: 233

The author Amy C Edmondson 
is the Novartis Professor of 
Leadership and Management 
at the Harvard Business School. 

Written for leaders 
and teams, The Fearless 
Organization offers a step-by-
step framework for establishing 
psychological safety within a 
team and an organisation. It is 
a practical guide for creating 
cultures where knowledge and 
innovation flourish because 
people feel safe to contribute 
their ideas.

Today, organisations depend 
on talent, but for many reasons 

talent alone is not enough. The only way human capacities can 
truly flourish is in an atmosphere free of fear. Amy Edmondson 
fully understands the requirement for psychological safety in 
organisations, and in this book she shares her knowledge and 
understanding of the topic with the reader. She identifies the 
part fear plays in stifling creativity and teamwork, and offers 
practical advice for overcoming these obstacles and building an 
organisation free of fear. 

The book will enable the reader to understand the 
competitive advantages that accrue in an organisation that is 
able to build a workplace where people feel safe to share ideas, 
and mistakes, and see these as opportunities. 

The book is much more than a list of examples of good 
and bad practice; the author provides a clear model and 
toolkit guide which explains how to implement a culture of 
psychological safety, in which people feel free to speak up and 
put forward their ideas and also admit their mistakes.

The book will fully explain what psychological safety is and 
also what it is not. It explains that it is about candour and 
productive disagreement, as well as the free exchange of ideas. 
Conflict inevitably arises in a workplace and psychological safety 
enables people to speak candidly of their concerns. 

This is a highly recommended book that enables the reader 
understand the concept of psychological safety and the benefits 
it can bring to an organisation by greater staff harmony and 
productivity.

Title: The Polymath – unlocking the power of human versatility
Author: Waqas Ahmed
Publisher: John Wiley & Sons (2019) 
ISBN: 10: 1119508487
Pages: 317

This book is about the 
full realisation of human 
potential and as such calls 
for a revolution of the mind, 
led by an age old species of 
human known as Polymaths, 
sometimes referred to as 
‘Renaissance men’. It would 
be more accurate to define 
these individuals as ‘humans 
of exceptional versatility, 
who excel in multiple, 
seemingly unrelated fields’. 
Put another way they have 
multi-dimensional minds.

The author explores what 
a Polymath is in some detail, 

making it clear that they are not members of an exclusive club 
or society, as every human has the potential to become one. He 
explains that we are all inherently multifaceted beings and that 
we all clearly demonstrate this disposition during childhood.

The book takes the reader on a fascinating journey through 
history, exploring the background to the individual Polymaths 
who did so much to shape our history. Many influential leaders 
whether political, military or business, played an important 
historical role and as such, can be classed as Polymaths.

We are told how Karl Marx drew upon his wide-ranging 
knowledge of economics, politics, sociology, history and 
psychology to formulate laws on capitalism. We learn that 
Walter Raleigh was a poet, explorer, soldier, historian and 
merchant.

In chapter 4, the author reviews the cult of specialisation, 
including the introduction of mass production in 1913 by Henry 
Ford, as well as the theories of labour management pioneer 
Frederick Taylor. 

The author takes the reader on a cognitive journey of self-
discovery in which we learn how to rediscover and unlock our 
innate polymathic state. He proposes a cultural revolution in our 
education and professional structures that will allow individuals 
to express themselves in multiple ways, and fulfil their full 
potential.

This is a highly recommended book that will help you 
understand yourself, and how to reach out and achieve your full 
potential.
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Wondering how to reduce costs,  
increase capacity or improve response?
For help to address your productivity challenges, why not involve  

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

valued in every business sector. 

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

improving productivity.

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

The Francis  
Gold Medal 
John Alan Batson. 

The Institute has recently had 
correspondence from the daughter of 
a now deceased member, John Alan 

Batson, who was a Fellow of the Institute. His 
daughter Valerie was seeking information 
on a Gold Medal that her father had been 
awarded by the Institute for success in its 
examinations.

It appears that the medal was awarded 
to John or Alan as he was known by the 
Institute of Incorporated Work Study 
Technologists, an Institute which in December 
1964, merged with the Institute of Work 
Study and was renamed The Institute of 
Work Study Practitioners, later to become the 
Institute of Management Services.

It appears that Alan was awarded the gold 
Medal in 1961 in recognition of his excellent 
results in the Institute examinations, the 
medal was called The Francis Medal and bears 
the inscription ‘J A Batson Best Distinction 
Award Intermediate Examinations 1961’.

Both the Institute and Alan’s family would 
be most interested in hearing from Institute 
members who have any knowledge of the 
Gold Medal and why it was known as The 
Francis Medal or indeed, have any memories 
of the Institute of Incorporated Work Study 
Technologists. 

John Alan Batson was born in 1921 in 
Manchester and attended Manchester 

Grammar School. In his youth, Alan was a 
member of the St John Ambulance Brigade. 
At the age of 18 at the outset of war, Alan 
enlisted in the Royal Air Force medical section 
and was posted to Egypt.

Having married in 1945, Alan found it 
difficult to settle into civil life and having a 
young family he took the decision to move 
to America for better employment prospects. 
He found work in Texas for Texaco where he 
became interested in Work Study and the 
work of Frank and Lilian Gilbreth.

In 1954 Alan and his family returned to 
England and he found work in the clothing 
industry. He was appointed Work Study 
Engineer at a men’s clothing factory in 
Beeston Leeds. In 1961, he sat the Institute’s 
Intermediate Examinations and the family 
moved to Colchester where he worked for 
the tailors company Hyams and Hyams.

In 1965 the family move to South Africa 
where Alan again was employed in Work 
Study for a number of clothing firms.

Finally, in 1986, Alan returned to England 
and retired to Prestatyn in North Wales. A 
few years later he moved to Storrington in 
West Sussex where he died in 2008 aged 87.

Please send any information to may have 
by email to Admin@ims-productivity.com or 
telephone 01543 266909.
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Revisiting Performance 
Assessment

By Professor Colin Coulson-Thomas.

Management services practitioners face various 
challenges and opportunities in relation to issues 
faced by their employers and clients, changing 

priorities, questions they may be asked and contributions 
they can or could make. These are reflected in the 
institute’s body of knowledge. Thus in relation to business 
transformation, the transition sought might be to a different 
business model or zero carbon operation, rather than from 
one structure to another. Opportunities offered by digital 
technologies are accompanied by new cyber security risks. 
The nature of work and patterns of work are changing. 
Management, measurement and control need to keep pace 
with evolving networks of relationships and collaborative 
activity. In areas of higher priority from society’s perspective 
such as waste reduction and energy management, there are 

smart metering alternatives to previous methods.
Practitioners have traditionally been concerned with the 

efficient and effective use of scarce resources. This focus 
is still relevant. Although they have been added to and 
refined over the years, the origins of certain core approaches, 
disciplines and techniques and related occupational groups, 
lie in the Second World War when there were shortages of 
various materials due to interruptions of supply and a scarcity 
of skilled labour. Today, work is increasingly automated and 
the contribution of digital technologies has increased. With 
environmental and climate change concerns more to the fore, 
the focus is shifting to shortages of water, energy efficiency 
and reducing the use of fossil fuels.

A previous article in Management Services Journal looked 
at some complicating factors in performance and productivity 
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assessment (Coulson-Thomas, 2018). Approaches to 
measuring productivity in relation to tangible products may 
or may not be so relevant where services or combinations 
of products and services are concerned. Professional services 
can be a significant element of solutions to contemporary 
issues. Sevin (1965) suggested the use of a physical sciences 
analogy to assess marketing productivity, namely comparing 
effect produced (eg sales growth or net profits) with 
energy expended (eg marketing costs). What is helpful and 
relevant can depend upon the situation and context. The 
methodologies, tools and techniques used need to reflect 
current requirements and priorities. 

Climate change and the environmental challenges
Past approaches may need to be questioned, the scope of 
performance and productivity studies reviewed, missing 
elements avoided, and account taken of disruptive and/or 
enabling technologies, trends and external developments, 
and governance arrangements. This article revisits 
performance assessment in the light of growing public 
and stakeholder concern about the environment, and the 
responses required to address climate change. This is an 
arena in which the United Nations Environment Programme 
(UNEP, 2019) has identified a pressing need for action 
and a requirement for both quantitative and qualitative 
approaches.

Young people around the world who are worried about 
the consequences of climate change have been walking 
out of school and protesting at the lack of business and 
Governmental commitment to transformative change 
(Maynard, 2019). They are not alone. Other protestors 
have blocked bridges and streets. As many business leaders 
continue along an unsustainable ‘business as usual’ path of 
growth and development, discontent with elites has grown 
(Stern, 2019). If more boards put a higher priority upon 

more focused, determined and collective action, how will 
management services respond? What areas might they need 
to reconsider to address climate change as an opportunity?

Where speed and scale of impact are important, some 
jobs within processes are often more important than others 
for achieving key objectives. Within any group or team, 
some people may be significant contributors to achieving 
outcomes while others may be passengers. Some managers 
and organisations are better than others at identifying key 
tasks and recognising and supporting their key contributors. 
When priorities change, assessments of where the focus for 
improvement should be may have to be revised. Roles and 
responsibilities may also need to be updated. On occasion 
new roles might have to be created.

UN sustainable development goals (SDGs)
In the international arena, the United Nations (2015) 
SDGs represent a possible starting point for the discussion 
of collaborative action involving leaders of both private 
and public sector organisations, as they embrace both 
environmental challenges and requirements for social 
transformation. Sustainable development goals (SDGs) might 
be the key to formulating shared objectives, rebuilding trust 
and aligning business, regulatory and intervention strategies. 
Although both social and technical innovation may be 
needed to address SDGs, bottom-up and local approaches 
are occurring and encouraged by the UN Environment 
Programme (UNEP, 2019).

For progress towards their achievement to be better 
monitored, do SDGs need to be grouped and a more 
concise and quantitative set of targets agreed (UNEP, 2019)? 
Accepting wider and collective responsibilities may require a 
review of corporate investment models and decision-making 
practices. Are social and environmental as well as financial 
costs recognised? Are business strategies aligned with 
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environmental and other dimensions of SDGs? There may 
be externalities to assess and internalise, whether the costs 
of natural and man-made disasters or the benefits of eco-
innovation. 

Are boards that set objectives and practitioners who assess 
performance aware of the human, social and environmental 
consequences of current approaches to growth and 
development (Raworth, 2017)? Should more of them 
adopt alternative approaches? Should corporate purpose, 
excellence, quality, performance, productivity and success be 
redefined, for example in terms of reducing environmental 
and resource footprints and addressing climate change? 
Should more matters be viewed through an environmental 
or sustainability lens? Should assets relating to damaging 
activities be depreciated or replaced more quickly?

Assessing creativity and innovation
Reviews of corporate purpose and business models in the 
light of wider considerations and the interests of a broader 
range of stakeholders over a longer time horizon could 
involve a shift of emphasis from materialistic growth and 
its quantitative indicators to sustainable and more inclusive 
growth and experiential and quality of life factors. If 
more than incremental change is required, there may be 
an increased requirement for creativity, innovation and 
entrepreneurship. As expectations rise, progress may be 
required in each of these areas, and different assessment criteria 
may need to be employed at each stage of the path from 
creative idea through an innovation to the entrepreneurial 
initiative that brings it to the marketplace. Measuring the 
impacts of innovation is an issue for Governments and policy 
makers as well as for entrepreneurs and others running 
businesses (Al-Mubaraki et al, 2015). 

Quantification can highlight problems. For example, the 
per-capita availability of fresh water is decreasing with 

Where speed and 
scale of impact are 
important, some 
jobs within processes 
are often more 
important than others 
for achieving key 
objectives.

Practitioners have traditionally 
been concerned with the 
efficient and effective use of 
scarce resources. 

population growth, which mobilises and amplifies risks 
to human health and the environment caused by human 
activity (UNEP, 2019). In relation to innovative solutions, 
both quantitative analysis and qualitative judgements may 
be required. For example, one could count ideas, patent 
applications or registered patents, or the number of new 
offerings brought to the marketplace, but their quality and 
relevance to desired outcomes might vary greatly. A thinking 
investigation that goes beyond what can be quantified 
may enable areas of relative weakness to be uncovered. 
Where ideas originate can be revealing. It is often outside 
of a regular place of work when someone departs from the 
normal routine.

Indicators from different steps in a process may be needed. 
Just counting adopted ideas can result in barriers to the 
adoption of many others being overlooked. Only a small 
proportion of ideas may lead to innovations and few new 
product launches may succeed, but blockages might occur at 
a number of points in an end-to-end process. Those looking 
for trend lines are sometimes frustrated when discontinuities 
occur in time series data as unexpected events happen. This 
is particularly so in dynamic situations. A move to a new 
business model may require a rebasing of some indicators, 
while others may no longer be relevant.

