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Employee experience 
is key to productivity
I am pleased to report that the October 2016 AGM and 75th 

anniversary event in Lichfield was a great success. It was good 
to meet up with a wide selection of members and colleagues. 

We made sure the formalities of the AGM were dealt with 
swiftly so we could enjoy and appreciate the presentation by 
Richard Taylor, the panel discussion, awards ceremony and lunch. 
A full report on proceedings can be found in the Journal. Once 
the dust has settled we will consider if a similar format would be 
appropriate in future years.

I have been following a growing interest in how the 
workplace affects and impacts on productivity, in particular 
relating to offices. Many productivity professionals spend a large 

proportion of their working lives in offices, sitting at a desk or 
in meeting rooms, interacting with colleagues. Thus how the 
workplace performs and how they interact with it directly affects 
what they are doing. Is the room temperature too hot or cold, 
is the operator chair comfortable and is the lighting suitable for 
the task being performed? These are examples of issues that 
affect our ability to perform our job efficiently. Many of us have 
influence and can do something about these issues when they 
are not right, so it is important to remember these needs when 
we are embroiled in designing and implementing new systems 
and methods of working. It is really important to view the 
workplace as a key driver in organisational performance.

In a recent survey of UK employees, only 54% agreed that 
their workplace enables them to work productively. The 
workplace in many organisations is holding back productivity 
rather than supporting it. Much has been written on this topic, 
and debated, but the overwhelming majority of organisations 
focus on cost not value. As productivity experts we can help 
to change this perception by engaging with our colleagues, 
customers and business leaders to help them understand the 
contribution of the workplace. 

Finally, please can you keep in mind the following points 
over the coming months. The Institute membership database 
contains all of our contact details and relies on us all keeping 
the information up to date. Please can I remind all members 
to contact head office with any changes, such as new address, 
email or telephone number as soon as possible after the change 
has taken place. Secondly, in 2017 four of the eight Institute 
Council of Management places are due for re-election; details 
will be published in the Spring Journal. This is your opportunity 
to get involved with the Institute at a national level, so if this is 
something you feel you could make a contribution towards look 
out for the information.

On behalf of the Institute I would like to wish all members 
best wishes for a successful and productive year in 2017.

Julian Cutler
Chairman

Many productivity professionals 
spend a large proportion of their 
working lives in offices.
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Celebrating the past and 
looking to the future
IMS Chairman Julian Cutler, welcomed attendees to the 

Annual General Meeting and 75th anniversary celebrations 
at The George Hotel in Lichfield, in October.

“75 years ago, when the Institute met for the first time, 
there was a clear plan to build an independent organisation. 
We have done that and should be both proud of our past 
achievements and use them to build for the future,”  
said Julian. 

Reporting on the past year, the Chairman told delegates 
that 2015 had been very successful in terms of financial 
stability and earnings. “We have had a significant increase 
in the number of students undertaking the training 
programmes,” he said.

Other formalities were quickly taken care of before Julian 
introduced guest speaker, Richard Taylor, Council Member and 
Managing Director of Scott-Grant.

Richard gave a stimulating presentation which he began 
by congratulating the Institute on its 75th anniversary. “Lots 
of people have put in a great deal of work over the years 
to make the Institute work,” he commented, “75 years is a 
marvellous achievement, but now is the time to look to and 
concentrate on, the future development of the organisation.“

Many things have changed over the past decades, said 
Richard and will continue to do so.

“Many companies and organisations are involved in 
improving productivity. We have to involve ourselves and 
influence the changes that these organisations will have to 
make.

Richard went on to describe the work that Scott-Grant is 
doing across the commercial and public sectors in the UK and 
globally.

“Productivity is a niche business that applies to every 
business. Companies and organisations are typically looking 
for benefits that fall into three categories – capacity, cost and 

Presentations
Four members were presented with special awards by Julian 
Cutler at the AGM, to acknowledge the dedication, hard work 
and contribution they have made to the IMS. 

Dr Andrew Muir, FMS
Honorary Fellowship Award

Mr John Hopkinson, the FMS
Honorary Fellowship Award

Mr John Davies, FMS
Honorary Fellowship Award

Mr David Blanchflower, Hon. FMS
40 Years Continuous Service 
award

Members of Council at the AGM. Guest speaker Richard Taylor. Chairman Julian Cutler.

Continued on page 6
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EAST MIDLANDS REGION

On Monday, 7 November 2016, 15 IMS members and 
family/friends visited the Morgan Motor Company’s 
manufacturing/assembling premises in the beautiful spa 

town of Malvern Link in Worcestershire.
The company was established in 1909 by a Mr H F S Morgan 

with the design/assembling of the Morgan three wheelers. It 
is the last remaining family owned, independent British Motor 
Manufacturer in the UK.

A professional company guide directed the IMS party through 
all the sections of manufacture and assembly: the route covered 
the chassis shop, wood shop, tin shop, paint shop, trim shop and 
finally, the pre delivery inspection shop.

The production methods are dedicated to traditional 
craftsmanship, but cutting edge technology has been utilised in 
both the design process and finishing methods.

Each car is built to a customers’ specific requirement: there 
are no cars assembled for stock. Approximately 800 cars are 
produced each year and there is a 12 month waiting time 
between order and receipt of a vehicle.

Region visit to The Morgan Motor Company
It was a very informative and enjoyable visit to an interesting 

manufacturing company which is located in a beautiful part of 
the UK.

John Davies
East Midlands Secretary

response,” said Richard, who went on to describe in more 
detail, how Scott-Grant tackles this in the work the company 
undertakes with companies and other organisations.

“Changes in demand and response to that demand is key. 
In almost everything we do we employ lean principles and it’s 
almost always about people, space, equipment and resources.

“Productivity is not just about making people work harder; 
often it’s about making the equipment work harder! Good 
productivity relies on making the most of your people and 
resources,” he said.

Following Richard’s presentation, there was a lively panel 
discussion, chaired by Andrew Muir Deputy Chairman, with a 

Q&A session ranging across a wide variety of subjects.
Topics discussed included the position of the IMS as an 

influential organisation going forward; how to attract more 
members to the Institute, particularly through training 
programmes such as offered by Scott-Grant; Institute finances 
and planning for the future; increasing the number of 
education providers internationally; and how to make the 
most of new technology to improve communications with 
and between members.

Attendees then moved to the dining room for lunch and 
continue their conversations and discussions.

The panel discusses and answers 
questions from the AGM attendees.
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NORTH WEST REGIONSCOTTISH REGION

On Saturday, 24 September, the West Midlands Region 
visited the British Motor Heritage Museum at Gaydon, 
Warwickshire, just off the M40 motorway. The Gaydon 

site was a former RAF Cold War V bomber base, but is now 
redeveloped for the purpose-built British Motor Heritage 
Museum, Jaguar Land Rover Engineering Research Centre and the 
Aston Martin car plant. 

The museum is concerned with the UK motor industry from 
its initial pioneering vehicles of 120 years ago, to examples 
of current models, prototypes and concept vehicles which are 
helping to define the future of motoring.

In the 1920s and ‘30s, the British motor industry expanded 
rapidly and introduced budget motoring to the general public, 
with models such as the Austin 7, Morris 8 and Ford Model Y, as 
well as more expensive models often marketed under separate 
brand names for the more affluent market – for example, Morris 
Motors had the MG brand for its more expensive sporting models.

WEST MIDLANDS REGION

A year of  
achievements

Our greatest achievement this year was the very 
worthwhile introduction of the email newsletter to 
all IMS members in the North West. Coupled with 

this, we organised an exciting events programme aimed at 
meeting the needs of all members within the region.

By far the biggest number gathered for the visit to the 
Avro Heritage Museum at Woodford, Manchester. The 
displays and detailed exhibits were a credit to volunteers 
working there. It was a fantastic experience to squeeze 
inside the flight-deck in the nose cone of the Vulcan Bomber. 
We also organised a number of other interesting events for 
members.

Our first event of 2017 is our AGM on Saturday 14 January 
at the Rigbye Arms, Whittle Lane, Wrightington, Wigan 
WN6 9OB, from at 10.30 to 12.00. This meeting is open to all 
region IMS members.

During 2016, we saw our Region Board reduce by three 
members due to retirements. For a region to function 
effectively, it is essential that we have a strong and active 
Region Board. Thus we feel we have to say loud and clear 
to the North West ‘your Board needs you’. We hope you will 
join us at the AGM in January.

The Region Board would like to wish everyone a wonderful 
Festive Season and a Happy New Year for 2017.

Geoff Yeomans
Chairman, North West Region

No 1 Adam Smith Close, 
Kirkcaldy

I can now advise that the Adam Smith Heritage Centre, No 1 
Adam Smith Close, Kirkcaldy, is open to the public. 

One of the first visitors to the newly refurbished Listed 
building was Susan Wilson, the Principal Officer for the US 
Consulate General in Edinburgh. Michael Levack, Chair of the 
Foundation said: “We are absolutely delighted to welcome 
Susan to Kirkcaldy, and in particular to the Adam Smith Heritage 
Centre where Smith was born. We look forward to discussing 
collaborative links and partnership working that will help support 
the legacy of Adam Smith globally and here in his home town”. 

For further information on opening times etc, contact the 
Adam Smith Global Foundation on 01592 267171.   

75th Anniversary 
of the IMS

As one of a number of events being held to celebrate 
the 75th Anniversary of the Institute, the Scottish 
Region Secretary, Dr Andrew Muir, chaired a Q&A 

session following this year’s AGM, in which Institute members 
from across the country were able to put forward questions to 
Institute’s Council of Management.

See page 5 of the Journal for further information.  
Scottish Region Secretary 

A visit to British Motor 
Heritage Museum, 
Gaydon Warwickshire

Among the interesting development cars exhibited, is the Rover 
BRM jet turbine racing car, which ran in the 24 hour Le Mans 
Endurance Race in the 1950s. Rover also developed a prototype 
gas turbine powered saloon car based on the conventionally 
powered Rover 2000 saloon. But unlike aircraft, gas turbine 
engine technology eventually proved unsuitable and short lived 
for motor vehicles.

The museum has recently under gone major refurbishment 
including the opening of an ‘off-site’ (next door) purpose-built 
storage facility for all vehicles not on display in the main museum 
or which are being prepared for display – more than 400 vehicles 
are in storage, including an extensive range of Jaguar and Land 
Rover models. This storage facility was included in the museum 
tour. 

For anyone interested in motor vehicles, a day can be spent at 
this important national museum looking at vehicles which remind 
you of your childhood and possibly ‘your first car’.

John Hopkinson
Chairman, West Midlands Region
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Graduates are ‘colonising’ jobs that don’t require 
degree-level skills, CIPD chief executive Peter Cheese has 
said, following the release of new research that shows 

the cost of university education outweigh its economic benefits.
The Chartered Institute of Personnel and Development (CIPD) 

has produced a report titled Alternative pathways into the 
labour market which concludes that, for many professions, the 
extra cost of university education – compared to apprenticeship 
routes into the jobs – was not justified by an increase in skills 
useful to the employer.

The study estimated that it costs £40,000 to get an 
undergraduate degree, while apprenticeships could cost 
anything up to £16,265. Yet when it analysed 29 professions that 
had seen a rise in graduate intake, the report found no evidence 
that on-the-job learning times were falling overall as a result.

Cheese said: “The huge increase in the supply of graduates 
over the last 35 years has resulted in more and more occupations 
and professions being colonised by people with degrees, 
regardless of whether they actually need them to do the job.

“This report really does provide a reality check on the 
assumption that continually increasing the numbers of people 

going to university truly adds the right value for learners of all 
ages, employers and the economy,” he added.

Graduates are filling a rising proportion of the jobs available 
in many sectors, the report found. One in three police officers 
ranked sergeant or below had degrees in 2014, up from just one 
in 25 in the late 1980s. The proportion of teaching assistants 
with university qualifications has risen from 4% to 22% over two 
decades.