In relation to the built environment, are the approaches 
adopted by planners and developers too incremental and 
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overly focused upon adaptation and mitigation of the 
impacts of climate change, rather than the design and 
creation of more imaginative approaches to urban living 
and new models of cities (Dobraszczyk, 2019)? In regard to 
patterns of living and sustainable land management in rural 
areas, are there alternatives to the current use of this finite 
resource and the urban-rural divide (UNEP, 2019)? During 
transition, rather than working through various processes 
it may be more important to revisit certain key ones more 
frequently.

Widening the scope of performance assessments
In relation to new priorities relating to environment 
and climate change, practitioners may find themselves 
working with people from unfamiliar specialisms. Where 
collective responses are underway, they may encounter 
multidisciplinary and multi-organisational projects. They 
will need to know enough about project and programme 
management to be able to assess an organisation’s 
capabilities in these areas and in changing situations.

Whereas once practitioners needed to be methodical and 
pay attention to detail, today it may be more important 
for them to see the bigger picture, be aware of what is 
happening around the area they are examining, and be 
agile and flexible. For example, there are availability, 
perception, cost and infrastructure issues that those seeking 
to produce and market electric vehicles need to address 
(Bennett et al, 2016). A wider perspective can also involve 
ensuring that those who are impacted by developments have 
a voice and exercises to assess engagement, involvement 
and participation. Again, qualitative assessments as well as 
quantitative factors may be needed, for example to ensure 
that particular vested interests or highly motivated and vocal 
minorities do not have a disproportionate influence.

One needs to ensure that significant benefits are not 
overlooked. Reducing the flow of oil, chemical, plastic and 
other pollutants into rivers and the oceans can both improve 
the quality of life and open up new leisure opportunities for 
urban and coastal communities. It can also represent a cause 
that engages stakeholders. Early mover advantages also need 
to be included in analyses. Early adoption of environmentally 
friendly activities and offerings by some can exert a social 
influence upon others to follow their lead (Axsen et al, 2013). 

Cost considerations
Could more be done to encourage energy efficiency and 
diversification? When trying to increase impact, some 
activities and their related costs and benefits are easier to 
control than others. Certain activities may be prescribed 
by law or required to ensure compliance with applicable 
regulations. Areas to concentrate upon could be those 
that are important in terms of their potential impacts and 

Are business strategies aligned 
with environmental and other 
dimensions of SDGs? 

9

Only a small proportion of ideas 
may lead to innovations and 
few new product launches may 
succeed, but blockages might 
occur at a number of points in an 
end-to-end process.
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where there is sufficient freedom of manoeuvre to make a 
difference. 

Are more eco-sensitive and cost-effective sustainable 
energy and infrastructure options and solutions available? 
More attention should be given to lifetime costs when 
some decisions are taken. Clean energy transition strategies 
should embrace the disposal and/or recycling of solar panels. 
The decommissioning of nuclear power stations and the 
cost of treating and storing nuclear waste, illustrate the 
consequences of turning a blind eye to future costs that 
are difficult to estimate. Ignoring them can impose an 
unwelcome burden on future generations, as is the case with 
the disposal of thousands of offshore oil and gas platforms 
(Rowe, 2019). 

Playing a part in collaborative action
The previous article in Management Services Journal 
highlighted the need for multi-disciplinary, complex and 
inter-related problem solving competences, the use of more 
multi-disciplinary, multi-location and multi-organisational 
projects and teams, and the systems thinking and 
competences required to analyse and understand complex 
and interdependent issues (Coulson-Thomas, 2018). In 
relation to pressure for action to address environmental 
issues and climate change, how should boards ensure access 
to the creative, scientific and entrepreneurial skills needed to 
participate in networks of relationships and collective action? 

Where significant changes are required, one needs to 
identify and address obstacles to progress, such as the 
psychological barriers that limit climate change mitigation 
and adaptation (Gifford, 2011). Practitioners may need to 
complement analyses that advocate change with analyses 
of factors that hinder their adoption and implementation, 
and how they might be overcome. Lord Stern (2019) believes 
the policies required to unlock a new, sustainable and 
inclusive model of growth can be identified, and the finance 
and technology required to make a rapid start is available. 
We need to ensure that issues relating to assessing the 
performance of any resulting action are not used to justify 
further delay. The Institute of Management Services and 
its journal would be interested in sharing the experiences 
of those who have successfully used new methods of 
performance assessment. 
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LET’S GET PRACTICAL

We recently looked at the difference between 
MTM100 and BS100 and identified when 100 was 
not 100 (see MSJ Winter 2018). This raised another 

practical point to do with Performance Rating.
Performance Rating is not a work measurement technique 

in its own right. It enables us to formally measure specified 
methods, using Time Study and Rated Activity Sampling 
techniques and establish the work content of a job – not 
simply to use the time taken to do it, which may vary from 
person to person and possibly the nature of the job and 
materials. 

To clarify
The objective of work measurement is to measure human 
work which consists of many of the same basic movements. 

Performance Rating assesses how well an individual carries 
out those movements. Just as the judgement of the speed of 
your car is influenced by different factors, so is the judgement 
of a person’s performance. Three key factors affect the time 
it takes a person to carry out a task, any task. The first is the 
speed of the person’s movements.

Speed
Many people mistakenly believe that Performance Rating is 
only concerned with how quickly a person works. There are 
some activities where speed of movement is the only factor that 
affects the time. The most obvious activity would be walking, 
even though there are many different styles of walking. The 
main thing that determines the time it takes for someone to 
walk a given distance is how quickly or slowly they walk.

Performance Rating – 
setting the right standards
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Pace is literally only a fraction  
of performance

It is quite easy to classify the different speeds in broad terms 
such as slow, brisk, very fast etc. With a little more practice, it is 
perfectly feasible to start making judgements using a numerical 
scale. Performance Rating is based on such a scale and because 
we want to measure all work against a common standard, 
we need to give it a number. On the BSI scale Standard 
Performance is 100. This is the benchmark used by the observer 
to assess performance.

So, speed of movement influences performance. But so does 
the effectiveness of the effort.

Effective effort 
You know the sort of person who always works very quickly 
and because they move so quickly, the impression they give is 
that they are extremely good workers, and they may well be. 
Performance Rating, however, requires very close observation. 
Often, although every action is carried out very quickly, some 
of the movements might not be necessary to advance the task 
and therefore the effort is less effective. This obviously affects 
performance. Equally, we need to recognise the effective effort 
of someone carrying, moving or pulling something whilst they 
are walking.

Conversely, there are people who never rush around and 
always appear to be working at a steady pace. When watched 
closely, although their speed of movement is not very high, 
every movement advances the task – they never waste 
movement, effort or energy. This effectiveness can compensate 
considerably for the perceived lack of speed.

The third important factor to be taken into consideration 
when assessing performance is dexterity, or manipulative or 
cognitive ability.

Dexterity
Some people have a high degree of natural dexterity, others 
less so. Those with dexterity make any task, no matter 
how complex, appear easy. With lesser dexterity others are 
constantly fumbling or dropping things, making them appear 
awkward and clumsy. Dexterity can make a considerable 
difference to the time it takes to perform a task and therefore 

to performance. 
Professional analysts need to be aware that Performance 

Rating involves not just one but three factors: speed, effective 
effort and dexterity. When making an assessment the observer 
should consider all these factors – alongside another essential: 
consistency.

Let’s remind ourselves of the official definition of Standard 
Performance, which is ‘the rate of output that a qualified and 
motivated worker, conversant with the defined task, will be 
able to maintain under proper conditions, across the normal 
working day without undue fatigue, providing they take the 
appropriate amount of rest.’ BS 32324

By definition, achieving Standard Performance requires 
consistency and rhythm.

Performance Rating is a levelling technique that is fundamental 
when measuring work content which in turn produces data 
that businesses need for targets, to assess capacity, plan output, 
set budget costs, predict completion times, establish staffing 
levels and confidently compare performances of people doing 
similar and different tasks. All these functions are vital in 
the process of identifying, implementing, monitoring and 
maintaining improvements in productivity.

In summary
Performance Rating is a professional judgement and can 
therefore never be claimed to be exact or infallible. However, 
when applied properly by trained and regularly (annually) 
re-certified analysts, consistent results with the limits of 
accuracy within +/- 5% will be achieved. Consistency is really 
key in Performance Rating – consistency of analysts, consistency 
of management using the data and of the operators who are 
measured with time data. Work content should not be based 
on inconsistent methods or untrained operators, nor should 
it be determined by untrained or un-certified practitioners. 
Professionals need to work to the right standards and ensure 
that any certification is to do with the whole spectrum of 
performance rating – and not just any one factor.

If there’s anything in this article you’d like to discuss, simply 
Email your query to productivity@scott-grant.co.uk and a 
qualified and experienced analyst will respond.
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Boldly Going 
into the 
Fourth-Age!

David Parker, George Downie, 
Daniel Lewis.

Rising life expectancies and an ageing global workforce 
present organisations with unprecedented challenges 
and untapped opportunities. Average global life 

expectancy has rocketed from 53 years in 1960 to 72 years in 
20151, and it is still climbing, with life expectancy projected 
to grow by 1.5 years per decade2. Longevity, combined with 
falling birth rates, is dramatically increasing the share of older 
people in populations worldwide3. Looking ahead, the ratio 
of retirees per worker globally is expected to change from 8:1 
(12.5%) today to 4:1 (25%) in 20504. 

Population ageing poses a workforce dilemma for both 
economies and organisations. Thirteen countries are expected 
to have ‘super-aged’ populations, where more than one in 

five people is 65 or older, by 2020: an increase from just three 
in 20145. These include major economies such as the United 
States, the United Kingdom, Japan, Germany, France, and 
South Korea. China’s 65-and-older population is projected to 
more than triple from approximately 100 million in 2005 to 
over 329 million in 20506 ; meaning that 60% of the world’s 
population of over 65s will live in Asia by 20307.

While the increasing number of people continuing in 
employment beyond traditional retirement age, and ensuing 
implications for organisations as well as for the individual have 
attracted interesting discussion of late8,9, significant challenges 
remain. Gone are the days where people ceased working and 
then filled their lives with hobbies, travelling, undertaking 

Live Long and Prosper?
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activities of choice, and then realise they have no purpose in 
life. Now, people have expectations of living into their 90s; 
and for much of that time, they are going to be economically 
active. This may be in traditional, workplace-based pursuits but 
also, increasingly, through the adoption of alternative or novel 
platforms: eBay and Airbnb landlords being prime examples. 
The rise too of ‘maturepreneurs’10 is a major area of interest. 
For example, recent studies found the average founder of the 
fastest growing tech start-ups in the USA was about 45-years-
old, with 50-year-old entrepreneurs about twice as likely to 
succeed as their 30-year-old counterparts11,12. 

This mirrored findings by the Institute of Directors in 

the UK13. The Australian Government has embraced the 
maturepreneur, making a strong investment in Australia’s 
future through the ‘More Choices for a Longer Life package’14. 

While most developed countries have increasing life 
expectancy (Japan averages 87 years, with the UK and Australia 
at about 82 years)7, there are increasing concerns around 
the wellbeing of individuals living in post-employment – and 
often reliant upon welfare-social-infrastructure support. 
While the third-age (3rd-age) is associated with the golden 
years, the span of time between retirement and the beginning 
of age-health-imposed physical, emotional, and cognitive 
limitations, it is the fourth-age (4th-age)that we now must 
devote greater attention. And we are not referring to one 
of the divisions of history in J R R Tolkien’s fictional world of 
Middle-earth, but rather those seniors who are no longer in 
paid employment and often with mobility issues or house-
bound, requiring regular nursing service or other healthcare 
support. So, what does the future hold for those living in the 
4th-age? Such seniors, albeit often with physical limitations, 
are often tech-savvy, yet lack purposefulness in their lives. 
Research has identified that living in this 4th-age, however, can 
in fact embrace commercial opportunities, independence and 
meaningful life-style changes. What, then, does living in the 
4th-age look like for this increasing demographic?

Economic considerations
The story for Australia and Britain is similar: ageing of 
the population will contribute to substantial pressure on 
governments’ spending over the next 40 years. The cost is 
projected to increase to about 28% of GDP by 2049/508. 
Around two-thirds of the projected increase in spending is 
expected to be on clinical aged-healthcare (particularly funding 
of new technologies and support services). Moreover, with 
healthier lifestyles, higher incomes and better education all 
contributing to boosting life expectancy, growth in costs of 
age-related pensions, adds further economic pressure.

With increasing life expectancy, however, comes greater 
morbidity – particularly from dementia and diseases associated 
with ageing. Mobility, likewise, gets increasingly reduced – 
with the De Morten Mobility Index (0 = no mobility, 16 and 
above indicating full mobility and balance) often used to 
indicate the degree of healthcare that is needed. Spending on 
aged-health related services in The Organization for Economic 
Cooperation and Development (OECD) was on average, about 
$4000 per person (the United States spends almost $10,000 per 
person). Aged-health related services is currently on average 
some 9% of GDP in the OECD: ranging from 4.3% in Turkey 
to 17.2% in the United States. The greatest economic pressure 
results from increased prevalence of dementia, and long-term 
clinical care. Spending on long-term care has increased more 
than any other type of care, but spending varies considerably 
across countries (see Figure 1.).

However, economic considerations are not the sole preserve 
of the public sector; indeed there may be a significant 
symbiotic benefit for both the private and public sectors. Much 
research exists that a mature talent pool may offer companies 
a competitive advantage. As talent markets grow more 
competitive, organisations often find it valuable to keep older 
workers on the job rather than replace them with younger 
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Figure 1: Long-term care public expenditure (health and social components), as share of GDP, 2015 (or nearest year). (Adapted from www.Health at a Glance 2017).

People have 
expectations of living 
into their 90s; and for 
much of that time, 
they are going to be 
economically active.

ones. The rise in importance of the ‘gig economy’ in Europe 
and Australia has also meant that the greater flexibility 
afforded by retirement allows more mature workers to 
participate15. As discussed in our previous article, the use 
of tax incentivisation in Singapore has shown substantial 
benefits9. The scope of Special Employment Credit (SEC) was 
increased on 1 January this year as a direct result not only of 
its efficacy in stemming the decrease of the already under 
pressure workforce and skills drain, but also from the health 
benefits and consequent positive impact on social care costs. 

Paradigm shift for living in the 4th-age
We know that aged-care seniors in nursing homes and 
residential centres are more likely to experience mental 
health issues including social isolation, loss of independence, 
and loneliness. Our own research and collaboration with 
specialised architects and health providers has highlighted 
interesting results. We are seeing an evolution, with 
government support, of a better quality of life that underpins 
purposefulness, and economic independence. As examples:

• Shared-housing is one option16. Interior layouts need to 
be as varied as the needs of the residents; but benefits 
include greater companionship, living costs reduced, 
remaining in familiar communities, and supporting 
one another. The current market response to living in 
the 4th-age lacks in-place living, preferring retirement 
villages and intensive-care nursing homes. On a larger 
scale, share-housing can provide a more efficient use of 
housing resources. Similarly, co-housing, when designed 
well, can provide multi-generational support. While 
share-housing and co-housing might not be the answer 
for everyone, finding the right living arrangements 
needs to be appropriate and flexible.

• Specialist urban planners and architects who focus 
on living in the 4th-age, working collaboratively with 
healthcare providers, researchers, and civil engineers, 
supply such appropriate and flexible living dependent 
upon the person’s current lifecycle (see for example 
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www.hammond.com.au). The next generation of 
non-working seniors with decades of high-quality life 
ahead, will want more than the conventional retirement 
village. In particular, those who are regular users of 
technology (most likely gained from their occupation) 
will embrace technology-assisted lifestyles. Our research 
has investigated the current technology, that which is 
in final development, and proof-of-concept innovation. 
Examples of ‘smart-living’ can be found universally; here, 
we describe that with which we are associated.

Integrated technological living
Modular homes, to align with life-cycle needs, can be 
recognised by their impressive levels of technology and, yet, 
simplicity of living. High-rise apartments in urban centres, 
as well as those located on the fringes of towns, are either 
completely devoted to 4th-age living or a hybrid with a mixture 
of 3rd-age. Living is fully integrated with ‘smart logic,’ artificial 
intelligence (AI) and electromyography (EMG). Voice activation 
controls are standard. 

Health-technology is allowing people to stay in their 
homes longer; while on-going monitoring is carried out 
discretely and unobtrusively. In addition to voice recognition, 
current technology allows controlling equipment using facial 
movements. Systems using electromyography (EMG) and AI 
can learn and then detect a specific pulse from the brain to 
activate, say, light switches, doors, phones, etc. Controlling 
devices is via mental telepathy. Recently built homes 
incorporate systems that go beyond the offerings of Google 
Home, Amazon Echo, and Apple HomeKit. Control bionics give 
new functionality to those who are physically challenged. A 
person’s neuroelectrics (nerve signals) control home systems 
‘intuitively.’ Assisted Technology Living (ATL) has literally 
opened new doors for 4th-age living at home. While, of course, 
cyber security will continue to be a ubiquitous issue.

eHealth services
Discussion about the impact on society, in general, and 4th-age, 
in particular, of artificial intelligence (AI) e-health-automation, 
alternates between the euphoric and the somewhat sanguine. 
But, there are few areas where the impact of robotics is 
currently more profound than clinical healthcare, medicine and 
surgery. There is nothing futuristic about e-health-automation 
and robotics – as numerous examples pay witness to. Assistance 
in diagnosis (particularly supported by Big Data analytics, 
machine learning, and AI), surgery, aftercare, bespoke healthy-
lifestyle plans, are all examples.

• Abdominal surgery robotics are commonplace – and is 
the fastest growing area of e-health. Minimally-invasive 
procedures (see daVinci Surgical Systems) undertakes 
procedures – that can, if required, be controlled by 
surgeons – for prostrate removals, cardiac valve repairs, 
and gynaecological procedures, including hysterectomies. 
The robot was approved for use by the US Food and Drug 
Administration almost 25 years ago.

• Arguably, robots provide greater accuracy and precision 
than surgeons. For example, in corrective eye surgery, 
automated systems undertake small incisions into the 
patient’s cornea that a human hand would find extremely 

difficult if not impossible. Likewise, knee replacement 
surgery has semi-autonomous robots doing work that 
specialists are unable to do. 

• For those in the 4th-age, there are smart-implantable drug 
technologies using miniaturised robotic surgical devices 
and edible robots – underpinned by AI system logic. One 
such ingestible robot (see Rani Therapeutics) delivers 
medication to designated locations of the body in, say, the 
intestinal tract. Ingestible endoscopes, a kind of micro-bot, 
can pass through the human gut while undertaking a 
fine-needle biopsy (see Max Planck Robotics).

Such technologies add new opportunities and a prolonged 
healthier life to those living in the 4th-age. Clearly, many 
current and future changes to healthcare and e-health 
technologies may bring what Toffler might describe as a ‘future 
shock.’ Consequently, present society and policymakers need to 
look with fresh eyes at what living in the 4th-age will become; 
and identify what benefits this increasing demographic can 
contribute and bring to the wider society.

Economic independence
Given a paradigm shift in society’s attitude and perception of 
the 4th-age, in particular no longer regarding it as an economic 
encumbrance but rather a net contributor to GDP, numerous 
revenue generating opportunities are possible. As a linked 
community (say, via a portal: www.4thAge.com), the wisdom of 
the crowd would represent a powerful entrepreneurial force. 
Moreover, social isolation is decreased through friendships 
forged in digital communities. Given unprejudiced employers, 
numerous service delivery offerings can be offered, such as: 
telemarketing, call-centre consultancy, consumer relationship 
analytics, employment services, security monitoring, final 
1000 metres delivery service, medical administration, book 
keeping, graphic design, web developing, etc. Such examples 
are just a few paid activities that are currently being delivered 
via a joined-up network of 4th-age seniors (see www.
vantagemobility.com and www.anglicaresq.or.au). Overall, 
there is compelling evidence for a ‘longevity dividend’.

• House and property ownership offers additional revenue 
opportunities, for example, having a third party selling 
service using platforms such as eBay; and apps such as Kerb 
brings revenue from paid parking on house driveways. 
Home delivery of goods purchased online by neighbours 
(who are out at work) is delivered with electric mobility 
vehicles (soon to be driverless). 

The story for Australia and 
Britain is similar: ageing of 
the population will contribute 
to substantial pressure on 
governments’ spending over the 
next 40 years.
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As talent markets grow more 
competitive, organisations 
often find it valuable to 
keep older workers on the 
job rather than replace them 
with younger ones. 

• Agriculture, horticulture, keeping livestock, professional 
apiarists and arboriculture, are examples of revenue 
generating activities derived from land ownership; 
with the support of a collaborative network (see www.
homegardeningsupportnetwork.com). 

Society’s attitude must change
History has never before experienced such an increase in life 
expectancy; that will result in the need for society to cope 
with unprecedented growth in the number of those in the 
4th-age. Unless a new way of thinking is adopted to handle 
the situation, economists expect that overall standards of living 
will decline. Unless the economic model changes, the tax base 
will shrink while government spending on aged-healthcare 
will expand substantially; and a dwindling number of younger 
workers will have to carry the financial burden of supporting 
the much older generations.

• Extending longevity may seem to be a positive product of 
an advanced society. But will those living in the 4th-age be 
emotionally fulfilled, and could they support themselves 
economically? By reframing society’s perception of the 
value of the aged-senior, much can be achieved; a shift 
from being a burden to becoming an asset. An attitudinal 
change is needed bring about a new stage to the 4th 
human life-cycle The 4th-age is becoming evidenced by the 
wave of pre-Baby Boomers. They are identified as a new 
type of retiree, very different from previous generations 
by the way that they conceive their life after retirement 
and by their contribution to economy and society. They 
see themselves as being cognitively-astute, psychologically 
and physically active, and accepting of a new round of 
life. Given the opportunity, they can create niche business, 
provide employment for others and constitute a new huge 
market for products and services for improving the quality 
of life in the 4th-age. Instead of a burden to society, they 
are generating economic growth.

• This stage of the life-cycle has been referred to as the 
Wisdom Period of Life17, and is only recently starting to 
be recognised. Society’s understanding of its full meaning 

is still forming, and governments do not yet know how 
to exploit the opportunities. This stage in our life for 
achieving improved personal growth, an enhanced society, 
and an improved economy, can only be fully realised 
through research, process building, and inter-generational 
relationships.

Business too must step up and face the reality of the paradigm 
shift. To drive sustainable value companies will need to 
embrace a new workforce ecosystem. Organisations will need 
to understand how to appeal to and engage with tomorrow’s 
workforce. Already, alternative work arrangements have 
become more common in the broader, often gig, economy. 
Business leaders and entrepreneurs are rapidly trying to plan 
and optimise their own workforce ecosystems, pressured by the 
need to improve service, move faster, and find new skills. Not 
all workers in this ecosystem have traditional views of what an 
employer/worker relationship should look like. The aspirations 
of millennials and Generation Z are far different from the 
‘norm’. A recent study found that 75% of workers in these 
generations plan to start their own business18; more than 70% 
want their work to support their personal interests; and only 
12% believe that an invention they create should belong to 
their employer19.

The transition from a stepped, progressive workforce profile; 
where you work your way to retirement over a 40 year period, 
to a more ‘open ended portfolio experience’ model does 
and will continue to present challenges. Older workers may 
have specialised workplace needs and can attract resentment 
from younger colleagues. They may attract higher salaries, or 
conversely, be seen to be undercutting and disadvantaging or 
impeding younger staff who do not have access to savings or 
pension income. Companies may face the need to design more 
flexible rewards systems, and train young leaders to manage 
people across generations. 

Pensions are another area where longevity has both 
societal and commercial impacts. The World Economic Forum 
estimates that there is currently a $70 trillion global retirement 
savings gap: the difference between retirement needs and 
actual retirement income. This gap is projected to grow to 
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$400 trillion by 2050. Helping older adults to work longer 
and manage their retirement savings, (and also taking an 
interest in their total workforce’s financial well-being) will 
be a vital need for companies in order to avoid the negative 
productivity effects of financial stress. Many organisations 
are unprepared to deal with the ageing of global workforces. 
Age discrimination is already a mainstream diversity issue and 
contingent liability concern20. Left unaddressed, perceptions 
that a company’s culture and employment practices suffer from 
age bias could damage its brand and social capital.

Conclusions
A plethora of factors will impact on our perceptions and 
experience of living in the 4th-age. It is, and will continue 
to be, an evolving picture. Our focus is on useful, actionable 
research and, with that in mind, our conclusions are as follows:

From a technological standpoint, increased longevity has 
the potential to be accompanied by increased quality of life. 
Mobility restrictions, health-limiting concerns, and social 
constraints traditionally associated with our perception living 
in the 4th-age, are becoming eroded and are no longer limiting 
opportunities for senior citizens. Individual experience will, 
however, be subject to affordability.