“Graduates are increasingly finding themselves in roles 
which don’t meet their career expectations, while they 
also find themselves saddled with high levels of debt. This 
‘graduatisation’ of the labour market also has negative 
consequences for non-graduates, who find themselves being 
overlooked for jobs just because they have not got a degree, 
even if a degree is not needed to do the job,” said Cheese.

“This situation is also bad for employers and the economy as 
this type of qualification and skills mismatch is associated with 
lower levels of employee engagement and loyalty, and will 
undermine attempts to boost productivity,” he added.

The full report can be seen at: http://www.cipd.co.uk/binaries/
alternative-pathways-into-the-labour-market_2016.pdf

Productivity and capacity upgrades 
drive growth at major Indian ports

Container volumes at India’s major public ports expanded 
6.32% year-over-year in the first fiscal half of 2016, a 
sign that productivity and capacity improvements via the 

government’s Sagar Mala investments are beginning to produce 
results.

The latest provisional port statistics show the country’s 12 
major ports together handled 4.35 million 20-foot-equivalent 
units in the first half, up from 4.09 million a year earlier.

Of that, Jawaharlal Nehru Port Trust (JNPT) accounted for 2.26 
million, up 0.8% from 2.24 million during April to September 
2015, representing more than 50% of India’s total containerised 

traffic via major ports. That modest growth indicates the largest 
public container handler is facing stiff competition from private 
terminals farther up the west coast, especially Adani Group-
owned Mundra and Hazira, despite its ongoing aggressive steps 
to shore-up productivity levels.

JNPT’s productivity is showing a marked improvement because 
of those efforts. Statistics indicate average turnaround time for 
a ship at the port was reduced to 2.01 days from 2.85 days in 
the same period last year, while average output per ship berth 
day climbed to 22,803 tonnes (25,136 tons) from 20,550 tonnes, 
respectively.

Graduates are ‘colonising’ jobs 
that don’t require degrees
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The Open University 
advises that 
apprenticeships must 
be aligned to skills 
gaps in order to 
boost productivity

The recent International Comparison of Productivity 
report indicates that the UK continues to have a poor 
productivity record in comparison to its G7 counterparts.

Attention must turn to the UK’s efforts to catch up. A key 
part of the government’s productivity boosting plan, the 
apprenticeship levy, is due to be launched in April 2017. 
Businesses need to understand how to get the most out of the 
levy, says The Open University.

Steve Hill, External Engagement Director at The Open 
University, comments: “We know that for the economy as a 
whole, investment in skills has been responsible for around 
a 20% increase in productivity growth. It’s also believed that 
current under investment in skills is at least partly to blame for 
sluggish output. Clearly, efforts to increase the quantity and 
quality of work-based training will play a big part in boosting 
the nation’s productivity.”

“Yet work-based programmes such as apprenticeships must 
link directly to the skills gaps faced by UK businesses. If courses 
are not tailored in this way, the investment by the government 
and by individual organisations will not achieve full returns. The 
opportunity is vast, but must be seized correctly.”

Health and aged 
care are the new 
productivity 
reform frontiers

Australia needs to improve the productivity of its health 
and aged care sectors if it is to avoid them becoming 
a drag on national income growth, and to allow an 

increase in the income of workers in the sector, the head of the 
Prime Minister’s Department Dr Martin Parkinson says.

Dr Parkinson has taken up the Harper competition review’s 
argument that placing the consumer at the centre of service 
provision, is a crucial part of creating the conditions for 
competitive forces in the non-traded parts of the economy like 
health and aged care.

In a recent speech to the Committee for Economic 
Development of Australia in Canberra, Dr Martin Parkinson 
Head of the Prime Minister’s Department, argued that 
Australia’s lack of comparative advantage in the services 
sector means that the country will have to work harder to 
grasp opportunities and innovate to gain a competitive 
advantage. “The cost of delivering services to Australia’s 
ageing population is projected to nearly double as a share of 
the economy between 2015 and 2055”, he said in a speech 
prepared for the event.

“If we want to avoid these sectors being a drag on national 
income growth and to lift the incomes of workers in these 
industries, we need to improve their multifactor productivity”, 
he said.

Dr Parkinson’s speech focused on how innovation feeds 
through to income levels and reviewed the current academic 
literature on innovation trends – and productivity growth – 
around the globe, noting there were now conflicting views 
about how, and even if, innovation flows through to higher 
productivity levels in the short term. But he argued that 
productivity was the best measure of the extent to which “we as 
a nation choose to use the endowments we have been given”.

Dr Parkinson said the Prime Minister was clear on the 
challenge that innovation “must be an economy-wide story”.

Labour productivity 
in Vietnam drops 
to alarming level

In Vietnam, labour efficiency is only a third of other Asian 
nations. In order to achieve greater productivity, employers 
have had to retrain many of their workers in order to 

improve quality. 
In developed countries like Japan and Germany, the rate of 

workers receiving re-training is 11% while in Vietnam it is 90%. 
The lack of a suitable supply of labour is compounded by the 

fact that only 17.9% of graduates have a technical degree. 
Most of enterprises, especially foreign-investment companies, 

complain of workers who are difficult to retrain and not able to 
adapt to team working. 
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Nurses make up the largest single group of healthcare 
workers in acute hospitals and absorb a high 
proportion of the total budget. As a result, it is no 

surprise that the Carter Review (2016) of NHS productivity and 
efficiency in non-specialist acute hospitals looked at the use 
of nursing resources.

The Carter Review recommended that a new staffing 
metrics of care hours per patient day be adopted to measure 
and compare how hospitals are using their nursing resources. 
Some workforce experts have warned that this process fails 
to recognise the complexity of care and could lead to unsafe 
staffing levels.

Lord Carter’s review recommends that care hours per 
patient day (CHPPD) should become the principal measure of 
how hospitals use nurses and healthcare assistants from April 
this year. However, many nurses have found this new metric 
confusing, with terms such as CHPPD used in the review not 
being fully understood. It is important that nurses understand 
these terms and their implications so that they can use their 
expert knowledge and skills to influence decisions on how 
nurse numbers and grades are determined.

Analysis of registered nurse (RN) and healthcare support 

worker (HCSW) staffing data in the hospitals participating in 
the Carter Review shows variation, which is not surprising. All 
studies on the nursing workforce in hospitals show differences 
in total numbers, skill and grade mix of staff. This can be due 
to a number of reasons, such as the presence or absence of 
an intensive care unit or coronary care unit in hospitals which 
have 1:1 RN staffing. However, Carter goes further by stating 
explicitly that this variation is ‘unwarranted’.

He suggests that to ensure the optimum use of staff 
resources, such as nursing, benchmarks and indicators should 
be standardised so the same metrics are produced across all 
hospitals. For nursing, Carter proposes using CHPPD as the 
preferred option to replace other commonly used measures, 
such as whole time equivalents (WTEs) or nurse-patient ratios 
(NPRs). He suggests its use would enable more accurate 
comparisons, ensure productivity and efficiency are evaluated 
more easily and show how many staff are required and how 
many are available.

The report by Lord Carter can be seen at: https://www.gov.
uk/government/uploads/system/uploads/attachment_data/
file/499229/Operational_productivity_A.pdf

Measuring nursing productivity
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BOOK REVIEW

Simple Thinking
Title: Simple Thinking
Author: Richard Gerver
Publisher: Capstone (2016)
ISBN: 9780857086877
Pages: 182
This is a slim and very readable book subtitled, ‘How to remove 
complexity from life and work’ which seeks to help the reader 
unclutter their mind and follow their instincts. The author 
Richard Gerver, offers some excellent advice about going back 
to that sense of childhood curiosity and passion to explore 
and understand things from a basic concept. The reader is 
encouraged to see the world through the eyes of their younger, 
bolder self, and in so doing it will enable them to find simple 
solutions to problems. 

As we grow older we lose the desire to explore things that 
interest us personally, we are more easily influenced by others 
and are concerned about what people will say or think. In that 
sense, this book really does help you realise that we tend to 
complicate our lives, when we should be aiming to make things 
simpler. The reader is encouraged not to dwell on the past but 
to focus on the future.

This is an interesting and well written book and this makes 
it easy to read. It is full of anecdotes and stories that help to 
illustrate points. This is a book about the simple things in life; 
it encourages the reader to follow their instincts, believe in 
themselves and to follow their goals with a new outlook on life. 
It will encourage you to think simply and will help you fulfil 
your full potential and hence experience greater success in life. 
The reader will take much away from this book and so I have no 
hesitation in recommending it.

The Collaborative Leader 
Title: The Collaborative Leader
Author: Ian McDermott and L Michael Hall
Publisher: Crown House Publishing (2016)
ISBN: 978 178583009-9
Pages: 202

In writing this book, the two authors have sought to produce a 
publication that will serve as a practical guide to collaborating 
with others and how to lead collaboratively. The authors have 
succeeded in producing a work that guides the reader in how to 
use the various systems of collaboration to best effect. 

There are many theories on collaboration but readers of this 
book will have a practical guide on how to collaborate and in so 
doing gain the ability to work with others to achieve a shared 
vision. True collaboration is people coming together, working 
together, sharing a vision and achieving what would have been 
impossible alone or apart. 

The reader will learn that collaboration does not magically 
happen but requires the skills of understanding one’s self 
and others, collaborating with other people, accepting, 
tolerating, caring, showing compassion, inviting, engaging and 
communicating.

The reader will learn that the true skill of leadership is to steer 
others into working together by combining their intellectual 
and relational skills to achieve the declared objective. 

This is a must read for those managers who strive to inspire 
others with a meaningful vision and desire to encourage a team 
spirit that delivers peak performance and productivity.  
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Progressive in 
every aspect
Work study is alive and kicking. We examine the latest 
major work study project in a progressive business, 
using a progressive technique in an innovative way to 
create a legacy for the future.

Co-op lorries at Castlewood Depot.
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The Co-op has more than 2800 stores across the UK – one 
in every UK postal area. Supplies to these stores come 
via nine distribution centres (DCs) that are strategically 

located throughout the UK. 
Having recently re-branded the Co-op with an iconic and 

contemporary identity, the spotlight in the food business 
turned to the role and contribution of work study. Rob Roy, a 
highly experienced industrial engineer, was appointed earlier 
this year as the work measurement specialist in the logistics 
central operations, to spearhead a major review of time 
standards throughout the food business in the UK.

Based at Newhouse in north Lanarkshire, Rob’s goal is to 
have a fully operational database of all categories of work 
within the DCs, which are located at Castlewood north of 
Derby, Avonmouth, Andover, Plymouth, Birtley (Durham), 
Lea Green near St Helens, Thurrock and Cardinal near 
Huntingdon, as well as Newhouse itself.

Planning was undertaken to identify what level of detail 
was required and what techniques would be the most suitable 
to measure all the activities in the depots, as well as the 
procedures, timelines and data analysis. The MOST® technique 
(Maynard Operation Sequence Technique) was identified 
and selected as the best provider of such detail, accuracy and 
consistency of results. Moreover, Rob was aware that MOST® 
is a technique which could be readily explained to others who 
were not familiar with work measurement – another vital 
factor.

Transparency and inclusivity
As a business, the Co-op cares about its colleagues; it has 
identified four ‘ways of being co-op’, encouraging its 
colleagues to ‘succeed together’, to ‘show you care’, to ‘be 
yourself, always’ and ‘do what matters most’. Consequently, 
it has been essential to work in a collaborative way on this 
project, helping others to understand the need to focus on 
productivity and what that would involve. 

Accordingly, Rob invited Scott-Grant Limited to deliver a 
series of two day productivity appreciation courses called 
‘Managing performance based on measured work content’. 
Team leaders, supervisors and union reps from various DCs 
attended the course where they learned about the need for 
work measurement generally, as well as the structure of a 
time study. They were then given an overview of the MOST® 
technique, to see the importance of methods; they learned 
about the basic principles of Lean and how to manage 
effective performance. It was considered an important part 
of the project to give a flavour of what was happening, how 
it relates to productivity improvement and how it fits in with 
the Co-op’s five year plan. Feedback from the course was 
excellent; everyone seemed to readily appreciate the open, 
transparent and inclusive way the project was being handled. 

Rob had looked at the whole engagement process with 
USDAW, the Union of Shop, Distributive and Allied Workers 
and again took a progressive route forward by inviting 
two of their people to attend the five day course at Scott-
Grant to train to be a MOST® analyst. Ian Scullion, Head of 
Management Services and Amanda Cadwallader, Work Study 
Officer, joined Rob and two of his colleagues on the MOST® 
course. (Readers may remember Amanda was a ‘Student of 
the Year’ for 2013, having studied the IMS Certificate course 

It has been essential to work in a 
collaborative way on this project, 
helping others to understand the 
need to focus on productivity 
and what that would involve. 

to help her in her new role, which she has since embraced 
with great enthusiasm.)

Simon Howe, Head of Logistics Central Operations at the 
Co-op and Duncan McDermott, who is responsible for the 
management of the productivity systems, brought the total 
up to five who attended the MOST® course, so that they all 
could understand the detail of the project as it rolled out.

The work measurement project has been undertaken by 
a team of experienced and qualified MOST® analysts and 
industrial engineers provided by Scott-Grant. This team 
is generating the time data for all the DC activities. With 
MOST®, work content is established by analysing the method 
which generates the time, and this is delivering additional 
benefits to the business. Duncan McDermott explained: 
“MOST® also enables us to predict or model scenarios so we 
have an ideal method development tool as well as a method 
improvement tool.” 

Although MOST® is now the primary work measurement 
technique, activity sampling and production studies using 
Tectime are still undertaken by the Co-op for validation and 

With their official certificates and MOST® Analyst cards, (left to right) 
Amanda Cadwallader, Rob Roy, Ian Scullion, Simon Howe, Duncan McDermott.
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With this database we will be able to 
develop the productivity levels of the 
business on an ongoing basis.
to establish frequencies and contingencies.

“With this database we will be able to develop the 
productivity levels of the business on an ongoing basis. We 
are running it in conjunction with the Manhattan warehouse 
and labour management systems, so it will allow depots to 
better plan manpower levels using standard times. Crucially, it 
will also give us the ability to provide faster and more reliable 
data for the change management team to develop and 
progress change over time,” explained Simon Howe.

Also an experienced IE, Howe is another comparatively 
new appointment, brought in to strengthen the focus on 
productivity. He commented: “The project is running well 
and on time with a comprehensive database covering all 
warehousing activities available within eight weeks of the 
project commencing. We’re delighted with the level of 
information that we’ve managed to gain already, which will 
be a tremendous help to achieving our productivity goals.”

From USDAW, Ian Scullion said: “USDAW is one of the most 
progressive trade unions in the TUC and welcomes any new 
technology that improves the way in which we work. We also 

welcome the invitation from the Co-operative not only to 
collaborate with them on this new work study project but to 
be trained in the use of this alternative work study technique. 
It marks a significant shift in company-union relationships 
which, generally, tend to be fraught and frustrating. It’s much 
more productive and progressive when working in harmony 
to the same objective.” Amanda Cadwallader agreed: “When 
we discuss work targets we will now be focussing on the 
method and any site-specific issues that could be getting in 
the way of staff achieving the targets, rather than what has 
or hasn’t been communicated or how the targets have been 
derived, which quite often clouds the real issues.”

A Fellow of the Institute of Management Services, Rob Roy 
has seen many changes to the profession over the 35 or so 
years he has been an IE professional. “Work study is alive and 
kicking. I want people to know that progressive companies 
within the UK like the Co-op are actively engaged in using 
and promoting work study as an effective and vital part of 
managing a business.” 

The Co-op’s support centre, 1 Angel Square, Manchester
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An economic perspective 
of the MINT nations
This four part series examines the emerging economies of the MINT1 nations 
(Mexico, Indonesia, Nigeria and Turkey). In the final paper of this series Dr Jon 
McManus examines Turkey – its immediate past, present and future political, 
economic and social challenges. 

National vision, strategy and challenges
Turkey, officially the Republic of Turkey, is a parliamentary 
republic in Eurasia, largely located in Western Asia, with the 
smaller portion of Eastern Thrace in Southeast Europe. Turkey’s 
location at the crossroads of Europe and Asia makes it a country 
of significant geostrategic importance. Modern Turkey was 
founded in 1923 from the Anatolian remnants of the Ottoman 
Empire. Turkey joined the UN in 1945 and in 1952 became a 
member of NATO. In 1963, Turkey became an associate member 
of the European Community; the European Union (EU) granted 
Turkey candidate status in 1999. It began accession membership 
talks with the EU in 2005. A predominately Muslim country2, 
Turkey has a population of around 78 million and is one of 
world’s most populous countries with a young population 
structure; 25% are in the 0-14 age group. 

Turkey has a landmass of 769,604 square kilometres (35% is 
arable); around 65% of its people live in urban areas. Ankara 
is the capital of Turkey, located in Central Anatolia. With a 
population of five million it is Turkey’s second largest city behind 

Istanbul (with a population of 14 million). Istanbul is not only 
the business centre of the region, but also one of the centres of 
global diplomacy. Istanbul, with its two airports and flights to 
regional capitals, is an ideal gateway to Europe, the Middle East 
and Central Asia. These three markets have a combined value of 
some USD 25 trillion and are all within a three-hour flight from 
Istanbul. 

The beginning of the formal transition to democracy in 
Turkey may be dated from December 1983, when the National 
Security Council (NSC), the principle instrument of military 
rule since 1980 was dissolved. Dissolution of the NSC returned 
constitutional rule and civil authority to the people. Since the 
election of Turgut Özal in November 1989, successive Turkish 
governments have introduced reforms which have led to a 
greater degree of trade and economic stability. The 2001 
financial crisis was particularly instrumental for change because 
it took the economy to the edge of collapse. Most importantly, 
it precipitated a significant overhaul of the then party structure 
and enabled a new party, ‘Justice and Development Party’, to 
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win a majority in the parliament in 2002 and form a unified 
government for the first time since 1987. Also, together with 
the improving prospects for joining the EU, the financial crisis 
motivated Turkey’s politicians to work harder and to take 
robust steps in institutional development to achieve a healthier 
economic and political environment.

Under the leadership of President Recep Tayyip Erdo an 
(elected 2014) – the Turkish government has identified a 
number of economic goals as part of its ‘2023 vision’3. These 
goals include: (1) become one of the top ten world economies; 
(2) increase gross domestic product to $2 trillion; (3) Increase 
annual exports to $500 billion; (4) achieve per capita income of 
$25,000; and (5) reduce unemployment rate to 5%. To cement 
these goals, Turkey aims to achieve EU membership conditions 
and become an influential EU member state by 2023. Although 
Turkey is closer than ever to joining the EU, and despite 
beginning the final stage of the accession process, the prospect 
that Turkey will be offered full membership is still uncertain. 
According to Turkish Prime Minister Ahmet Davuto lu: “to 
achieve its objective, Turkey must make progress in all directions 
and in every field, and take an interest in every issue related to 
global stability, and contribute accordingly.”4 

Turkey is abundant in natural resources which include coal, 
iron, copper, chromium, antimony, mercury, gold, barite, 
borate, celestial, emery, feldspar, limestone, magnesite, marble, 
perlite, pumice, pyrites, clay, arable land, hydropower, oil and 
gas (electricity, crude oil and natural gas being key exports). In 
addition to energy Turkey as other major exports that include: 
textiles and clothing, automotive, iron and steel, white goods and 
chemicals and pharmaceuticals. Turkey is also one of the leading 
shipbuilding nations. In 2014, Turkey’s main export partners 
included Germany, Iraq, UK, Italy, France and Russia. Exports in 
Turkey averaged 259 USD billion from 1957 until 2015. In 2014 

Turkey is abundant in natural 
resources which include coal, 
iron, copper, chromium, 
antimony, mercury, gold, 
barite, borate, celestial, emery, 
feldspar, limestone, magnesite, 
marble, perlite, pumice, 
pyrites, clay, arable land, 
hydropower, oil and gas.

Commodity Value USD billions %

Vehicles 18.1 11.5

Machines, engines, pumps 13.6 8.6

Nit and crochet clothing 10.0 6.4

Electrical equipment 9.7 6.1

Iron and steel 9.3 5.9

Gems, precious metals and coins 7.7 4.9

Iron or steel products 6.4 4.0

Clothing (not knit and crochet) 6.4 4.0

Oil 6.1 3.9

Plastics 6.1 3.9

Other 64.6 40.8

Total 158.0 100.0

Table 1: Turkey’s top exports to the world 2014

Source: World’s Richest Countries Statistical Database.



17Management Services 
Winter 2016

Turkey exported 158 USD billion around the globe (Table 1)5.

Export strategy
According to the Ministry of Economy6, Turkey’s export strategy 
(2023) has a long term perspective rather than focusing on short 
term targets. In order to reach the long term targets, the new 
strategy encompasses both production and exports components. 
In this respect, the exports strategy of Turkey establishes a 
production plan towards export performance. Basic elements of 
this strategy are shifting production from low technology sectors 
to high value added areas and achieving new investments in 
high-tech sectors especially in start-up businesses and through 
enhancing the export capacity of small and medium enterprises 
(SMEs).

Turkey’s largely free-market economy is driven by its industry 
and service sectors which are made up of many SMEs. SMEs play 
a particularly important role in the Turkish economy, because of 
their number and because of the large share of the workforce 
involved. According to Turkish Statistical Institute7, including 
services, there are nearly 3.5 million SMEs, and 3000 large-scale 
enterprises in Turkey. So, 99% of all businesses are SMEs, and 
make up 77.8 % of all employment, 56% of value added, 65% 
of total production value and 52% of wages. A very large share 
of SMEs is operating in trade and automobile industry (42%), 
storage and transportation services (17%). Only a small number 
of SMEs are in the manufacturing sector. Turkish SMEs are, in 
general, dynamic risk-takers, but lack management knowledge 
and skills. Almost all companies are founded and operate 
without a business plan and strategy unless required by an 
external source (which is rare as even financial organisations do 
not require a business plan)8.

These SMEs contribute significantly to the Turkish economy 
new bilateral trade agreements; tax incentives have helped SMEs 

of Turkey get access to new markets abroad. On a global (and 
domestic level) many of Turkey’s SMEs still have problems raising 
finance to expand and support their business activities. According 
to Professor Güler Aras9 there are four main reasons for the 
financial problems of SMEs in Turkey, namely, macroeconomic 
instability, (2) structure of banking sector, (3) insufficient incentive 
policies and (4) SME structure. There are a few reasons why 
SMEs have limited access to the bank credit. First of all, given the 
financial crisis of 2001 and large government deficit in recent 
years, the banking sector has been weakened considerably. The 
number of loans awarded to SMEs was dramatically reduced as 
banks became more risk aversive. Therefore, many of them choose 
not to give loans to the SMEs and work with large enterprises. 
Banks require SMEs to offer arduous collateral requirements. 
According to the statistics for 2009, SMEs were required to 
provide 91% of loan value as collateral. Consequently, the number 
of rejected loan applications is higher for SMEs when compared to 
more creditworthy large firms10. The ability of banks to assess the 
creditworthiness of SMEs can be supported by better transparency 
through improved credit information, financial reporting and the 
ability of SMEs to present investment and business plans.