The scourge of loneliness highlighted by many as a curse 
of old age (eg UK NHS and AGE UK) could be impacted 
positively by technologies such as Skype, video-conferencing 
and augmented reality. Medical consultations via for example, 
telemedicine and robotics could underpin a longer, happier 
life expectancy. Personalised medicine thanks to the big drop 
in the cost of sequencing a person’s DNA, allows for medical 
care to be tailored to unique genetic makeup, offering 
individual strategies for disease prevention, early detection 
and treatment. Living in the 4th-age, assisted by advanced 
technologies, is yet another phase in our ever changing 
lifecycle. 

Social Security in the UK can no longer be the sole source 
of retirement income; by about 2050 the trust that helps fund 
benefits for retirees will be nearly depleted. Income from 
payroll deductions will only cover about 70% of monthly 
benefits. 

A fundamental shift in how we view those currently defined 
as senior citizens will need to happen; both at the societal and 
business levels. On the one hand this should be easier than 
in the past: Baby Boomers are, after all, the generation who 
proclaimed ‘60 is the new 40!’ On the other hand, the evolution 
and consequent dichotomy of societal values between them 
and subsequent generations may cause impediments. From 
a commercial perspective; staying competitive in a world of 
unprecedented longevity, demands that business adopts new 
strategies to engage with more mature talent.

Traditional assumptions regarding careers and retirement 
are no longer accurate or sustainable. Rethinking workforce 
strategies across multiple generations to account for longer lives 
will require open minds and fresh approaches. The challenges 
related to engaging and managing the older workforce will be 
manifest, however, companies that ignore or resist the impetus 
to change may not only incur reputational damage and possible 
liabilities, but also risk falling behind those organisations that 
succeed in turning longevity into a competitive advantage.
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Involvement and engagement within higher education 
involves more than being in control, making choices on 
resources, financial management or budget allocation. 

Senior academics such as Deans and Heads of Schools will 
generally subscribe to the importance of building collegiate 
relationships to support strategy and policy making through 
selective engagement of staff in the decision-making process. 
However, the practice of involvement in many higher 
education (HE) institutions is far from diverse or inclusive. 

The provision of HE is a multifaceted business; academics 
have to work within complex political environments which 
are highly regulated and monitored with extreme vigour. In 
regulated environments where compliance and ownership 
is paramount to successful outcomes, and where without 
staff participation there’s a danger that today’s solutions will 
become tomorrow’s problems.

Involving academics with vested interests in problem solving 
and decision-making minimises threat and exposure to risk. 
Deans within the University sector are regularly criticised for 
poor management, lack of empathy with staff and in extreme 
cases nonexistent leadership skills, which leads to dysfunctional 
faculties and poor staff interrelationships. Some Deans accept 
such criticism with open minds others do not and look to 
apportion blame or seek censure for reasons of expediency.

Fierce competition within the HE sector and a precursor 
Brexit economy has forced many HE institutions to come to 
grips with changes to the balance of power. With fees of 
£9000 per year for undergraduate tuition students now, view 
themselves as consumers with consumer expectations. Given 
this situation institutions are obliged to continuously invest 
in new facilities, improve the student experience, review staff 
contracts, without diluting academic excellence. This places 
increased responsibility on ‘front line staff’ to deliver the 
desired outcomes for Deans and other senior academics.

With such an uncertain and volatile student environment, it 
is more important to have a means of engagement embedded 
within the institution’s academic and administrative processes 
(both academic and administrative). In times of change, 
senior academics are supposed to inspire their staff to achieve 
valued and productive outcomes. Gaining commitment 
from academics to deliver desired outcomes begins with this 
engagement process.

Achieving your objectives
To deliver successful outcomes, academics need buy-in to 
the institutions goals and objectives, they also need to work 
‘smart’ either within or outside the system to achieve these 
objectives. In shaping institutional strategy and policymaking, 
working smart means ensuring there is broad-based support 
for policy so that limited resources are not squandered 
defending unsupported initiatives or forcing unwanted 
schemes on resistant individuals. Focusing on the tasks that 
matter, understanding their inherent ‘risks’ and how these risks 
are being managed is what matters. 

University employees represent a significant investment in 
human capital and knowledge. Most universities have legacy 
practices (and systems) inherent from the private sector, which 
may not be appropriate for academic institutions and as such, 
carry inbuilt risk. Staff related risks present real institutional 

Involving academics with vested 
interests in problem solving and 
decision-making minimises threat 
and exposure to risk.

concerns, most notably industrial relations as well as staff 
wellbeing and staff performance which impact both culture 
and reputation. Recent reports by the media of institutional 
bullying in HE, point to increased levels of institutional risk. 
Academics working in uninspiring roles may be tempted to 
enact destructive behaviour as a source of stimulation, whereas 
individuals stressed out by heavy workloads may perpetrate 
harrying to cope with frustration or to assert personal control1.

Few would refute the importance that collaboration plays in 
achieving productive and successful outcomes. Collaborative 
approaches assist to secure support of peer academics, and 
help ensure the development of creative and durable policies, 
and workable strategies. Collaborative strategies within 
wider education provision have been used successfully on a 
diverse range of initiatives, for instance the establishment of 
off-campus learning facilities or partnerships with third party 
providers. 

With the possible exception of those prestigious universities 
within the Russell Group, reputation in many universities is not 
at a level to meet their strategic aspirations. There are many 
factors which influence reputation within universities. For 
example, the perception of the university by external bodies, 
informed by league table positions and other metrics such as 
research income. 

One such instrument which measures reputation is the 
National Student Survey (NSS)2 results from the survey have 
persuaded institutions to incorporate the student voice more 
seriously, encouraging them to make changes, such as gaining 
good quality feedback, improved assessment practices and 
increased investment in resources. 

Institutions that have learned to manage NSS (and 
reputation) are increasingly turning to collaborative 
approaches to address complex and often contentious policy 
issues, such as falling student submissions or overseas revenue. 
Collaborative and influencing approaches allow different 
parties with a stake in the institution to create solutions that 
are agreeable to all. The act of creating mutually satisfying 
solutions establishes a sense of ownership. Because of this, the 
different parties are more likely to support and implement 
those solutions. 

Understanding the nature of influence
Some educators3 have stated that fundamental to an 
understanding of behaviour in team work is an understanding 
of the nature of influence. What then is influence? Influence can 
be described as ‘the action or process of producing effects on the 
actions, behaviour, opinions, of another or others’. Influencing 
others is to some degree born out of the interdependent 
relationships we have with other people. For instance, the 
relationship a tutor has with their undergraduate students or the 
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relationship a professor will have with their PhD students.
It is because people are interdependent that they must 

communicate and develop constructive relationships with 
peers, and other academics, including external funding bodies. 
Strong relationships make influencing easier but can impose 
constraints in that they create power differentials which can 
be counterproductive to achieving institutional goals. For 
instance, universities are dependent on student income but 
are equally reliant on research funding which may be offered 
with conditions or restrictions on its use. Universities often 
have high aspirations in research leadership; whilst sustaining 
a leadership position in research, the university must not 
neglect its undergraduate provision which accounts for 90% of 
revenues in most universities.

Managing expectations
The problem with managing expectations is that expectations 
are often shaped by the knowledge of those who operate at 
a macro level with little or no knowledge of what is occurring 
at local or department level. Pro-Vice Chancellors (PVCs) for 
instance, generally work within a macro environment and 
rarely get to walk-the-job. Without an adequate understanding 
of the local situation, they cannot know whether influencing 
measures are likely to be appropriate, and the perspectives 
and interests of local academics often end up being cut out. 
This clearly has implications for creating strategies and policies 
such as reward systems that motivate and move the institution 
forward. A criticism which has not gone unnoticed in the media 
is the poor value for money Vice Chancellors and PVCs offer in 
relation to the salaries they are paid.

Strategies to move universities up the league tables are 
likely to have several competing and different objectives at the 
same time; for instance, student numbers, research income, 
budget allocations, resource workloads, and plans to increase 
revenues. Where such objectives are multi-faceted, there will 
inevitably be some measure of trade-off between objectives. 
It is not always possible to pursue and maximise any one 
objective exclusively. This can be a problem for lecturing staff 
used to concentrating on one or two variables. Propensity 
towards unplanned change or transformational change 
generally places additional stress on those individuals looking 
to motivate and engage staff in collective targets which may 
be outside their control.

In this sense, an approach to influencing others is one that 
recognises that the world changes fast, and that there is 
much about human nature which is not known. Given this 
situation, influencing strategies cannot be a straightforward 
matter of designing and implementing definitive blueprints. 
Educators need to acknowledge that they are dealing with 
provisional knowledge, and strategies need to be tested and 
revaluated along the way. What seemed the right approach 
a while ago may no longer be appropriate today. New voices 
and understanding requires rethinking and redesigning of 
strategies and or policy decisions.

In terms of employment security, the HE sector is riskier now 
than it has ever been. In one sense, it could be argued that the 
educator’s basic fear is losing one’s job. On another level, it 
is the loss of authority or social approval which hangs heavily 
on people’s minds. Those experienced at influencing recognise 
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the importance of social approval and that different situations 
have to be handled differently. Use the wrong style, about the 
wrong subject, at the wrong time and you are likely to create 
resistance or get a response entirely different to the one you 
want. What educators should be looking for when influencing 
others is a win-win outcome and this requires those in 
authority (Heads of Schools, Deans, and PVCs) to focus on 
the things that matter, and under-stand the issues they face, 
now and in the future, such as falling admissions, declining 
overseas revenues, or changing political landscapes?

Recognising influence and manipulation
It is important to individual success that educators know how 
to effectively influence and persuade others, but it is equally 
important for their wellbeing that they learn how to recognise 
when they are being manipulated by others. In persuasion, 
the way we use words and language is critical (especially in 
meetings or when teaching). We can encourage or discourage 
people, open them up or close them down to us; we can 
motivate and inspire or dampen enthusiasm and engender 
doubts. If you are a Dean or Head of School, it is paramount to 
engage people and ask questions that will involve individuals 
in the communication process. In persuading people to a 
particular point of view, it is important to ask the right 
questions to inspire opinion. 

In my own experience as an educator, not too many people 
know how to ask good questions. People generally prefer 
to talk than to listen, and the fact is good listeners are 
exceedingly rare. Furthermore, when people think about 
persuasion, in general it takes the form of advice: “What I 
think you should do is…” Advice may be appropriate in some 
situations, but it undoubtedly is generally overused. The 
ability to win others to your way of thinking is a key element 
of both persuasion and success. 

There are just as many ways to do it wrong as there are to 
do it right. Educators should use positive influence often and 
gentle persuasion when necessary to win others to their way 
of thinking. Recent opinion4 suggests persuasion in education 
is not so much a skill but a sensibility toward the world and 
toward knowledge itself. It reflects a generosity of spirit 
that can hold strong beliefs but engage with others without 
anxiety.

To some degree, the type of influencing strategy (or tactics) 
to be adopted will be governed by the specific situation and 
culture of the institution in which the individual educator is 
working (very few institutions are alike). Different approaches 
may be adopted according to the demands of the situation. 

With the possible exception of 
those prestigious universities 
within the Russell Group, 
reputation in many universities 
is not at a level to meet their 
strategic aspirations.
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In all educational institutions there are individuals seeking to 
influence events or outcomes (both positive and negative). 
Such individuals may thrive on challenge and can exist at the 
lowest levels of command by getting you to think things and 
to do things they want you to think and do (such individuals 
are often invisible to those who have real power such as 
Vice Chancellors or PVCs). In this context, academics vastly 
overestimate the amount of freedom they have to make up 
their own minds. 

As a thought when looking to influence a ‘win-win’ 
situation, you may start to succeed if you can picture the 
end-game. However, no matter how talented an influencer 
you may be ‘experience’ would suggest that you may not 
always get the win-win outcome you are looking for or 
indeed persuade others to your point of view. However, by at-
tempting to open minds to constructive attitudes and effective 
courses of action, you may eventually win them over. On a final 
note, remember the line “My father taught me many things 
here – he taught me in this room. He taught me: Keep your 
friends close, and your enemies closer5”, rather cynical but 
good advice for those working in HE.
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power differentials which can be 
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Pareto on People...
...The Five Laws of Firmodynamics

By Dr John Chamberlin.

In the last issue I talked about managers and leaders, etc, 
needing to ‘get out more’: a common theme of mine, some may 
have noticed (MSJ articles passim), from many earlier references 

to ‘GOYA’, ‘MBWA’, ‘GeYoHaDi’ and the like (Chamberlin, 2012, 
2013, 2016 & 2018). The journal issue before that had an article 
entitled, ‘It’s the System, Stupid’, largely influenced by W E  
Deming’s attempt to clarify the ‘costly confusion’ between what 
he defined as ‘common-cause variation’ – ie the normal variation 
occurring within a stable system – and ‘special causes’:

‘I should estimate that in my experience most troubles and 
most possibilities for improvement add up to proportions 

something like this: 94% belong to the system (responsibility of 
management) 6% special’ (Deming, 1986: 315).

‘Special causes’ he also refers to as ‘fleeting events’, and whilst 
these ‘fleeting events’ can be anything from bird-strike into an 
aero’ engine to the exceptional failure of a piece of equipment, or 
a faulty batch of goods from a supplier, they could also – sadly, but 
realistically – be down to people: your employees, staff, workers.

Having (mostly) for many decades been an ardent advocate 
of a ‘Theory Y’ (McGregor, 1960) approach towards employees, I 
have to accept – and my own experience tells me – that there are 
exceptions in any workforce. There are those who, wilfully, and 
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There are those who, 
wilfully, and for their own 
reasons, do not do what 
they are quite reasonably 
supposed, expected and 
paid to do, or alternatively, 
do things that they are not 
supposed to do.

for their own reasons, do not do what they are quite reasonably 
supposed, expected and paid to do, or alternatively, do things 
that they are not supposed to do. This can include a whole range 
of things – ie behaviours – from minor misdemeanours to serious 
offences.

These are unlikely to be what Deming meant by ‘special causes’, 
but very clearly, from your perspective as a manager, they do need 
to be dealt with. This is almost always inconvenient, rarely easy, 
never pleasant, but always necessary. Having had to deal with 
a variety of such cases during my time as a manager in industry, 
and then in a second career lecturing to Masters’ Level students 
(mostly drawn from the ranks of working managers) when I 
had to deal with the issue again from an academic perspective, I 
evolved a set of principles which ended up being called the ‘Five 
Laws of Firmodynamics’.

I guess the thought-train was triggered back in the mid-1980s 
when I was a first-line manager with some 30-ish Work Team 
Members (WTMs; it’s what BT called its employees at the time), 
and one of our very senior managers for the East Midlands – one 
of the best bosses I ever had – told me over the phone: “John, 80% 
of your problems come from 20% of your staff, so sack one in five 
and you’ve cracked it!” I smiled at the time, because clearly that 
was a somewhat tongue-in-cheek statement (though not entirely, 
I admit), but it sowed the seeds of more serious thoughts over 
succeeding years around Pareto’s ‘80:20 Rule’ and how it might be 
applied more reasonably to difficult staff situations.

But let’s start by going back to that quite sincere, ‘Theory Y’-
based approach, and what I saw as the first ‘Law’:

The First Law of Firmodynamics 
Most people come to work wanting 

 to have a good day.(*) 

It’s the manager’s (leader’s) job to  
show them what a ‘good day’ looks like  

(eg ‘SMART[ER]’ Goals, etc.). 
* With acknowledgements to Dr K H Blanchard

I don’t think that Ken Blanchard’s (1989) comment that ‘most 
people come to work wanting to have a good day’ is at all naive. 
Look at your own employees; how many of them do you think 
actually get up in a morning and think, ‘Today, I’m going to screw 
our company’? Or annoy your customers? Or diddle your suppliers? 
Not many. (NB For further information on ‘SMART[ER] Goals’, see: 
Chamberlin, 2011.)

Almost 50 years ago when Robert Townsend wrote his 
wonderfully inspiring book, Up The Organization, he allied himself 
firmly with McGregor’s (1960) Theory ‘Y’ approach, but also with 
Herzberg’s (1968) views on motivation being an ‘inside’ job:

‘You can’t motivate people. That door is locked from the inside. 
You can create a climate in which most of your people will 
motivate themselves to help the company to reach its objectives. 
Like it or not, the only practical act is to adopt Theory Y 
assumptions and get going’ (Townsend, 1970: 132).

As has been established for decades, therefore (though largely, 
and sadly, it seems, gone unnoticed), the bulk of the reasons why 
things don’t go well at work are down to systemic (‘common’) 
causes – ie the obstacles we put in the way of the people trying to 
do the work. This is why Deming says these are the ‘responsibility 
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The bulk of the reasons why 
things don’t go well at work are 
down to systemic (‘common’) 
causes – ie the obstacles we put 
in the way of the people trying to 
do the work.

of management’. Or, as cited last time, as John Seddon (2003) says, 
‘The manager’s role is to act on the system.’

These ‘obstacles to success’ are what Townsend (ibid: 57) referred 
to as ‘Excuses’:

‘When you get right down to it, one of the most important tasks 
of a manager is to eliminate people’s excuses for failure. But if 
you’re a paper manager, hiding in your office, they may not tell 
you about the problems only you can solve. So get out and ask 
them if there’s anything you can do to help. Pretty soon they’re 
standing right out there in the open with nobody but themselves 
to blame. Then they get to work, then they turn on to success, and 
then they have the strength of ten.’

Perhaps you might not use the same language today, but it does 
hark back to that need to ‘get out more’ and into your ‘trenches’, 
as highlighted in the last issue. It also reinforces the need to ‘act 
on the system’(s) and remove those ‘obstacles to success’ that get 
in your people’s way while they try to do a good job and serve 
your customers.

However, intentionally or otherwise, Townsend touches on that 
more difficult issue when he says: ‘Pretty soon they’re standing 
right out there in the open with nobody but themselves to blame.’

Whether we like it or not, and however good your recruitment 
and selection systems, all our organisations are largely made up of 
the same cross-sections of humanity. You will therefore have the 
same proportion as anyone else – however small – of people who 
will, for want of a better metaphor, have their hand in the till. But 
how will you find out? And when you have, what will you do?

Well, at risk of becoming boring: GOYA, MBWA and SLT 
(Situational Leadership Theory)! Get up, get out, wander around, 
ask people if they need any help, and then adjust your behaviour 
in terms of the mix of your ‘Directing’ and ‘Supporting’ styles, 
according to the observed needs of your people at that moment. 
Basically, remove their obstacles to success; watch them learn, grow 
and gain the ‘strength of ten’.

Pretty soon the few exceptions to this (80%, at least?) tranche 
of genuinely conscientious workers will, as Townsend says, be 
‘standing right out there in the open with nobody but themselves 
to blame.’ But I am not suggesting you ‘sack one in five’. Oh no, 
I’m suggesting the second ‘Law’:

The Second Law of Firmodynamics 
80% of your ‘people’ problems will  

come from 20% of your people. 

Therefore 20% of your people may  
require some degree of ‘special’  

management/leadership attention. 
With acknowledgements to Mr Pareto

 

I am suggesting that you spend some more of your time with 
this initial ‘20%’ to ascertain where the problems really do lie. 
This is what I mean by ‘special management/leadership attention’. 
Spend some serious extra time with them – and we could be 
talking full days, here – as they go about their daily activities. 
Develop that relationship of trust, so they see that you are there 
to support, not condemn them. This will be time well spent, is 
likely to be highly rewarding, and in the process a further stage of 
Pareto Analysis will emerge, bringing us to the ‘Fird Law’:

The Fird Law of Firmodynamics 
80% of that ‘20%’ (16 in every 100)  

will require ‘remedial’ attention. 

20% of that ‘20%’ (4 in every 100)  
will require disciplinary action.

With further acknowledgements to Mr Pareto 

By ‘remedial’ attention, I hark back to what one of my very 
early senior manager bosses said to me when discussing the aims 
of the company’s discipline processes: ‘The aim of discipline is 
remedial, not punitive.’ And this allies very well with another of 
Ken Blanchard’s (1989) dictums on the same subject, ‘The aim is to 
get rid of the unacceptable behaviour, not the person.’ Ultimately, 
of course, the latter may apply also, and (again paraphrasing 
Blanchard), we might need to ‘move into the area of career 
planning, and it won’t be with this company.’

My experience shows me that the figure of ‘4%’ is not a bad 
guide. Whatever the reasons for those in the ‘16%’ who might 
require that ‘special’ remedial attention, the effort will very 
definitely be worth it: a) because turning someone round into 
a productive, useful and (hopefully) happy employee is always 
less expensive and more rewarding than sacking them and re-
recruiting, and b) it shows everyone else that you’re serious, and 
you mean it. 

There are few things more demoralising and demotivating to 
genuinely conscientious workers, than seeing those who aren’t, 
continuing to get away with it. Yet it’s not their job to tell you. 
It’s yours to know. Most workers respect managers who do their 
jobs. But they’re not going to do it for you. As Townsend (ibid: 
61) says: ‘Managers often duck this duty because it’s unpleasant. 
But purging the bad performers is as good as a tonic for the 
organisation as giving sizable rewards to the star performers. 
Under profit sharing, you penalize the able by holding on to the 
inept.’ 

Hence the ‘Fourth Law’:

The Fourth Law of Firmodynamics
It is the manager’s/leader’s role and responsibility {at 
all levels) to take prompt, appropriate and relevant 
{‘situational’) action with all ‘100%’ of their people. 

This is non-negotiable. 

And this really is non-negotiable. If we have done our job well 
and ensured our people know ‘what a good day looks like’, then 
the bulk of the time, by far, they will be doing the right things 
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(being effective) and doing things right (being efficient). If they 
weren’t, you’d long since be out of business.

As I’ve said before, it is the manager’s role to be ‘with the 
people’ and ‘with the work’ (Seddon, 2003, pp. 136 & 137). This 
is not only because the ‘manager’s role it is to act on the system’ 
(Seddon, cited in Chamberlin, 2018, p. 23, Figure 5), but because 
your people matter too.

When things are going right – which, as I say, mostly they will 
be – the first thing to check is that this is happening by design, and 
not just good luck, because only one of those is replicable. Once 
that’s been confirmed, then make sure your people know this is 
recognised and acknowledged. It’s called, saying thank you, and as 
Townsend (ibid: 173) says, ‘THANKS’ [is] ‘A really neglected form of 
compensation.’

That’s what was meant by, ‘Praise progress (or redirect)’, in box 
4 of the Situational Leadership Model (Chamberlin, 2013a, p. 29, 
Figure 2); the ‘redirect’ part of which being for those few occasions 
when it might not be going right.

Remember, one of the reasons it’s called ‘Situational Leadership’ 
is because you situate yourself ‘in the work’, and ‘with the people’. 
Otherwise, how can you know what’s going on? Fail to ‘Be 
there’ (Lundin, et al., 2001), and you’ll be missing all those really 
important opportunities to ‘praise progress’ and say thank you. 
Townsend once more:

‘The best managers think of themselves as playing coaches. They 
should be the first on the field in the morning and the last to 
leave it at night. ..., being there on the scene and available is a 
simple necessity. ... If the manager isn’t there when he’s needed 
– to supply the blessing or the go-ahead or the missing piece of 
a puzzle – his people will lose satisfaction, then interest and zeal’ 
(ibid: 95).

Equally, though, you’ll be missing those opportunities to 
understand more fully where those ‘16%’ of greater, but still 
Theory Y-based, remedial (ie ‘redirect’) actions will be required.

Finally, however – and largely the main thrust of this particular 
article – you’ll also be missing those essential opportunities to 
weed out the ‘4%’ (-ish) of your employees who are, to quote 
Townsend again, ‘...standing right out there in the open with 
nobody but themselves to blame’ (ibid: 57).

The ones who need to go!

‘Law 5’ tries to sum up all this ‘action’:

The Fifth Law of Firmodynamics 
80% of this action will be firmly ‘Theory Y’-based. 

16% of this action will also be firmly ‘Theory Y’-based,  
but will require greater effort. 

4% of this action will be firmly ‘Theory X’-based. 

100% of this action will be worth the  
effort – to you, your customers, your  

organisation, and the rest of your people! 

It’s the ‘96%’ who matter!  

I cannot claim hard-nosed academic research. But what I can 
claim is two decades of practical management experience in a 
large organisation, followed by a further decade and a half in 
academia.

Equally, I don’t claim that any of this is easy, but what I will say 
is that it is nothing like as ‘hard’ as many would have you believe. 
The ‘percentages’ cannot be spot on, but they’re not a bad 
guide, or place to start. When Ricardo Semler wrote Maverick! he 
expressed a slightly different – more pragmatic? – view:

‘I’ll bet that on average two or three per cent of any work 
force will take advantage of an employer’s trust. But is this a valid 
reason to subject 97 per cent to a daily ritual humiliation? Yes, 
there will be theft here and embezzlement there, but… It’s a cost 
of doing business. I would rather have a few thefts once in a while 
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‘4%’, and Deming says ‘6%’ (though that’s not exactly what he 
meant). But that’s not really important. What is really important 
is to remember that final part of ‘Law 5’, and think of all those 
truly conscientious workers – including all those who you have 
successfully managed to turn around:

‘It’s the 96% who matter!
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Whether we like it or 
not, and however good 
your recruitment and 
selection systems, all our 
organisations are largely 
made up of the same 
cross-sections of humanity.

than condemn everyone to a system based on mistrust’ (Semler, 
1999: 64).