Whilst the SME sector has powered Turkey’s economic growth 
and helped its per capita income rapidly increase towards 
the EU standard, there are still challenges within the broader 
economy. Exports of goods were a bright spot in Turkey’s overall 
performance in 2000-04. The export performance gap between 
the EU and Turkey, which significantly increased between 1993 
and 2000, similarly considerably fell in 2000-03 but picked up 
again in 2010 and 2011. More recently, a reduction in consumer 
demand both domestically and in Europe have led to a drop in 
Gross Domestic Product (GDP) (Table 2), equally high interest 
rates have also contributed to the recent slowdown in growth. 

Table 2: Turkey real GDP growth, 2010-2014

Source: Turkish Statistical Institute.
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Table 3: EU-Turkey trade in goods 2012-2014, Euro’s billions13

Year EU Imports EU Exports Balance

2012 48.8 75.4 26.6

2013 50.7 77.6 26.9

2014 54.4 74.6 20.3

Table 4: FDI Inflow to Turkey by Year, 2010-2014

Source: Central Bank of the Republic of Turkey.
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The level of integration of Turkey into the global economy 
has significantly expanded over the last two decades. This 
is reflected in both import and export of commodities and 
services. The Turkish import regime highlights the liberalisation 
of Turkish imports in line with its commitment to complete 
the Customs Union with the EU, its relationship with European 
Free Trade Association (EFTA)11, and its obligations under the 
World Trade Organisation (WTO)12. Turkey has placed special 
emphasis on its commitment to reduce customs duties in order 
to align itself with the Common Customs Tariff. Turkey has 
made some necessary modifications to its import regime, (the 
Customs Union with the EU became effective in 1996). Although 
an alliance with the EU and its trading partners is beneficial on 
many levels, Turkey has been spending significantly more on EU 
imported goods and services (Table 3) than it has been receiving 
in revenues from their own traded goods. This said, the foreign 
trade deficit dropped by 46.6% from USD 7.013 billion to 
USD 3.74 billion in September 2015 and the external deficit 
also dropped by 20.2% to USD 49.02 billion in the January-
September period, according to data disclosed by the Turkish 
Statistical Institute. Exports declined by 14.2% to USD 11.659 
billion and imports plummeted by 25.2% to USD 15.41 billion in 
September compared to the same last year. 

Inward and outward foreign direct investment (FDI)
As previously stated, Turkey has been restructuring its economy 
since the early 1980s along the lines of a more liberal economic 
policy. In this context, more emphasis is being placed on private 
sector especially in productive sectors of economy and the role 
of State is limited to infrastructure development and provision 
of public services. Research by Professor John McManus14 
indicates that emerging economies, heavily populated by 
smaller enterprises, are often now more capital-intensive than 
small industrial businesses. This transformation appears to 
have occurred as smaller enterprises applied new computer 
and communication technology and software to improve 
their productivity and their share of services to individuals 
and businesses. Technology use is important to all business 
sectors within emerging economies such as Turkey. As emerging 
markets become a larger share of the world economy, it is not 
surprising that countries such as Turkey are attracting inward 
FDI. According to recent data released by the Central Bank of 
the Republic of Turkey, the country attracted approximately USD 
12 billion of FDI in 2014 (Table 4).

Strong economic performance, a young and dynamic 
population, a strategic location, and an investor-friendly 
environment, have created plenty of investment opportunities 
in Turkey and made it one of the most attractive destinations 
for FDI in the world. In principle, all fields of business, which 
are open to the Turkish private sector, are also open to 
foreign participation investments. The Global Manufacturing 
Competitiveness Index issued by Deloitte15, now ranks Turkey 
the 20th most competitive manufacturing hub in the world. By 
2018, Turkey is expected to rank 16th in the world and second 
in Europe, after Germany. To emphasis this point, as of 2014 
there were 39,000 companies with foreign capital in Turkey16. 
The Turkish Government strongly supports global companies 
that want to move their regional HQs to Turkey. With recent 
amendments to the FDI legislation, foreign companies can now 

SMEs play a particularly 
important role in the Turkish 
economy, because of their 
number and because of the large 
share of the workforce involved.

establish their regional management centres in Turkey under 
a liaison office structure without paying corporate tax, VAT, 
personal income or stamp duty. 

Recently, anti-trust regulations have also started to play a role 
to provide a fair competition. The regulations on intellectual 
property rights have also been revised to increase protection of 
such rights. Turkey’s Foreign Direct Investments Law provides 
the comfort that foreign investors cannot be discriminated 
against. Under the Foreign Direct Investment Law (2003), 
Article 3 Transfers, foreign investors can freely transfer abroad: 
profits, dividends, proceeds from the sale or liquidation of all 
or any part of an investment, compensation payments, amounts 
arising from license, management and similar agreements, and 
reimbursements and interest payments arising from foreign 
loans through banks or special financial institutions.

Turkey’s domestic market
As previously stated, strengths such as its location and large 
domestic market are helping Turkey to become a centre of 
operations for multinational companies, as more investors 
are recognising Turkey’s beneficial geographical location and 
large domestic market. In 2012, Turkey introduced a new 
investment incentive scheme. The scheme has four elements: 
general, regional, large-scale and strategic investment. The 
regional incentive scheme, in particular, aims to balance regional 
development by encouraging investment in the disadvantaged 
eastern region. It divides Turkey into six regions based on 
potential and the development of the local economy, and 
offers generous subsidies and tax breaks to companies investing 
in lesser developed regions. While region one consists of the 
developed provinces of Istanbul, Bursa, Ankara and Izmir, 
region six comprises eastern Turkey, covering provinces such 
as Diyarbakir, Van and Ardahan. Investors vying for region 
six are entitled to income tax withholding allowance and 
Social Security Premium Support for 10 years. Value-added tax 
(VAT) and custom duty exemption are offered to encourage 
investment in all six regions. As an example, increasing economic 
activity has driven advertising and marketing companies 
such as Brandtone (Istanbul) and Zanox (Istanbul) to set up 
operations. Apart from customer relationship management 
centres and offices of advertising firms, Turkey is also becoming 
a magnet for various international law firms, including Baker 
& McKenzie, Chadbourne and Parke, Clifford Chance, DLA 
Piper, and Kinstellar, that have recently opened offices in the 
country17. In 2012, General Electric18 announced a USD 900m 
commitment toward aviation, energy, health, transportation 
and infrastructure. And Austrian fibre producer Lenzing AG 
decided to devote most of its USD 1.9 billion planned investment 
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to Turkey. Further investment in infrastructure has been 
complementary in attracting FDI within the private sector. 

Turkey’s privatisation programme, which constitutes an 
integral part of the irreversible transformation process of Turkey, 
aims at minimising government intervention in the economy, 
while increasing productivity and efficiency of production 
in general; even further increasing employment and also 
deepening the existing capital market by promoting wider 
ownership. Privatisation of state-owned companies has gained 
significant momentum, whilst Infrastructure investment has 
helped in reducing the private sector’s cost of production and 
distribution. 

As noted in Table 4, Turkey has attracted significant inward 
investments. According to the Turkish Central Bank, Turkish 
multinational firms have also made significant investments 
abroad, around USD 40 billion. The most prominent countries 
that Turkish multinational firms invest in include the republics of 
Kazakhstan, Azerbaijan, Russia, Holland, Germany, UK, Romania 
and Bulgaria. The main sectors which attract Turkish investment 
abroad are construction, energy, electronics, manufacturing, 
and mining operations. To illustrate, Turkish companies have 
acquired marinas in the Balkans, mines in Russia and Canada, 
hydrocarbon exploration blocks in northern Iraq and stakes in 
shopping malls in the UK. The biggest acquisition of 2014 was 
made by Yıldız Holding. The company paid USD 3.3 billion for 
UK based cookies and snacks maker United Biscuits. 

Both inward and outward investment is to some degree 
hampered by Turkey’s external debt exposure which is a key 
source of external vulnerability. Although Turkey’s public sector 
debt to GDP ratio fell to 33% in 2014, the Turkish economy 
retains significant weaknesses. Specifically, Turkey’s domestic 
political uncertainty, and turmoil within Turkey’s locality, leave the 
economy vulnerable to destabilising shifts in investor confidence.

Security and international trust
Whilst significant changes in Turkey’s ‘legal framework’ have 
taken place in the last 20 years Turkey still faces many challenges 
of an economic and political nature. To maintain international 
relationships with its trading partners, Turkey has signed 
and ratified several anti-corruption treaties. Most notably, 
through the EU and the Organisation Economic Cooperation 
Development, (OECD). The OECD convention on combating 
bribery of Foreign Public Officials in International Business 
Transactions (OECD Convention) dated 17 December 1997, which 
Turkey signed in 1997 and ratified in 2000 was a key milestone 
in Turkey’s international business relationships. Despite Turkey’s 
efforts on the legislative, administrative and private sector 
fronts, global and local studies and surveys indicate that Turkey 
has not yet reached its objectives in reforming business practice 
in the area of international trade and trust, (bribery and 
anti-corruption).

Turkey’s commitment to 
economic freedom is vital given 
its important position in an 
emerging market. 
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Turkey’s ambitious economic reform programmes reflect 
the extent of its challenges. Turkey’s commitment to economic 
freedom is vital given its important position in an emerging 
market. Its economic freedom rests on relatively stable but 
fragile foundations. The judiciary is subject to government 
influence, and corruption charges have reached high-level 
officials close to the government19. The Corruption Perception 
Index (CPI) released annually by Transparency International20 
ranks Turkey 64 out of 175 nations of the world (down 11 places 
on 2013). Due to Turkey’s distinctive geographical location, 
Turkish companies are exposed to markets presenting potentially 
high risks of foreign bribery. For instance, in the 2014 CPI, 
Azerbaijan and Kazakhstan came in 126th out of 175 countries, 
and Turkmenistan 169th, and is widely recognised as having 
endemic corruption problems21. 

One reason attributed to Turkey’s decline is attributed by 
many, to the government’s rigid interventions into ongoing 
investigations against scandalous corruption and bribery 
allegations, which were first revealed at the end of 2013. On 
the global front, the OECD’s Foreign Bribery Report published 
in December 2014 shows no evidence of Turkey having enforced 
the foreign anti-bribery, legislation and concluded a foreign 
bribery case22. To illustrate, The OECD Working Group on 
Bribery’s (WGB) Phase 3 Report23 on Turkey repeats its previous 
criticisms about Turkey’s lack of enforcement of foreign bribery 
cases and the uncertainty about corporate criminal liability (ie 
whether the conviction of a real person is a prerequisite to that 
of a legal person is not clear). The WGB expresses its concerns 
about Turkey’s lack of proactively in detecting, investigating and 
prosecuting acts of foreign bribery and is concerned about the 
fact that Turkish authorities were unaware of certain foreign 
bribery allegations that gained massive media coverage in the 
foreign press. Phase 3 Report questions whether the prosecution 
of foreign bribery cases would be improperly influenced by 
concerns of a political nature.

Turkey has developed several anti-corruption strategies and 
action plans, including the National Action Plan for the Open 
Government Partnership Initiative, the Prime Ministry’s, Strategy 
for the Enhancement of Transparency and the Strengthening of 
Combating against Corruption and the Project on Strengthening 
the Coordination of Anti-Corruption Policies and Practices, 
focus on domestic and foreign bribery. The Strategy for the 
Enhancement of Transparency and the Strengthening of 
Combating against Corruption and the related ‘Action Plan’ 
adopted by the Council of Ministers was put into force in 2010, 
is a strong political initiative that assesses the suitability and 
efficiency of the steps taken in the last 10 years in this area. It 
includes policies to be followed to allow for a more transparent 
and open public administration. Consisting of 28 different 
measures, the strategy document and action plan aim to bring 
about much needed oversight in Turkey’s development, and 
application of the principles of transparency and openness 
concerning the efficiency of their auditing; establishment of 
an ombudsman institution; review of the public procurement 
system (especially where bribery and corruption is concerned); 
enhancement of transparency in public sector institutions and 
prevention of corruption.