Agreed! Subjecting everyone to ‘a system based on mistrust’ is 
‘Theory X’. To adopt a phrase used by counsellors, Theory ‘Y’ can 
be viewed as adopting ‘unconditional positive regard’. To repeat 
what it says in Figure 5, therefore, when you’re struggling to sort 
the wheat from the chaff in the initial ‘20%’:

‘16% of this action will also be firmly ‘Theory Y’-based, but will 
require greater effort.’

That ‘greater effort’ will bring its rewards; for you, for the staff 
concerned, your organisation, and for your customers.

That then leaves you with those few who have crossed the line, 
and who need to go. In my former management roles I had to 
deal with quite a few of these, but it is only fair to say that most 
were because other, previous line managers had failed to do so. 
They were not easy, and they can be disproportionately time-
consuming. In the course of my own dealings, for example, I was 
taken to ‘court’ (Industrial Tribunals, which became Employment 
Tribunals) on five separate occasions, accused of Unfair Dismissal. 
We didn’t lose one.

I said above that it’s not your staff’s job to tell you what’s 
happening, and it’s not. It’s yours to know. But be in no doubt; 
they know. On more than one occasion, after a case, I was quietly 
taken aside (or into a vehicle cab) and told – perhaps while hidden 
behind the ‘screen’ of a raised external cabling diagram – ‘You got 
the right one.’

Unsolicited feedback is always the most revealing, and a simple 
comment like that will provide further evidence that it’s the right 
thing to do, and of a growing reciprocal trust and respect as a 
result. Often, even, you might also be offered a cuppa...

If I might be permitted one relevant anecdote; once, when 
being ‘ordered’ into the back of a gang wagon to be interrogated 
(I was their boss’s boss), the first thing the foreman said to one of 
his team was, ‘Get John’s cup!’ That simple comment told me a lot.

Semler talks of just ‘two or three percent’, while I’m suggesting 
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Are You Considering Evidence-
Based Human Resource 
Management Decision-Making?
James S Pepitone.

Managerial decision-making arises from the sociological 
concept of social roles, or specific expectations 
associated with people who occupy a given 

organisational position. Every enterprise involves one or more 
people who assume the role of manager, with the expectation 
that these people will plan, organise, lead and control the 
enterprise.

Peter Drucker considered a manager to be the most important 
role in any enterprise, because they provide decisions that 
determine what the enterprise is and is not. Elliott Jacques 
further asserted that any organisation of more than just a few 
people utilises a managerial division of labour and managerial 
layering – a managerial hierarchy of decision makers –  to 

distribute accountability and authority for enterprise activity 
and results.

The work of managers in this managerial hierarchy is 
distinguished by its partial direct sharing in the responsibility 
for enterprise performance. This responsibility includes an 
uninterrupted emphasis on decision-making, manifested 
by events, issues, problems, and opportunities that arise in 
the course of enterprise developments, both routine and 
exceptional, and both within and outside the enterprise. 
Furthermore, Nobel Laureate Herbert Simon pointed out that 
most of the decision-making activity for which a manager is 
responsible is not their personal activity, but the activity of 
subordinates.
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Early management theories portrayed decision-making as 
purely rational, in which all-knowing managers identified and 
defined each problem, generated alternative solutions to the 
problem, and selected the optimal solution for implementation. 
This theory ignored several realities, including (a) the manager’s 
uncertainty and the ambiguity of situations faced; (b) the 
manager’s limited understanding of problems and awareness 
of alternative solutions and each solution’s consequences; 
and (c) the manager’s eventual bounded rationality (ie finite 
computational resources) for selecting the optimal solution.

Simon explained that managers are called upon to make 
two kinds of decisions, programmed and nonprogrammed, 
though it seems clearer to think of these two kinds of decisions 
as the two extremes on a continuum of potential decision 
situations. Programmed decisions (ie highly structured) 
are at one end of this continuum, and nonprogrammed 
decisions (ie highly unstructured) are at the other end. Upon 
examination, all decisions reveal aspects of both programmed 
and nonprogrammed decision-making, such that the operative 
concern in any given situation is the extent to which the 
manager’s decision-making is programmed and by what means 
is it programmed (eg management policy, labour law, accurate 
knowledge of human nature, or prior experience).

Decisions that are more programmed often become repetitive 
and routine, guided by either enterprise influences (eg pre-
determined rules, policies, standard procedures, adopted 
principles, or organisation culture), or personal influences (eg 
paradigms, schemas, mental models, personality preferences, 
or habits). Decisions that are more nonprogrammed are often 
novel and unstructured, with limited precedence and prior 
experience to guide their making, and as a result are more of a 
challenge for managers to get right.

The top-down pattern of decision-making in organisations 
often results in it being more common to find more 
programmed decision-making throughout the middle and 
lower levels of an organisation. The goal of such an approach 
is to retain control for the higher organisation levels, with the 
intention to increase operational efficiency and predictability, 
and to promote organisational stability. Alternatively, a bottom-
up pattern of decision-making in an organisation often results 
in decision-making that is less programmed. The goal in this 
case is to distribute decision-making discretion to organisation 
members closer to the decision consequence, to allow them to 
adapt to changing conditions and to operate with increased 
organisational effectiveness.

Managers encounter decisions that vary along a continuum 
from completely programmed to nonprogrammed. Lower-
level managers face more purposely established decision rules 
(eg policies, processes, and practices) that, in effect, provide 
programming to guide, limit, or otherwise control the decision-
making of the organisation’s lower level managers. 

Human resource management decisions
This pattern of organisational decision-making applies to the 
application of new research-based knowledge or evidence for 
human resource management (HRM) decisions. If a manager’s 
goal is to strive for better use of human resources, access 
to compelling new HRM research findings might lead to an 
experiment with this knowledge by applying it while continuing 
to comply with stipulations still programmed by current HRM 

Joseph Tiffin and his colleagues 
at Purdue University in the late 
1930s suggested the integration 
of the human sciences into a 
‘humaneering technology’.

policy guidelines. Because no HRM research findings or theories 
are 100% reliable and many are contingent on the sparsely 
described context within which they were developed, the 
effectiveness of the manager’s decision-making is dependent 
both on following the decision programming provided and on 
exercising personal discretion in whether and how the new 
evidence is applied.

Managers are typically limited in their ability to define, 
change, or otherwise control the many variables impacting the 
operations (ie work systems) for which they are responsible 
and accountable. Furthermore, a manager’s effectiveness 
is frequently determined by following established decision 
guidelines and reaching projectable performance outcomes, 
rather than by innovating and optimising. This kind of 
environment can discourage managers from seeking and 
implementing new methods, even when these methods 
are validated through compelling research. Deviating from 
established routines may expose managers to the risks of 
perceived failure (eg complaints, new problems to resolve, 
immediate dip in performance that often follows change), 
making some managers unwilling to deviate from organisational 
norms despite the promise of greatly increased performance 
outcomes.

Decision-making process
Managerial decision-making is expediently the simple cognitive 
act of making a choice, and yet more effective decision-making 
entails phases of activity and thinking that first prepare a 
manager to make a choice and, after the choice is made and 
implemented, to learn if the choice resulted in the intended 
result. To reflect on the demands of the managerial decision-
making process, some scholars have divided the process into 
phases and provided distinctions to emphasise important 
concerns or features of each phase.

For example, Simon divides the managerial decision-making 
process into four principal phases: (1) intelligence, (2) design, (3) 
choice, and (4) review. 

1. He defines the intelligence phase activity (30% of total time 
spent in the process) as various approaches to searching 
the economic, technical, political, and social environment 
to identify the relevant conditions calling for a decision to 
bring about new actions. 

2. Design phase activity (40%) includes inventing, developing, 
and analysing possible courses of action so as to make a 
choice that best suits the decision criteria. 

3. Choice phase activity (10%) includes choosing from 
alternative actions already developed and analysed so as to 
select a specific course of action. 
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4. Review phase activity (20%) includes assessing the outcomes 
of previously made decisions so as to learn from decision-
making experience.

Simon recognises that managerial decisions are more complex, 
and the phases are less distinguishable than this framework 
implies. For example, design phase activity, which often involves 
the search for new technology, best practices, and innovations, 
can raise awareness of new issues, criteria, and potential, and 
thus indicate the need for additional intelligence phase activity. 
Design phase and choice phase activities can overlap and lead to 
the customising or integrating of alternatives in order to better 
meet diverse criteria. And, a manager’s review phase activity, if 
serious implementation resistance is encountered, can expand to 
include continuous reworking of intelligence, design, and choice 
phase activities.

Notwithstanding the complexity and fluidity found in the 
managerial decision-making process, Simon’s framework 
demonstrates the relative importance to managers, and the 
managers’ relative time commitment, to the intelligence phase 
and design phase activities (ie total 70%), which facilitate 
the consideration of new evidence emerging from research, 
experience or other trustworthy sources. Managers with 
challenging responsibilities can be expected to reduce their 
time consumed in intelligence phase and design phase activities 
by delegating some of this work to staff functions (eg HR, 
finance, and risk management) filled with subject-matter experts 
presumed to be more knowledgeable than managers about 
the area of expertise. Delegating intelligence phase and design 
phase activities to staff functions could, in effect, result in a 
manager’s more important decisions being dependent on the 
effectiveness of staff functions.

Decisions delegated to HR professionals who are not well 
informed on the relevant research-based and -validated theories 
of HRM can have a deteriorating impact on organisational 
effectiveness, for which organisation managers (not the HR 
function) are ultimately accountable. It is not difficult to imagine 
how organisation managers, unless personally well informed 
on current developments in organisation science, could subject 
their enterprise to a competitive disadvantage if supported by 
HR professionals poorly informed about current and emerging 
theories relevant to the enterprise.

Research-practice gap in HRM decision-making
Assisting organisation managers in reducing the research-
practice gap in their HRM decision-making requires a genuine 
understanding of how managers make these decisions now. 
Numerous scholars are critical of classical organisation theory for 
its minimising of issues regarding the humanness of organisation 
members and organisational decision processes. Because classical 
organisation theory was largely derived intellectually, based on 
engineering principles from the physical sciences rather than 
based empirically on human behaviour, classical organisation 
theory’s erroneous assumptions about human nature leave 
decisions open to challenge by stakeholders (eg managers, 
workers, behavioural scientists) and even worse, typically 
lead to unnecessarily adverse organisational conditions and 
performance.

Simon recognised that people do not have the raw intellectual 
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Evidence-based HRM decision-
making, augmented with both 
humaneering and engineering, 
may give managers the opportunity 
to see now-wasted human 
capital and transform it into new 
economic value.
capacity to maximise their decision-making. Rather, he portrayed 
managerial decision-making within organisations as an activity 
based on the finite cognitive resources (ie bounded rationality) 
of human beings who attempt to achieve some minimum 
acceptable level of the desired variable (ie satisficing). In 
practice, managers do not search for a complete understanding 
of any situation, criteria, or possible solution related to a 
problem. Rather, managers resort to satisficing, in effect making 
their decisions based on known and easily accepted criteria and 
solutions. Furthermore, a manager’s routine decision-making 
is to some extent programmed in four ways: (a) contextually, 
by multiple conflicting priorities, limited resources, and 
diminishing returns; (b) physiologically, by IQ, perceptions, and 
tolerance for complexity; (c) culturally, by pre-determined rules, 
policies, standard procedures, and organisational norms; and 
(d) personally, by personality type, paradigms, schemas, mental 
models and habits.

Notwithstanding the limited capacity of managers for making 
decisions in the context of complex circumstances, Simon 
demonstrated that a manager’s capacity for effective decision-
making can be increased. To this end, Simon was a pioneer in 
developing the science of improved organisational decision-
making through quantitative methods, including operations 
research, artificial intelligence and related applications of 
computer technology.

Evidence-based management
Perhaps the most recent development in managerial 
decision-making is the disciplined practice of evidence-based 
management, which is an outgrowth of evidence-based 
medicine, defined as ‘the integration of best research evidence 
with clinical expertise and patient values’ in making decisions. 
Research in medicine has shown that only about 15% of 
physician-practice decisions are evidence based, with physicians 
relying instead on 

• Now-obsolete knowledge learned in school
• Long-standing traditions
• Patterns gleaned from experience
• Methods they believe in and are more skilled in applying
• Biased influence from armies of vendors with products to 

sell

Many scholars and managers are awakening to the fact that 
organisation managers practice similar or even worse decision-
making behaviour.
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Decisions delegated to HR 
professionals who are not 
well informed on the relevant 
research-based and -validated 
theories of HRM can have 
a deteriorating impact on 
organisational effectiveness.