Whilst the WGB applauds Turkey’s continued efforts to 
improve on its anti-corruption regime, it remains seriously 
concerned about Turkey’s low level of enforcement against 
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foreign bribery, as well as certain aspects of its corporate 
liability legislation. Further, the WGB emphasises that Turkey 
should ensure foreign bribery enforcement is not subject to 
improper influence of a political nature in a manner contrary 
to Article 5 of the Convention. The WGB highlights the need to 
engage citizens, business leaders and other stakeholders in the 
preparation of policy instruments such as laws, regulations, and 
notifications which are vitally important to building trust.

Conclusion
Turkey continues to face many challenges in implementing its 
economic, legal, regulatory and structural reform programmes. 
Turkey’s participation in various international multilateral 
trading regimes has increased access to FDI investment, and 
markets. Its membership in several regional and bilateral trade 
agreements, particularly the customs union with the EU, has 
contributed to improving competition in the economy but 
has also made its trade regime more complex. Future trade 
agreements could further complicate its regime and might 
detract from multilateral efforts, given the increased demand 
on limited administrative and negotiating resources, but delays 
in alignment of its preferential trade regime to that of the 
EU’s may lead to trade diversion to the detriment of Turkey’s 
exports. Global research by HSBC24 predicts that Turkey will 
rise from its current position as the 18th largest economy in 
the world to 12th by 2050, when its GDP will be USD 2 trillion. 
To fulfil its potential, Turkey needs to continue investing in 
its legal, physical and technical infrastructure; improve its tax 
transparency; maintain its relentless drive to increase savings 
ratios; and reduce the cash economy.
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One more time –  
how do you implement 
business transformation?
There may not be a precise 
blueprint to bring about business 
transformation, but here Philip 
Atkinson highlights some of the key 
activities and outlines his Vision-KPI 
methodology which is applicable to 
most businesses and industry sectors.

Is there a panacea for change?
There is no point looking for a set of change strategies or ‘off 
the shelf’ quick fixes that will work every time for the majority 
of businesses whether they serve the commercial, public or third 
sector. Quality management, lean, design for six sigma, agile, 
flexible working, customer management, process restructuring and 
matrix management, are all solutions that resolve problems but so 
often are wrongly and inappropriately applied – a classic case of 
square pegs fitting round holes. Even today, with all our research 
in organisational change, there is no one proven tactic, technology 
or business tool that is going to work in every instance, unless it is 
tailored to precisely meet the real need of the specific business.

What got you here will not get you there
To operate at a new, higher level of performance is not a simple 
case of replicating or mimicking what others have done, or 
applying more pressure and intensity to the same old tired 
solutions, but it really is about raising the issue of ‘what should 
transformation mean for us and your customers?’ 

Now more than ever, business transformation is on the agenda 
of the majority of senior management teams (SMT) and most 
senior management teams are confused by signals, approaches 
and strategies that claim to bring those changes about almost 
seamlessly. What we must realise is that business transformation 
is a serious business, because ‘transformation’ implies reshaping 
the whole organisation to adapt to the current and future 
environmental and customer and stakeholder demands on it. 
Understanding this, there are many blueprints publicising success 
from many willing providers of solutions. The key issue here is 
a polite wake-up call for SMTs to think again and realise that a 
continuation of the best practises that brought the organisation to 
its current level of success, and where it is today, is insufficient to 
take it to the next level.
Are there any role models for business transformation?
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There are plenty, but the majority will not work for your 
organisation unless they fit completely with the experiences, 
history and culture of those who implemented them. It is easy to 
propose ‘one size fits all’. For many years many have promulgated 
the use of such business change models as General Electric, 
Toyota, Microsoft, Apple and Dell. The reason is that all these 
proposed models had a desirable end result or a strong culture that 
self-perpetuates itself by rewarding the behaviours that will result 
in the organisation achieving its goals and ROI. 

Using a ‘one style fits’ all approach does not suit every 
organisation because so many are performing poorly in managing 
change. Real change emanates from managing the behavioural 
and cultural dimension. In many cases, before they can change 
this, they have to restructure themselves for change, set a firm 
foundation, and start to re-engineer and redesign their structure 
and culture to fit their current circumstances and future demands.

Transforming a business
A simple example or analogy I often use when talking about 
business transformation is one that most people relate to. We 
probably have all come into contact with IKEA and Lego. We know 
that if you follow the instructions you will assemble the product 
to its specification. This should never be a problem if you follow 
the simple visual instructions that accompany the product. If you 
follow the routine of the visual cues (often without specific written 
instructions, or in language you understand) you should be able 
to build that complex three door wardrobe, with self-closing 
doors with automatic inner lights or build the Mars Space Station 
by following the instructions. It’s a close enough analogy to 
highlight the personal energy and commitment that you make 
to the process. It really is not rocket science. It is the same with 
transforming your business – it does not happen by accident or by 
default. 

To use this analogy for transforming a business you need as 
building blocks just two things; the will to take on the challenge 
and the passion and energy to see it through to the end. Just as 
you don’t want a 87% completed wardrobe languishing in your 
bedroom reminding you of your failure, so you don’t want to 
be leading and managing a complex organisation that had not 
implemented the best customer service that was on offer.

I think I have made the point. You need a firm idea of the end 
goal, whatever you are building. You need a team around you that 
will be prepared to ‘follow-through’ and not give up when the 
going gets tough, or who cannot quite understand the dynamics 
of how things can work. They need to work to be able to deal with 
ambiguity.

I will introduce you right now to a model for driving business 
transformation using the Vision to KPI or V-KPI© model.

What works in bringing about significant business 
transformation?
It’s a good idea to start with the ‘big picture’ and then working 
down through the organisation. We call this the V-KPI© model, 
and it has evolved since we worked with and within various 
companies such as General Electric, Volkswagen Financial Services, 
Aviagen, CNH Global, GE Capital, Diageo, RSPB and many other 
organisations.

The model starts by understanding that every personal or 
business goal has to start with a vision or a picture of what it is 
you want to be, do or have. Success in business or personally is not 
a matter of luck, accident or a default behaviour, but rather the 

Now more than ever, business 
transformation is on the 
agenda of the majority of 
senior management teams.

What does not work 1: Giving responsibility to 
others to execute the change agenda
Committing to use an outside agency as your primary 
means of change execution always creates an unhealthy 
dependency, witnessed in many strategic partnerships.

Many management teams go down the route of
appointing a strategic partner to do all the difficult
stuff, but if they are not careful all they are doing 
is following the ‘replication’ route and copying or
modifying what other organisations have pursued,
whether it was successful or not.

This is a ‘risk averse’ route, where responsibility 
for change is shared rather than owned by the SMT
(senior management team) with a strategic partner –
the advisor recommends action and the client has to 
implement it, rather than both parties working in real 
partnership.p p

1
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result of purposeful behaviour with an end in mind. Organisations 
do not rise to the top of their game by accident; they do not 
transform their operations by default or attract the best people 
and leaders just by wishing for them. 

 
Vision and leadership
As a top leadership or SMT member, you have to assess the degree 
of transformation that will take you from where you are currently 
to your true potential, an enduring and sustainable success in as 
short a time span as you can endure. What is the ‘big picture’ you 
are determined to create? What will be your organisation’s core 
mission and how will it differ from today? How will your product or 
service portfolio differ from what you offer? How will this impact 
your sales and marketing mix, and how will this be reflected in 
your operational capabilities and any production, manufacturing, 
logistics, or customer contact centres?

•  How can you express and communicate this broad general vision 
so it’s easy to understand? 

•  If you had to create a ‘strapline’ what would it be, and how will it 
differ from the communications and strapline you have today? 

•  What’s the overall purpose or ‘raison d’etre’ of your organisation, 
and what will you and others know, see, hear and feel when you 
achieve that purpose?

To achieve this vision should be both big picture and tangible at 
the same time. They must be compelling and draw you in to want 
to commit to that vision. To complete the visioning exercise, you 
will need to ensure that they are highly energised, colourful and 
vibrant, rather than dull, boring and grey.

They need to be as unique as you can afford to be to attract 
and retain the right customers and staff. If you are in the public 
sector, you should aim to always be held in esteem by stakeholders 
on their satisfaction rating of at least the top 90th percentile. You 
should be inspiring to attract supporters, and empowering to 
demonstrate how others can get involved and engaged in your 
core activity, whether goods or service provision. 

Without leadership you have no transformational 
change
Leadership gives your vision emotion. Without it you rely on 
words alone, fear, bureaucracy, a command and control structure. 
Here an important element of business transformation enters the 
equation and that is leadership. Be aware that without Leadership 
there is no lasting or valuable change at all. Visions have to be 
‘owned’ and ‘led’, otherwise they are just vague statements that 
do not have meaning. You have to make your mind up about what 
good leadership looks like and ensure you commit to it and a vital 
question is how much leadership is enough, can we have too much, 
how is it best expressed and what behavioural model of leadership 
best fits our purpose, mission and vision.

Values and culture
•  Culture is a much discussed yet little understood concept in 

business transformation. Here are some issues you need to give 
attention to:

•  What culture would best represent how you work? 
•  What is the dominant leadership style, and how do you know 

when everyone has adapted to it?
•  What ‘values’ are shared by the extended leadership team in the 

following areas:

Using a ‘one style fits’ all 
approach does not suit every 
organisation because so many are 
performing poorly in managing 
change. Real change emanates 
from managing the behavioural 
and cultural dimension. 

What does not work 2: Expecting orthodox 
solutions to resolve problems which are largely yet 
to be defined
Many people’s ideas of transforming organisation culture 
follow the orthodox route of business and process 
improvement, without confronting the real elephant in the 
room; the whole issue of changing the culture. The problem is 
that many management teams commit to the orthodox route 
because they confuse the word ‘orthodox’ with the words safe, 
reliable, certain, structured, paced, steady, guaranteed.

SMTs have to realise that committing to a label, a 
packaged solution, ‘flavour of the month’ or course of 
action is one thing, but working through it, seeing and 
selling it through implementation strategies, execution and 
continuous improvement, brings up a whole new range of 
change management issues whose problems are easy to 
understand but whose solutions are much more difficult to 
bring to fruition

2
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a.  How we work together across boundaries?
b.  How we reward staff and manage performance. How we deal 

with ‘high achievers’ and ‘poor performers?’
c.  How we manage in difficult times, with restricted budgets 

and the likely stressors and conflicts that may arise in the 
foreseeable future?

d.  How can we manage team morale and improvements in 
difficult times?

e.  How will we communicate improvements and progress?

Critical success factors (CSFs) – priorities, goals and strategies. 
CSFs are vital in supporting you in moving from theoretical 
construct to practical reality. 
•  What are the CSFs for why you exist as a business entity?
•  What are the essential elements of what you do that reflect your 

success for the energy expended?
•  Identify your key priorities using the existing strategy documents 

and any other ideas that have evolved from your work on vision 
and leadership and values and cultures.

•  What are the essential interfaces and causal links between 
priorities and goals with in each area of business? 

•  What will your specific goals look like over one, two and three 
years?

•  How will specific goals be integrated such as by product group, 
service delivery, functional specialism, region, sales or market 
sector?

Many organisations seem to think that strategies drive goals – it’s 
the other way around. Strategies always follow priorities and 
then goals. So, what strategies can you and your individual and 
collective teams adopt to ensure that they are achieved?

Behaviours and actions
You will need to decide what will be the core behaviours that 
drive the new, transformed, organisation and ensure they fit with 
the other logical levels within this model hierarchy. You will have 
to translate the values you have articulated into core behaviours 
and build these into your leadership and your performance 
management process.

•  How can you ensure that anyone managing others commits to do 
their best in leading the process of change and improvement in 
making the transformational change work?

•  At what level will you start?
•  Who will be vital in driving the process in terms of 

line-management and what training will you provide them in 
order to drive improvement?

•  What core individual and team behaviours underpin culture and 
priorities?

•  What behaviours will ensure that you meet the real needs of your 
customers and your stakeholders?

Structure, process and role
We reach the stage where we have to re-envision the structure 
of the business because if the vision and CSFs have changed, so 
will strategies. Structure always follows form – not the other way 
around.
•  How can you ensure that your structure is sufficiently flexible to 

adapt to changes that arise or are imposed upon you by external 
factors?

•  What core and specific customer facing processes are in need 

What does not work 3: ignoring cultural and 
behavioural change strategy implementation
Recognise the reality that we have probably never 
experienced such a rate of accelerating change as we have in 
the last ten years with globalisation, international banking 
and the global economic crisis, Brexit and the UK’s role in 
Europe and political and economic stability in the USA.

For organisational transformation to work we need to be 
giving business a transfusion rather than an inoculation to 
cope with change. Transforming business cultures is achieved 
by designing and implementing the behavioural strategies 
and interventions to change the fabric of the business and 
any programme that fails to design that will only achieve 
partial system rather than total system rejuvenation.

3
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of revitalisation and redesign? What internal processes require 
design?

•  How can you ensure that your people are central to designing 
and implementing process improvement almost as a daily 
activity? 

KPI’s – key performance indicators
KPI’s are the end result of all the good work undertaken at the 
higher levels of the organisation and relate to measures re, 
finance, HR, internal processes, the customer response, learning, 
stakeholders etc. Our experience is that 50-60% of organisations, 
especially in public services, have KPIs that have not evolved but 
have been firmly fixed and policed whether they contribute to 
improving tangible services or not. 

KPIs should tell the organisation whether it is moving closer to 
meeting customers’ needs or still requiring improving performance. 
If they don’t do either of those things, why allow others to use 
them to measure your value and contribution, because the data 
will be used to illustrate that you are neither efficient or effective. 

•  What are the best activities that monitor and measure how you 
have performed in your specific role?

•  What actions or activities are reflected in achieving specific 
priorities? 

•  What existing KPIs are still true reflections of the achievement of 
your priorities?

•  What KPIs have to be monitored for statutory or mandatory 
reasons?

•  How can you ensure that the KPIs are valuable outcomes, from 
both your perspective and the perspective of customers and other 
stakeholders? 

Summary
We believe the vision to KPI methodology (V-KPI©) works well for 
transforming business and supporting SMTs in delivering highly 
efficient and effective organisations in record time. The journey is 
difficult, if not arduous, and you need a roadmap to ensure you go 
through all the logical levels of the model. 

To reiterate, using something like a visual map you can 
quickly work through a hierarchical model to make the business 
transformation you require. This has worked for us in many sectors, 
including developing operational strategies for the largest spirits 
and wine manufacturer and distributor in Europe, a major German 
auto-finance company that covers five prestigious brands, the 
largest conservation charity in the UK, and many organisations the 
public sector. 

Put simply, you have to begin with ‘the end in mind’ and work to 
win the support of a community within the organisation who are 
willing to oversee, design, experiment and work with the V-KPI© 
process. Without commitment at this level, you cannot expect to be 
successful – so this is very much a commitment to take action and 
execute decisions, and be prepared to see them through into reality. 

By working through the V-KPI model, the business 
transformation will take shape and you will find that when you 
have a visual roadmap or methodology to follow you, will work 
through the process methodically and realise that change can take 
a much shorter time to implement than ever you thought possible. 
Finally, if you are concerned that your business transformation will 
take will take too long, the simple advice is to start sooner. 

What does not work 4: Business transformation
takes too long to implement and generate a 
strong ROI
If you start realistically and recognise where you are in
terms of readiness for change, and gauge the maturity of 
your organisation to have capability to manage change,
you will come to the capacity issue. Change cannot depend 
just on the will and actions of a few people, even if they
do reside at the top. We need to develop internal capacity 
rather than rely on external sources to ensure that changes
are seriously implemented and change is seen as ‘BUA’ or
business as usual.

When you start committing to developing your own
internal capability for change and develop ‘change 
leadership’ through line-management you will soon 
recognise that cultures within the organisation start to
change and with that the more desirable pro-change 
behaviours will replace the more negative resistant
behaviours.

4
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Business transformation: Critical success factors

Enablers Behaviours

Leadership – change 
capability

• Lead by example
• Make the change team core leaders
• Develop a model of leadership focused on change

Sustain commitment • Visibly commit top team players to present their support 
• Be visible and support all activities
• Take action first

Project passion and 
enthusiasm

• Energise self before energising others
• Praise and motivate
• Use every opportunity to talk about the change

Communication • Seek feedback on what people have received 
• Listen before you respond
• Communication is what is ‘received’ not what is ‘sent’

Multiply success • Capture and present success stories
• Distribute best practice to all corners of the organisation
• Identify behaviours that lead to success and promote them

Document learning • Be open about failures
• Communicate how learning improved the culture
• Create new training opportunities to reinforce the new culture

Recognition and 
reinforcement

• Consistently reward desired behaviours
• Always recognise effort expended
• Create performance improvement linked to change implementation

Teamwork • Encourage people to work cross functionally 
• Change is the team building theme
• Promote based upon inter-team skills

Resource follows 
results 

• Invest in areas where change is delivered
• Let budgets follow effort and energy
• Demonstrate that everyone is expected to achieve more

Quantifying progress •  Establish cause-effect relationships especially between a change in culture leading to improved 
business results

• Develop metrics and feedback. Listen to what people think and feel about the change
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Pacific Islands: 
Meeting the challenge
Institutional building and social economic development: Cook Islands, 
Solomon Island, Marshall Islands, Tonga, and Fiji. By Dr David Parker.

Working collaboratively with the University of the 
South Pacific, a team of UQ Business School academics 
and postgraduate students have applied their skills 

to a number of economic and social development projects in 
the Pacific islands. Their UQ Business School courses include 
project management and operations management; where their 
analytical and problem solving skills proved to be up to the 
challenges of the island states. Here, the authors describe the 
purpose of the work and some of the projects carried out.

A feature of the courses in project management and 
operations management run by Dr David Parker endeavours 
to include applied activities in South Pacific developing island 
states. In collaboration with the University of the South Pacific 
(USP), students undertake critical public issues through research, 
outreach programmes, publications, public lectures and 
development forums. The programme encourages students to 
work with projects at different development levels, including 
civil society organisations and NGOs; national ministries, 
departments and parliaments; and regional institutions and 
international bodies. By enabling students to engage actively 

with development in action, we support students to assume 
dynamic roles in shaping sustainable Pacific societies.

The projects serve as a focal point for academic research 
and education into entrepreneurship and small business 
development within the unique context of the South Pacific 
Island states. Drawing on the staff and students of the 
USP, UQ Business School students provide a nexus between 
research and teaching, plus policy and practice in the field 
of entrepreneurship, operations management and small 
business development. The goal is that over time it will create 
a community of practice across these communities and within 
several Pacific Island nations. Recent projects centred on 
Emergency Management Cook Islands (EMCI) in the Office of the 
Prime Minister, the Airport Authority, Rarotonga Hospital, the 
Ministry of Health and the Ministry of Marine Resources.

To date, projects have examined the need for business skills 
and entrepreneurship education in fostering the formation 
and growth of business ventures. Students have addressed the 
design and development of training for young managers.

UQ Business School students bring a global focus to local 
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roots. This approach examines the factors that help to create 
locally owned and operated businesses that have global 
market reach. It encompasses firms across all sectors and how 
they develop from small through medium entities engaged in 
international trade. Given the very small populations of the 
Pacific Island nations, it is important to generate more globally 
focused enterprises, in addition to focusing on the specific 
challenges facing these businesses within the Pacific countries.

Family and community enterprise also feature large in the 
projects. Projects emphasise the role of family and community 
owned enterprises across the Pacific Islands’ nations and their 
characteristics, and contribution to the economies of these 
countries. Family business and community owned enterprises 
(eg co-operatives) are already a key part of the economies in the 
Pacific. However, there is a need for research and subsequent 
training into these enterprises.

Innovation and enterprise in traditional industries are 
important projects. Students examine the way in which 
traditional industries are practiced by local communities in the 
Pacific Islands, and how they can be enhanced via innovation to 
help create new enterprise opportunities for these communities. 
While entrepreneurship is often focused on new ventures, there 
is much that can be enhanced within existing industries via 
marketing, market development or operational innovations. 
Traditional industries that are connected to the culture of 
the local communities can also be developed to provide 
employment, and values add to the national economy.

The Cook Island experience
“As part of my business course, I read many books about 
entrepreneurship, creativity, innovation, and starting a 
new business,” said Tofinga Aisake. “Here on Rarotonga in 
the Cook Islands, we have thousands of overseas tourists 
looking for something special to do.” Since completing his 
course, and with guidance from Australian post-graduate 
students Tofinga now operates several small complementary 
businesses, each leveraging on the other. “What I learned 
from the Australian advisors was that establishing a new 
business is not about ‘inventing’ something new, it’s about 
modifying or innovating on an existing idea and developing 
it and bringing it to the market,” he says. One of his ventures 
is the ‘Progressive Dinner’, where tourists visit local family 
homes, to enjoy local foods and also gain an insight into how 
Cook Islanders live, work and relax. Take a bus-load of paying 
guests that you have never met before, a driver who is a 
young man with an entrepreneurial spirit, and some breezy 
verandahs, and you have the recipe for Rarotonga’s one and 
only Progressive Dinner. It sounds unlikely, but it works; and 
the idea is becoming extremely profitable for all involved.

Tofinga Aisake wanted to show visitors not just island 
food, but also the way of life: homes and gardens, extended 
families, and heart-warming hospitality. With financial advice 
from one of the researchers regarding a small bank loan and 
with transport assured, Tofinga asked some of his friends if 
they would host part of a meal – and the Progressive Dinner 
was born.

First stop is Ngatuaine Maui’s home in Arorangi. Ngatuaine 
takes the party on a tour of the extensive garden. Chinese 
tamarinds, coffee beans, bay leaves and guavas join 
beautifully neat rows of tomatoes and spring onions on the 
sprawling property. Ngatuaine explains what the group is 
about to eat: ika mata or marinated fish, along with cooked 
maniota, or cassava, from which we get arrowroot powder. 
Next, introductions are made to the rest of the family – four 
generations live on the single property. Then it is off to the 
next house; accompanied by ukulele and group singing.

Fourteen people live at Ta’amo Heather’s home during the 
week, so it is a merry gathering once you add the 20 or so 
from the bus. The grandchildren come running out to meet 
the group and form a little guard of honour, shaking hands 
and beaming as everyone takes their seats on the large 
verandah of their humble Arorangi home. “They get really 
disappointed if no tourists come to visit,” says Ta’amo. Roast 
chicken and fish are accompanied by a delicious example 
of rukau: young taro leaves cooked with coconut cream. 
Ta’amo’s husband Rereao does much of the cooking, and also 
plants and harvests the taro. But soon it is time to leave.

Between songs, as everyone is dropped off around the 
island, one of the tourists says: “The food was lovely, but 
it wasn’t that. It was meeting the Cook Island people, real 
people, in their homes. I feel honoured. This goes further 
than watching cultural dancing and seeing the usual tourist 
places; visiting people in their homes, and being welcomed, 
has given me far greater insight to Cook Island life.”