Scholars Jeffery Pfeffer and Robert Sutton advocate an 
evidence-based movement among managers, emphasising the 
sub-optimisation that occurs when the best-available scientific 
(ie research-based) knowledge is not considered as evidence 
in HRM decision-making. There are many helpful theories that 
attempt to guide managers’ HRM decision-making by explaining 
how organisations and the people in them will behave. 

However, the narrow focus of most research scholars 
becomes problematic for managers hoping to make use of this 
knowledge, because the different research streams generally 
examine only limited elements of the broader issues relevant 
to managers and often use an exclusive (versus inclusive) 
vocabulary and implicit (versus explicit) logic in research reports. 
Simon put forth a solid argument that scholars speaking from 
different perspectives confuse managers more than enlighten 
them. Moreover, some scholars have proposed useful logic and 
methods for integrating these perspectives into a more helpful 
single theory with multiple dimensions.

Joseph Tiffin and his industrial psychology colleagues at 
Purdue University in the late 1930s suggested the integration of 
the human sciences into a ‘humaneering’ technology, just as the 
physical sciences provide the basis for engineering technology. 
Furthermore, current scholars contend that most of the HRM 
knowledge that has been created by research since World War 
II goes unused by management because this evidence originates 
in many disparate streams of HRM-related scholarship that 
are rarely integrated in a systematic way to produce clear, 
confidence-building theories for management practice. These 
scholars attribute this result not to any failure of managers 
or scholars, but to the scholarship system, which essentially 
fragments scholars and their research into narrow topics and 
does not adequately reward scholars for synthesis activity.

Founding of the nonprofit Humaneering Technology Initiative 
(HTI) in 2002 institutionalised humaneering’s development 
for public benefit (ie freely available to learn and apply), 
and established processes for pilot projects, organisational 
innovation and problem solving, thus far broadening 
participation to over 200 people-dependent operations within 
70 large organisations located in several regions of the world.

Numerous research scholars support this initiative by focusing 
on their discipline and providing both a summary and updating 
of research-based knowledge relevant to managerial decision-
making. Business executives, organisation managers, HR 
professionals and other organisation members are involved in 
the integration of this knowledge for convenient application. 

The rationale for such additional effort to prepare human-
science-based evidence for organisation managers has as much 
to do with meeting the challenge of developing a credible 
synthesis of that knowledge, as it does with creating evidence 
that is both compelling and a good match for every managers’ 
reality.

The widespread continued use of industrial age methods for 
designing and managing organisations is noteworthy for at 
least two reasons. First, the nature of most work has changed 
dramatically since the Industrial Revolution. Now more than 
85% of the workforce in developed economies is engaged in 
knowledge and service work for which people, not machines, 
are the principal means of production and value creation. 
Production and logistics work, which dominated the Industrial 
Revolution, accrues economic value primarily through worker 
training and disciplined behaviour, and does not require near as 
much worker discretion as knowledge and service work. 

Secondly, knowledge and service workers create value by 
assessing their situation and responding variably (ie adapting) 
with just the right mix of behaviours to maximise the creation 
of economic value for customers. Organisation practices 
that are based on engineering-based principles essentially 
constrain worker discretion and value-creating variation with 
programmed decision-making and other behavioural controls. In 
effect, these engineering-based organisation practices limit the 
value creation of knowledge and service workers.

The design and management of work systems often does 
not fully take into account the interdependence of human and 
physical system elements that together make up human work. 
Furthermore, few managers have the knowledge resources to 
give sufficient consideration to the biological, psychological, 
sociological, and philosophical principles that reflect human 
nature and therefore are relevant to the effective design and 
management of human work. As a result, the human elements 
of work systems are routinely under-designed and whole work 
systems are routinely sub-optimised. The waste of human 
capital is enormous, though unaccounted for and therefore 
unmanageable. 

Evidence-based HRM decision-making, augmented with 
both humaneering and engineering, may give managers the 
opportunity to see now-wasted human capital and transform it 
into new economic value.

Note: This article utilises research findings and content from 
the author’s doctoral dissertation titled, Survey of Organisation 
Managers’ Knowledge Supporting Evidence-Based Human Resource 
Management, 2009.
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Leading Through a Crisis
Philip E Atkinson.

“To manage change and crises, we 
have to equip and develop our people 
to welcome ambiguity, to implement 
core strategies and overcome stress. 
In this article, Philip Atkinson outlines 
the actions and strategies available 
who have to confront and deal 
with crisis in our organisations, our 
relationships and in our lives.” 

We are not very good at managing ambiguity 
and change. We seem to miss the fact that most 
organisations function in quite volatile and turbulent 

environments. This is evident at National Government level and 
in most sectors. When confronted with a ‘crisis’, we appear to 

adopt a ‘ready, fire, aim’ mentality when all logic, analysis and 
good sense tells us that we should be much more planful. It 
appears that ‘crisis’ is becoming the norm – so it is about time 
we learned how to deal with them. Organisational crises come 
and go but we need to be able to be more structured, organised 
and rational in our approach. We also need to identify where we 
are most at risk and take a preventative approach to managing 
it. This is certainly not the case for many organisations and our 
Government at this time.

Brexit: Crisis what crisis?
We are experiencing a crisis like we have never seen before. 
At the time of writing (Spring 2019) Brexit is a major issue 
impacting our economy, our future and our lives in the UK and 
Europe. Can we truly say that those in charge have the ability 
to manage this crisis? Key political and business players do not 
have a hold on the end game. They have not fully identified 
all the problems of leaving the EU that will emerge, let alone 
developing innovative strategies to manage the situation. It 
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truly is a crisis that will further unfold in the coming months 
and years. Trust me, the decisions, or lack thereof, are creating 
untold macro and micro economic consequences that we will 
have to live with for the next 20-30 years. 

Averting crisis through risk management
Whether we stay or go is not the topic of this conversation, 
because people tell me that ‘knowing what they know now’ 
they may have voted differently. It’s not the original vote or a 
potential re-run of the vote that concerns me, it’s the fact that 
very little due diligence has taken place, scenario planning is 
clearly absent and the likely economic and social threats could 
have been mitigated if key people and institutions had adopted 
and applied some basic risk management methodologies before 
the vote had taken place.

Just to be clear – I do not have a political point to make here 
other than that the whole Brexit scenario indicates to me that 
there are many changemakers ‘out there’ who could benefit 
from learning to plan and manage uncertainty and ambiguity.

Organisational crisis 
Crises by their very nature are difficult to control and it is not 
just in the theatre of national and international relations where 
this is an issue, we also have to consider those which impact our 
organisations. For instance, in the retail sector, the media tells us 
there is a clear and present danger and crisis on the High Street. 
Basically, the old retail business and consumer behaviour model 
has been broken for some time, that’s why we have lost and will 
continue to lose the big retailers in the high street. The demise 
of retailers such as Woolworth’s, BHS, Maplin’s, House of Fraser, 
HMV, Office Outlook, Patisserie Valerie, Odd Bins, Poundworld, 
Toys ‘R’ Us, Dunfermline Building Society, Northern Rock, 
Debenhams, tells us there is a major change in how we shop. 
Furthermore, little seems to be done about this ‘crisis’, apart 
from applying short-term simple band aid solutions of selling 
off assets, cost cutting, downsizing and hastily and unthinkingly 
restructuring what is left of these businesses.

Age of unreason
Welcome to the age of uncertainty. And don’t think the worst 
is over. We now live in ‘The Age of Unreason’ – where people 
have to deal with an unpredictable future. The speed of change 
is accelerating. Competitive forces, technological changes 
and other major components in the business environment 
make running and managing a business very precarious. In 
other words, uncertainty for management teams will be the 
new norm, and only those teams and organisations that have 
committed to anticipate and master change will be able to 
function in the new economy. These ideas are not new. Charles 
Handy wrote a nifty book published in 1989 with the same 
title but obviously very few read it or applied his thinking on 
unpredictability and ‘discontinuous change’ inherent in the text. 

We can learn to master the unpredictable, and that means 
developing a proactive preventative mindset to start to harness 
the environment that leads to any form of crises. There has to 
be a new leadership bid to start taking charge of any apparent 
chaos.

Turning a crisis into a long running drama
“Don’t make a drama out of a crisis” was a marketing strap 

We now live in ‘The Age 
of Unreason’ – where 
people have to deal with 
an unpredictable future.
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line that was adopted by an Insurance business to highlight 
how they applied their thinking to deal with customers facing 
typical crisis situations such as floods, car accidents and other 
household calamities. All these scenarios were cause of personal 
trauma and the message of the company was “do not let this 
momentary crisis become a theme or drama of your life”. That 
was a great message for their specific customers, and something 
from which we can all learn.

The learning organisation
Where does this leave us? It leaves us with the impression that, 
in many instances, although change is rapid, accelerating, 
uncertain and often volatile, we are not very good at managing 
and shaping the consequences of crises. It is pretty clear that 
our business environment is moving towards what we could 
describe as turbulent. The obvious answer is to commit to firstly 
understanding the volatility of the change that impacts us and 
learn new ways to manage it.

Just how good are we at managing crisis in 
organisations?
You would think we would have learned from the banking 
crisis in 2007 and 2008. It is now clear that lessons from failing 
to challenge business cultures where unmitigated risk was 
encouraged and bad behaviour rewarded, have not been learned. 

Strategic change management
I believe that we could learn a great deal if we adopted a 
much more strategic focus to managing change. We do have to 
undertake an analysis of that environment and build strategic 
management thinking around how best to manage it, through a 
thorough Vulnerability Analysis. 

Quantify your vulnerability
This process starts by highlighting the core components and 
impact of the major threats to your business in terms of:

• National and International macro-economic policies and 
how they impact your organisation

• Technological innovations in your marketplace and how you 
deliver service to customers or consumers

• An analysis of relative competitive advantage from existing 
and new market entrants

• Suppliers’ actions
• Government policy and regulation
• Legislation and emerging public policy
• Behaviour of customers, consumers and service users
• Societal trends, behaviour change of key stakeholders and 

public perception and trust in your business
• Customer and consumer metrics
• Changes in perceived barriers to entry in your marketplace

You have to assess the relative degree of risk in each area for 
your business and allocate it a score between 1-10. Then you 
need to test this with your management team, direct reports 
and others who provide insight, key stakeholders, customers 
etc. Often what is known by one team member may well not be 
shared by all.

Then to start this simple and rudimentary approach to 
Vulnerability Analysis, you have to equate the likelihood of the 

risk actually maturing and impacting the business. Again, using 
a sliding scale from 1 -10 to assess probability. You then have a 
simple way to assess your key vulnerabilities and a 10 x 10 matrix 
(and resulting percentages) to assess that risk. It’s important to 
consider where the risks sit on the Matrix because a score of 
40% could be created from a high risk but low impact or vice 
versa. So, a score of 10 on Risk and 4 on Impact will be a very 
different situation and problem to that of scoring 5 on risk and 
8 on impact. 

Degree of Risk High 
Impact Low 

SECONDARY

Degree of Risk High 
Impact High 

PRIMARY

MONITOR 

Impact Low 
Degree of Risk Low

TERTIARY 

Impact High 
Degree of Risk Low

The chaos of crisis management
You have to decide how far you want to go with your analysis. 
We believe that any competent senior leadership team (SLT) 
would want to develop a fairly rigorous approach to managing 
the assets and the future of the business, and this should be 
enshrined in governance and necessary oversight by regulators 
and statutory bodies, as well as consumers and customers. 

Undertaking this and other studies should mitigate against 
dealing with an unpredictable future. You should be able 
to assess where you fit on the continuum of environmental 
uncertainty which can be projected from your Vulnerability 
Analysis. Your analysis can be very detailed with facts and 
statistics, or it can just focus on intuitive experience in the 
marketplace. What is critical is that all the data is shared, 
discussed and understood, and that the senior leadership team 
(SLT) are all on the same page.

How can organisations start to manage ambiguity?
It’s best to adopt a crisis busting mindset and that means 
preparing in advance. The theme is that of developing a highly 
skilled group of managers whose dual role is leading their 
function and undertaking and managing projects and situations 
which require a high degree of analysis and problem solving. 