Tofinga Aisake said that the business course had been a 
good grounding for the new venture; and there were now 
plans to extend the idea to other islands using a franchising 
model.
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 Project planning with small business owners
 

UQ Business School and students in Cook Islands

Looking for transferable ideas
“One of the important learnings that I took from the Australian 
team,” said Cook Islander Lary Fatu, “is that you find inspiration 
for business opportunities from various places; and not 
necessarily from the business sector you are in – these ideas 
might be called transferable innovations.” To complement his 
other horticulture business when things are quiet, he has set-up 
‘Rarotonga Guided Tours.’ His idea came during a visit to an art 
gallery while travelling overseas. Visitors to the gallery could 
hire an MP3 and head-set giving a guided tour in their native 
language, of the paintings on display.

After talking to the research team, Lary’s idea was developed 
into a business case, that resulted in the launch of ‘Rarotonga 
Guided Tour.’ He drew on the expertise of the Cook Islands’ 
Tourist Information Department and several local historians 
to discover facts and information of places of interest on 
the island. “It was the operational logistics of getting the 
MP3s to and returned from the customers’ that gave me the 
greatest challenge,” Lary recalls. After initial teething issues, 
the final operations involve collecting, paying and returning 
the equipment from any petrol station or hotel on the island. 
“When we started we only had a limited number of devices for 
rent, so we had to deliver and pick-up the MP3’s to wherever 
people were staying,” he said. Future plans involve specialised 
guided tours for a range of personal interests: wild life habitats, 
botany, history, and cultural tours.

“I get my ideas for a tour from what tourists’ tell me are 
their interests. These people have not always been on my 
tours – although I do ask what other types of tours they would 
be interested in taking after they have been on a tour. As our 
advisers continually say: “Listen to your customers, and act on 
the opportunities. But of equal importance are those that did 
not take a tour because we could not offer what they wanted,” 
he said. He recalls that one person (a botanist) suggested a 
tour of discovery for wild plants; so he intends to explore if 
this would be popular with others. “Ideas come from various 
sources, and not always directly associated with what you 
are specifically involved with,” he said, “You need to look for 
transferable ideas.”

A theme that is important to all projects undertaken is ‘small 
business and economic gardening’. This examines the concept 
of enhancing local and island-wide economic growth and 
employment through the process of working with established 
small enterprises to assist them to grow in modest ways to 
help build up the overall employment level and economic 
contribution of the small business sector to the island economy.

About the author
Dr David Parker is a senior lecturer in service operations 
management at The University of Queensland Business 
School. His research and consultancy is in effective 
processes.
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By Professor Colin Coulson-Thomas.

Rightly or wrongly, project management might once have 
been viewed as a specialist branch of management for 
those leading ad hoc and self contained initiatives that 

do not fit into normal corporate structures and timetables. 
More tasks in many organisations are now being undertaken 
as projects and more of these projects can be of strategic 
significance. Is there a case for reassessing the significance and 
practice of project management? Are there additional project 
and programme governance dimensions to consider? Should 
directors be more concerned with them? 

Does the way we structure, govern and manage many 
companies reflect the importance of project and programme 
management and governance for the achievement of corporate 
objectives? For many companies, is the more flexible handling of 
certain projects and programmes now an essential requirement 
for remaining current and relevant, effective operation and 
corporate survival in an uncertain business environment? Does 
the focus of many boards, their allocation of responsibilities 
and their monitoring and decision making practices reflect the 
significance of projects?

The effective governance of projects and programmes of 
projects can increase their contribution and beneficial impact, 
independently of traditional project management. This article 
which draws upon a briefing on project governance I prepared 
for the Institute of Directors, India examines this additional 
dimension and the above questions. More project managers 
are having to reconcile managing upwards with the leadership 

Changing project and 
programme management
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The effective governance of 
projects and programmes of 
projects can increase their 
contribution and beneficial 
impact, independently of 
traditional project management.

of their project teams, and governance considerations need a 
higher priority in the development of project managers. Many 
project managers may find their project management skills are a 
good grounding for directorial and other governance roles.

Changing governance requirements 
Contemporary companies are often portfolios of projects and 
relationships some of which are much more important than 
others. Board scrutiny should reflect their contribution and 
relative significance. Yet the governance, management and 
reporting arrangements applied to different activities are often 
similar or even the same. Board membership and reports also 
often reflect functional departments rather than the ownership 
and importance of critical projects.

As far back as 1992, in my book Transforming the Company 
I put the case for moving away from forms of corporate 
organisation with relatively hard internal boundaries and 
external shells which have been structured and managed like 
machines, to a model that made greater use of multi-functional 
projects, working parties and teams. I set out the requirements 
for creating and managing more open, connected, porous and 
flexible forms of network organisation that could organically 
evolve and adapt to changing conditions, requirements and 
priorities. 

Today, the transformation to governance models and 
management practices that are more flexible, better able 
to learn and adapt, and which can better handle diversity, is 
needed more than ever. From a board perspective, in relation to 
project management and governance, it is especially important 
that directors identify and ensure an appropriate focus upon 
strategic projects and relationships. The two may be inter-
related in the case of project partners. 

Nature of project management and direction
An early investigation I undertook for what is now the 
Association for Project Management revealed that directors and 
project managers can face similar issues and they require similar 
qualities and competences (Coulson-Thomas, 1990a & b). Both 
need to understand the environment in which they operate, 
their stakeholders, challenges and opportunities and factors 
helping and hindering the achievement of their objectives. Both 
must be capable of articulating, communicating and sharing 
a clear vision, values and goals. Where different parties are 
involved, their visions, goals and objectives should be aligned. 
Ideally, project managers should engage and motivate team 
members and enable them to judge how their decisions and 
actions can best support project objectives.
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Both boards and project managers should ensure they have 
access to the people, know-how, finance, technology and other 
resources they will need to achieve their objectives as and when 
they require them. In a competitive world, the challenge is 
often to have just enough capability and to avoid an excess of 
resource, or the gold plating that might result in an outcome 
becoming unaffordable. There is little point having capabilities 
that cannot be utilised when a need arises. 

Directors and project managers face similar pressures, whether 
financial constraints, rising expectations or the reality that in 
times of uncertainty and insecurity requirements and priorities 
may need to change. New challenges and opportunities can arise 
during implementation and one should ensure organisational 
and governance structures, procedures and practices do not 
frustrate the adaptation required to deliver affordable, flexible 
and sustainable responses.

Coping with changing contexts and requirements
Corporate and project planning need to be able to cope with 
changing situations, requirements and priorities, and sudden 
shocks such as an unexpected fall or increase in the price of 
oil, or a technological innovation. In uncertain and shifting 
conditions, would intelligently steering in a desired direction 
make more sense than trying to implement a project plan 
conceived in a different situation? Would probabilities better 
reflect realities and possibilities than single figures in plans, 
reports and accounts? Might living models and scenarios be 
more easily updated and useful than traditional plans that are 
less frequently revised due to the cost and disruption involved?

Directors and project managers need to ensure that strategic 
projects are not oversold, over committed and under resourced. 
They should be alert to risks such as ‘groupthink’ and a lack of 
challenge to those managing projects or activities within major 
projects. As with a board, project teams can benefit from a mix 
of overview knowledge and sector experience. A lack focus and/
or a sense of proportion, and dealing with symptoms rather than 
root causes should trigger alarm bells. Directors and programme 
managers should ensure the scrutiny of strategic projects is 
alert to evidence of rationalisation, concealment and reactive, 
defensive and rudderless behaviour. 

Certain strategic projects may run for a number of years 
and involve large budgets and the involvement of significant 
external partners. They can develop a life of their own and 
create strong vested interests in their continuance. Large and 
complex projects can outlive the terms of office of the directors 
that approved them and secure a degree of independence from 
normal oversight. As key decision makers come and go, project 
managers may face a series of reviews and pressures to justify a 
continuation of their projects or suggest amendments to match 
a changing situation.

Managers of major projects should expect scrutiny. While 
some new board members may lack the confidence and 
understanding to question specific project leadership decisions, 
a board collectively should be alert to dependencies, divided 
loyalties, external interference, gaming, hidden agendas and 
special interests. Project and programme oversight activity 
might need to pay particular attention to opportunities for 
favouritism, nepotism, fraud, theft, corruption and bribery when 
appointments and financial commitments are made.
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Confidence and flexibility to address opportunities
Project managers face many challenges, but they may also have 
opportunities. Breakthroughs, innovations and revolutions 
can and do occur in many areas. Directors must ensure that 
project governance arrangements are not so focused upon 
downside risks that project managers concentrate on problem 
solving and delivering what was initially commissioned, but miss 
opportunities to deliver greater value. Are they just dealing with 
problems? Are they also alert to new possibilities? Do they look 
for better and more cost-effective ways of meeting changing 
requirements? Confident project managers that earn trust can 
be less defensive and more proactive in managing upwards.

Historically, project managers have sought to avoid 
interference. Many of them have viewed change requests as 
threats to providing what was originally agreed. By the time 
they deliver the world may have moved on. Some inflexible 
projects are cancelled and the costs they have incurred are 
written off. Others are overtaken by events to the extent that, 
while on track to achieve the objectives set for them, their 
deliverables are no longer required, or cannot be used without 
much modification.

Increasingly, directors and project managers must ensure 
that project management and governance arrangements are 
sufficiently flexible to allow priorities and deliverables to be 
changed. Contracts and other agreements, and relationships 
between parties, need to be far less rigid than they have been in 
the past. They should allow flexibility and ensure fair treatment 
when changes occur. 

Rather than just measure achievement against an original 
brief, directors and project managers need to periodically ensure 
that initial direction and objectives remain valid. Understanding 
the purpose and priorities of an organisation can allow an 
original commission to be amended in the light of a changing 
situation and different circumstances. Is learning built into each 
stage of an organisation’s project management processes? Are 
those involved actively looking for ways of remaining current 
and relevant and seeking opportunities to simplify, reduce costs, 
save time and deliver more value?

Initiation of strategic projects
How decisions are made when strategic projects are initiated is 
of critical importance. Major projects have led to the downfall 
of respected companies. Other projects have resulted in missed 
opportunities. Significant resources have also been devoted to 
cancelled projects. Wrong calls and choices have been made. 
Requirements are repeatedly overtaken by events.

A first step is to ensure a proposed project’s strategic fit 

with corporate purpose, vision, values, goals, priorities and risk 
appetite. Only when a green light is given at this initial stage 
should further investigatory work be commissioned. In the case 
of a complex project such as a large development or acquisition, 
due diligence should go beyond finances and a business case 
and embrace other considerations such as capability to deliver 
and compatibility of systems. At this stage, even if a board gives 
a further green light, a project should not be commissioned until 
– following negotiation with external parties – the contractual 
terms and relationship framework are agreed.

The success rates of change, transformation and development 
projects have traditionally been low. Most of them fail to live up 
to expectations. The scoping of such projects can benefit from a 
review process that takes inputs from monitoring, opportunity 
and competitive analysis, and customers and prospects via 
market research, customer surveys and account review. 
Important questions are whether proposed projects address key 
problem areas and priority arenas of opportunity.

Establishing a company’s approach, goal setting and 
opportunity seeking should precede detailed analysis. Directors 
should ensure the nature of change and transformation projects 
is appropriate to the problems and opportunities they address. 
In areas where being just good enough is acceptable little 
change may be required and perhaps one should analyse and 
improve what exists. Where a company is unacceptably deficient 
or there is a significant opportunity, one should instead consider 
the design of a better alternative rather than seek to improve an 
existing activity or process.

A board should establish criteria for the selection and 
approval of improvement and transformation projects. For 
example, would their results be visible and a potential source of 
differentiation and competitive advantage? Have risks, resource 
and delivery requirements and inter-dependencies with other 
projects and corporate initiatives been addressed? Longer-
term and particularly significant projects should be plugged 
into corporate models whose variables they could influence 
and corporate reporting and decision making processes. If too 
many projects that appear to meet acceptance guidelines are 
approved, systems, processes and governance mechanisms might 
become overloaded and danger signals may be missed. Trying to 
juggle too many balls can result in all of them being dropped.