Obviously, these people need to be developed and acquire the 
core skills of behaviour change inherent within the cognate field 
of OD or organisation development. The variety of skills needed 
to achieve this lofty aim include:

• Change leadership
• Process consultation
• Creating team cohesiveness – working across functional 

boundaries
• Behaviour change models
• Change acceleration models
• Conflict resolution
• Elevating the attitude towards change acceptance – 

managing resistance
• Advanced communication, influence and persuasiveness
• Platform and presentation skills
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These Managers should be focused on driving change 
and turning crisis into control. They will have developed 
methodologies, techniques and tools, as well as taking personal 
ownership and responsibility to drive change. They need to rely 
on models for change, but also trust in their own intuition and 
experience. For instance, this model of process consultation (see 
diagram) is paramount in knowing how much work you have to 
put in to understand the nature of the problem looking at two 
dimensions:

1. How analysable are problems you are facing from simple to 
complex, and

2. The degree to which there are known and available 
solutions to deal with the problems

Process Consultation

Analysable Problems 
Unknown or rare Solutions

‘Trouble shooting’

Unanalysable Problems 
Unknown Solutions 

Process Consultation

‘Off the Shelf’

Analysable Problems
Known Solutions

‘Problem Analysis’

Unanalysable or rare Problems
Known Solutions

What can we learn from life crises?
We need to build resilience inside the organisation to cope 
with the crisis. We learn more when we fail and are challenged, 
than when things go well for us. When we are preparing 
and developing these managers for this important role, it is 
important to examine learnings from personal crises, how 
we have learned to cope with difficult situations, and bring 
this thinking and mindset into the business context. We all 
experience our own crises –  we don’t always manage to deal 
with them well, but we do learn. Only a few are mentioned 
here and include potential or actual job loss, business failure, 
inland revenue investigations, separation from partner or family, 
changes in family relationships, divorce, bankruptcy, excessive 
debt, infringements of the law, coming to terms with addictions 
and bad habits, ill health and health scares. These critical 
incidents don’t pass many of us by and are usually the precursors 
of learning. We may experience these as temporary, short lived, 
and generally we do, however, learn to deal with them so they 

Uncertainty for management 
teams will be the new norm, 
and only those teams and 
organisations that have 
committed to anticipate and 
master change will be able to 
function in the new economy. 
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do not become a chronic drain on our energies. 
Knowing how to deal with personal crisis often helps us 

to take steps to resolve it and seek the right network of 
people to support us through it. This is exactly the same in an 
organisational context, it is no different from dealing with 
situations in real life and we can learn to master and transition 
these changes. Understanding how we transition is critical and 
being exposed to the thinking behind the transition or the 
Change Curve is of value.

TIME

The Change Curve
Emotional 
Response

Depression

Exploration

Shock

Loss of 
Control

Resistance

Worried Discovery

Adjustment

The Change Curve highlights the emotional response that 
people experience when subjected to change in which they lack 
control. You can see how this flows from ‘Shock’ to ‘Adjustment’. 
There are a variety of negative emotions which people will 
experience including displaying some resistance, worry and 
feelings of loss of control, to exploring new opportunities, 
discovering new learning and adjusting to the situation. 
This takes time and if left unmanaged can continue for an 
unnecessary long and frustrating time. When change managers 
or facilitators are trained using this model, they can better learn 
to support people going through any crises or transition. Using 
process consultation and the Change Curve supports people 
experiencing tension, stress and anxiety in difficult situations.

How does this work in practice?
Here is a sensitive guide to riding those crises and coming out 
stronger. The purpose of this approach is to shorten the length 
of time in going through any organisational crisis and come out 
of it faster. It is about acting and moving towards a more desired 
future state.

Crises are set to test our organisational culture & 
personal character
‘It’s not what happens to us that is important – it’s how we 
respond to what happens to us’. It’s unfortunate, but often 
people who are doing a great job are forced to face difficult 
challenges. We can lose business. There can be a huge downturn 
in demand. In the commercial sector, foreign competitors 
could take away market share. Other companies win contracts 
which are the life blood for companies. Or in your public sector 
organisation there is a ‘funding gap’ or short-fall and changes 
have to be imposed. Whatever the reason behind the imposed 

change, as an organisation, we have to muster the resilience 
of staff and employees to manage the crisis or transition. Bad 
things can happen to good people in great organisations – that’s 
the unfortunate reality. And often you’ll note that challenges 
arise just when people don’t believe they have the resources to 
deal with them. Crises do not usually occur when we are at our 
best emotionally, when we are buzzing with a healthy, positive 
attitude and our energy levels are at their best. 

Change favours the prepared mind
Action rather than procrastination is the key. This is the real 
test of how you respond to crises. This is where one of the key 
principles of effective ‘crisis control’ kicks in. We refer to ‘crisis 
control’ not ‘crisis management’. Crises have to be controlled, 
not organised. Take control and deal with them directly and 
share, consult and work with others who can help. You cannot 
manage a ‘crisis’ because you have yet to understand the totality 
of what it means to you and your business. However, once 
key issues are resolved you can manage your way out of the 
‘nitty-gritty’ elements, but the big picture needs you to take 
charge first. What is too common is that no action is taken. 
Indecision rules. The biggest problem is that when the crises 
hits what most people do is the worst thing they can do – they 
ignore it, they procrastinate, bury their head in the sand, hide 
away from it. They hope or believe it will go away. 

Crisis busting strategy: Process consultation
‘Crisis Busting’ conjures up the image of acting and dissecting 
the problem, reducing its emotional intensity before managing 
the tactics of resolving the smaller issues that compose the larger 
problem. The route for Crisis Busting is outlined in a six-step 
approach central to Process Consultation. The following outline 
helps people take charge and control the process.

Step 1:  define the crisis and gain perspective
Step 2:  assess the implications
Step 3:  creatively review possibilities and resources
Step 4: design a recovery plan 
Step 5:  gain support and implement 
Step 6: capture the learnings and take preventative action

This six-step approach is very similar to some of the key issues 
within the Transition or Change Curve. We know that each 
step forward is a step away from crisis, ambiguity and conflict, 
towards taking charge and being in control. This six step process 
provides that knowledge that things will get better as long as 
decisive action is taken. By knowing the steps in advance, we 
can adopt a more optimistic attitude and feel that every action 
moves us in the right direction

Step 1: Define the crisis & gain perspective
Probably the most difficult thing to do is to gain perspective on 
the problem, avoid catastrophising the crisis and experiencing 
overwhelm. Assess what has happened and look at it from 
several perspectives and different perceptual positions. What 
could be the meanings that other objective observers could 
experience? How do these differ from your perception and that 
of your colleagues? For instance, using temporal perceptual 
positions – in two years time, what meanings could a complete 
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outsider take from the incident or crisis? In this case, one is 
creating alternative meanings and interpretations to the current 
crisis. This takes the ‘overwhelm’ and fear out of the problem 
and enables the crisis to be handled without the emotional 
intensity. Asking, “what could this mean” is very positive. Rather 
than a misunderstood and direct cause-effect statement of, “X 
has happened, so that means Y”, you have alternate meanings. 
By developing a more flexible level of interpretation, you can 
construct a more positive way of dealing with the issue.

Step 2: Assess the implications
What are the real implications of the crisis or what could they 
be? Collect as much data as you can. Work with facts not 
innuendo, guesstimates or rumour. View the crisis or problem 
from a different perceptual position. 

Now step back. Imagine that the problem is now resolved. 
Decide how long you think it could take to resolve it. Use a 
balanced approach of facts and feelings. Guess, if need be. Use 
your intuition for the resolution of the crisis. From this future 
‘perceptual position’ look back to the problem today. Think 
through the major barriers you faced and the key steps you took 
to anticipate, to walk around, or reduce the problems in terms 
of their intensity. What are the key things that you need to 
commit to today, that will make the solution so much easier to 
identify and implement? Work through your own personalised 
strategies and imagine what you will learn in resolving this crisis 
that can make you and the organisation stronger.

Step 3: Creatively review possibilities and resources
In crises, people tend to focus on single solutions. The pressure 
of the problem does not encourage right brain creative 
thinking. Walt Disney used a powerful process to break away 
from any dominant left brain thinking. This leads to growth 
in innovation and creative thinking, and evolved after he 
experienced huge difficulties with producing new movies. 
He applied his formula. He would apply the three perceptual 
positions: of Dreamer, Critic and Realist. Starting with taking 
the role of the ‘Dreamer’ he encouraged staff to think outside 
the box and explore new solutions to difficult production 
problems. He would then request they changed role to that 
of the ‘Critic’ and look for as many ways to make the original 
ideas fail. Finally, the new perceptual position of the ‘Realist’ 
would work through the issues from a rounded perspective, 
resulting in completely new approaches. Using this approach 
breaks away from feeling of overwhelm and the traditional 
dominant left-brain thinking style.

Organisations that successfully manage change focus on their 
organisational capability resources, and develop the skill sets 
and positive beliefs about making things work for the future. 
Think about leveraging trusted and tested skills and turn 
perceived roadblocks into simple learning curves, developing 
new resilience and robustness. Everything is based on building a 
new confidence in your thinking, and design a plan for recovery.

Step 4: Design a recovery plan
You have a long term aim and future state – but you also need 
some ‘band aid’ solutions that will get you through today, 
tomorrow and next week. Design your recovery plan. Write it 
down. The recovery plan will be determined by the nature of 
the problem or crises you are facing.

Step 5: Implement and gain support
Progress is achieved solely by decisive action. Procrastination 
never built anything of value. Having faith in your Recovery Plan 
will increase when you take action. Each action should propel 
you forward. If you measure progress you will know whether 
you are going forward, standing still or slipping back. Deciding 
now on core shared objectives and documenting them is core 
to success. Those who document progress whilst riding through 
the crisis are 90% more successful than those who do not. Gain 
support from your growing network of helpers and supporters. 
Focus only on those who are committed to your advancement. 
Deny the cynics and sceptics a voice as they are lower down on 
the Change Curve. What you achieve is determined by those 
with whom you associate. So focus on those that add strong 
emotional value and ditch the rest.

We now live in ‘The Age 
of Unreason’ – where 
uncertainty is the new 
certainty. 
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Step 6: Capture the learning and take preventative 
action
It is simple to capture the learning as you maintain your log 
and work through your Recovery Plan. This is a powerful 
resource. It is a document that testifies that you overcame 
organisational adversity, and a key step towards taking 
preventative action to halt, and certainly reduce, the intensity 
of Crises. Perhaps the most important element of any learning 
is what I believe is a moral responsibility of the learner to 
teach others in the organisation how to manage future 
potential crises.

Summary
Who knows when these organisational crises will hit? Who 
knows how they will unfold and impact upon the business? 

One thing for sure is that management teams need to 
decide how to respond. Responses differ markedly between 
organisations. Some learn, some never will. Two organisations 
can react very differently to the same threat. One can hide 
and avoid reality – the other does its best to act. One has 
placed trust in their actions – the other does not. One may 
be more optimistic than the other. Break away from any 
pre-conditioned response and use the six steps. Be decisive. 
Seek the support of others. 

What we do know is that organisations that deal with crises 
successfully take action. They create a network of change 
leaders and resource them, so they make decisions. Action 
enables them to know that their actions and their responses 
are taking them nearer to their goals of moving further away 
from the crisis. 

About the Author
Philip Atkinson specialises in strategic cultural and 
behavioural change. For the last 25 years he has been 
engaged as a consultant supporting organizations in 
strategic development, leadership, organizational design, 
post-acquisition integration, lean six-sigma, quality 
management and culture change. He has partnered with 
a variety of blue-chip companies in industries ranging 
from pharmaceutical to genetics, the automotive industry 
to finance and banking and from NHS bodies to Local 
Authorities. He regularly presents at conferences and 
workshop sessions and has written seven books on change 
management and his articles and books may be accessed on 
www.philipatkinson.com Philip is also Director of Learning 
Strategies Ltd. and Philip Atkinson & Co. Ltd Email philip@
philipatkinson.com or T: 0131 346 1276 M: 07999 799286.
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Membership is growing steadily 
and there are still people active in 
management services who are not IMS 
members.  We encourage anyone to join 
as a five year Associate, or rejoin with the 
likelihood of Life Membership.

We can possibly use ‘direct entry’ in 
some circumstances and information is 
available from Brooke House.

We encourage all our existing members 
to make past and potential members 
aware of these options.

Can you help  
others to  
join IMS?

What Next?
Contact the IMS for an application form
W:   www.ims-productivity.com
E:   admin@ims-productivity.com
T:   01543 266909
*   Brooke House, 24 Dam Street,  

Lichfield, Staffs WS13 6AA

 
• Professional recognition and credibility in your work

• Encourage work colleagues as well as professional and 
social contacts to join the Institute

• Refer or show potential members the IMS website and 
digital journal

• Remind potential members of benefits of IMS 
membership e.g. education system, member grading, 
life membership, professional qualifications recognised 
across all sectors and a professional network

• All relevant whether in permanent or contract / 
consulting work

The home of productivity professionals
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