Project monitoring and reporting
At a corporate level the challenge may be how best to direct 
and manage a portfolio of projects. For many companies 
where individual projects can have a significant impact on their 
future, directors need to ensure that programme management 

Directors should also consider whether financial 
reports and accounts allow them to understand 
the risks and uncertainties associated with 
strategic projects. 



37Management Services 
Winter 2016

arrangements can cope with the cost, complexity and time-scales 
of diverse projects and ensure proper scrutiny and appropriate 
reporting.

Many boards have to monitor and evaluate strategic project 
implementation in evolving situations. Adaptation to meet 
changing requirements can be more important than persistence 
in achieving original but outdated requirements. Some 
companies have a standard approach to evaluating project 
performance. The level of scrutiny should be proportionate 
to project importance and the risks and exposure involved. 
Strategic projects deserve greater scrutiny. In a corporate 
context projects rarely exist in a vacuum. Is sufficient attention 
devoted to opportunity costs and how these are likely to change 
in relation to cancellation and/or crawl out costs?

Project monitoring and reporting should focus on key 
indicators and milestones on critical paths. Showing trends 
over time can reveal whether a situation is improving or 
deteriorating. Performance comparisons across projects or 
different areas within a project can enable the identification 
of opportunities for some to learn from others. Those 
reporting problems such as cost overruns or falling behind a 
schedule should be asked to provide a root cause analysis and 
recommendations for recovery and/or next steps. A project team 
is closer to the context than a programme manager or board 
receiving their report and so should be better informed of the 
situation. Key questions are whether reports identify underlying 
drivers of under performance and their suggestions are sensible.

Directors should also consider whether financial reports and 
accounts allow them to understand the risks and uncertainties 
associated with strategic projects. The value of single numbers 
depends upon the assumptions behind them, which are often 
lost in the ‘small print’. In comparison, the use of confidence 

accounting, which can involve reporting probabilities by means 
of bell or distribution curves, can better communicate the reality 
of project situations. The nature and potential consequences of 
risk can often be quickly grasped from the shape of probability 
distribution curves.

Responding to financial constraints
An acid test for project and programme management 
and governance is how an organisation reacts to changed 
circumstances and a significant reduction in budgets and 
funding. Sometimes the nettle is grasped by quickly ranking 
projects and then cancelling some of them, the ones with the 
lowest penalties and crawl out costs sometimes being the first to 
be sacrificed. Certain decisions taken in haste can have serious 
negative longer-term consequences. Other developments might 
have been dependent upon a cancelled project. Are such project 
related possibilities included in risk reports?

A more mature and responsible approach is to re-prioritise 
and re-scope in relation to dependencies, implications and 
changing corporate requirements and priorities. Can projects 
be re-phased or amalgamated? Are there new possibilities 
and better options for delivering the essence of what projects 
are about? Might movement along a learning curve, or the 
removing of gold-plating and padding, allow budgets to be 
reduced? Can projects be re-negotiated rather than cancelled? 
Some boards ensure multiple criteria are used, for example 
scope and degree of impact, implementation capability and 
probability, and incremental costs and revenues as well as 
strategic importance.

Where greater flexibility is required, project managers and 
partners should be chosen with care. In relatively fixed and 
stable situations, a cautious approach could involve favouring 

Both boards and project managers 
should ensure they have access to 
the people, know-how, finance, 
technology and other resources they 
will need to achieve their objectives 
as and when they require them.
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a legalistic and protective approach, with an emphasis upon 
technical competence, damage limitation, risk avoidance and 
sticking to an original brief. In more uncertain and dynamic 
contexts where there is upside potential, one should look for 
more creativity. Greater emphasis could be put upon openness, 
learning, innovation, accepting challenges, new approaches, 
relevance, adding value and a willingness to share risks. There 
is an increasing requirement for project entrepreneurs and 
partners.

Project entrepreneurs and partners
Directors and project managers should ensure that changes 
of circumstances result in the collective search for effective 
responses rather than defensive and protective behaviour 
and legal cases. A key area to focus upon is the nature of the 
relationship with external parties in strategic projects. Are 
the various parties working as one joined-up team and in a 
positive-sum way? Does this embrace users? Do the parties have 
agreed, shared and mutually beneficial objectives? Does the 
relationship involve partnering and risk sharing? 

Is the project team and community alert to new possibilities, 
efficiency savings and committed to continued and measured 
improvements? Do the parties share benefits or savings? Is there 
transparency and open book accounting? Are there direct links 
between staff from the contributing parties? Is there a simple 
and quick dispute resolution process in place that can address 
issues before they escalate? One also needs to ensure that 
possibly sensitive but potentially important areas such as the 
ownership of intellectual property, conflicts of interest and fraud 
are not overlooked. 

Where the failure of any one of a small number of 
strategic projects could severely prejudice the future of an 
organisation, board scrutiny should be appropriate, persistent 
and proportionate. Individually and collectively, directors 
should ensure project management, governance and reporting 
arrangements address realities and are flexible, resilient and 
conducive of creativity and innovation.
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Switching 
on the 
lightbulbs
Developing innovation and creativity 
in the organisation, by Najib Murad 
and Carl Evans.

Businesses are not only demanding that employees 
possess a broad range of technical and social skills, 
but they are also capable of being creative and 

innovative (OECD, 2016). While Innovation is typically evident 
at the start-up of a business, it is also needed for long-term 
sustainability, in order for the firm to develop new products 
and services, improve operational effectiveness, enable 
organisational change and support the implementation of 
technological advancements. Innovation is therefore crucial in 
not only helping businesses to address new challenges, but also 
to drive competitive advantage.

Innovation and creativity are often misunderstood. The two 

are not mutually exclusive, rather they are interdependent on 
each other. To clarify however, creativity is the development 
of an idea, while innovation is the process of realising that 
idea. Nevertheless, there is no consensus within the academic 
world as to the definition of innovation apart from the notion 
that it indicates the introduction of something new (Nonaka 
and Tekeuchi, 1995; Terziowski, 2010; and Zahra and George, 
2002) be it process, product, services or technology. A more 
comprehensive definition is provided by Myers and Marquis 
(1969) cited by Trott (2010): ‘Innovation is not a single action 
but a total process of interrelated sub processes. It is not just 
the conception of a new idea, nor the invention of a new 
device, nor the development of a new market. The process is all 
these things acting in an integrated fashion.’ This demonstrates 
the complexity of innovation. 

The challenge for any organisation is ensuring they 
are constantly innovating to remain competitive. Various 
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organisations such as Google and Innocent Juice have 
incorporated a form of informal working environment to 
generate creative ideas. The notion that creativity breeds 
innovation is an important one, as creativity is seen as the very 
fabric of innovation. Amabile (1996) indicated that innovation 
often results from creative ideas. Ultimately, creativity is the 
production of novel solutions to problems (Mumford and 
Gustafson, 1988; and Parkhurst, 1999). It is therefore important 
that organisations harness the creativity that resides within 
their workforce, in order to develop innovative solutions to 
their problems. 

The innovation process
The innovation process thus can be identified as: (1) creating; 
(2) refining; and finally (3) implementing. Yet the innovation 
process itself is a complex one and the issue that normally 
arises is not just the complexity of the process, rather it is 
the difficulty of implementing the result of that process. It is 
how well organisations then take advantage of the creative 
ideas and channelling that towards developing and finally 
implementing the resulting innovation. However, this is 
where most organisations tend to fail because they are too 
focused on creating the idea, rather than ensuring its effective 
implementation. 

In practice, the main barrier to innovation is the lack of 
clear understanding by staff, of how to create and manage 
the resultant exploitation process. Creativity should be seen as 
the start and that innovation is then the process that allows 
the idea to be implemented within the organisation. The 
generation of idea therefore, is the easy part of this process 
but implementing it requires dedication from all parties 
concern. In particular, management should be supportive and 
focus on long term gain, rather than short-term budgetary 
targets. After all, the innovation process requires time in order 
to be effectively implemented.

In order for innovation to flourish in the organisation, it 
is important that the prevailing culture is conducive to idea 
generation, creative problem-solving and sufficiently flexible 
to allow staff to demonstrate initiative. Here, management 
needs to question whether the organisation encourages 
individuals to express ingenuity and develop creative solutions, 
or insist on strict adherence to established procedures and 
protocols. Individuals need to feel comfortable with ambiguity, 
experimentation and in taking risks. A fear of failure and 
any resultant adverse action will inhibit creativity. Therefore, 
management needs to relinquish tight controls and empower 
staff, allowing them the discretion to make decisions. 

Individuals need space away from the day-to-day operations, 
both physically and mentally. The work environment itself 
needs to be conducive to stimulating ideas and open 
discussion. Individuals also need to be aware of ‘the bigger 

Innovation is crucial in not only 
helping businesses to address 
new challenges, but also to drive 
competitive advantage.
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picture’, rather than focusing on their own area of operation. 
A wider exposure and interaction with colleagues across 
the business is essential. Additionally, Individuals need to be 
‘externally-oriented’ rather than being focused internally or 
searching exclusively internally for solutions. Organisations 
need to facilitate the capture, open discussion and analysis of 
new ideas. This extends outside the organisation to include 
feedback from customers, research in universities, market and 
intelligence reports.

Model of innovation
The focus by organisations should then be on allowing 
individuals to develop creative ideas through their interaction 
with other creative minds within the industry. This has been 
explored within the regional development literature which 
looked at specifically how organisation networks can create 
innovative ideas through interaction and collaboration 
with each other. Hence, innovative firms tend to be based 
around clusters of like-minded organisations, such as those 
within Silicon Valley in the US and Silicon Roundabout in East 
London. Once the ideas have been developed and refined, the 
implementation process ensues. 

This model of innovation diffusion practiced nowadays is a 
step away from the closed innovation prevalent prior to World 
War II. Those were the days when innovative organisations 
made no attempt to disseminate or share their discoveries. 
Chesbrough (2003) differentiates between closed and open 
innovation in a number of ways: Closed innovation focuses on 
an internal perspective of self-discovery and idea exploitation, 
guarding the intellectual property and the market proposition. 
Open innovation emphasises a more open-system organisation, 
where innovation needs external players to originate ideas, 
develop an effective business model and create market value.

It seems that UK businesses are now embracing the need for 
innovation, with the BIS Innovation Survey (2015) indicating 
that increasing number of companies are developing new 
products, services and operational delivery systems. There is a 
certain amount of momentum required however. Getting staff 
used to working in dynamic, ambiguous environments takes 
time. Reward systems linked to innovation metrics such as time 
and expenditure devoted to innovation activities, new products 
or services successfully developed over a measured period or 
amount spent on innovation training of staff, can help to drive 
innovative practices.

Conclusion
Reflect on your own organisation and your own managerial 
approach:
•  Trust – do you give team colleagues sufficient freedom to 

operate?
•  Ownership – do you give ownership and empowerment to 

team colleagues?
•  Communicate – is your personal communication to colleagues 

effective?
•  Environment – have you established an environment that 

nurtures colleagues’ creativity and innovation?
•  Networking – have you built an effective internal and 

external network of collaborators?
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New frontier for 
increasing workforce 
productivity
The 21st century is unfolding in complex and 
challenging ways. Organisation management 
is no exception. Long held industrial era 
management practices are being upended by 
today’s business pioneers who are seeking 
more from business, work and life itself.  
By James Pepitone.

The foundations for today’s management practices have gone 
unchallenged for many years, yet now are being reassessed 
and more often deemed to be no longer acceptable. 

Combined with fresh thinking and a frontier spirit, this rejection is 
driving reconsideration and, in some organisations, replacement 
of many longstanding management principles. In their place, 
organisations are implementing circular organisation structures, 
project-based work, self-management, unlimited paid vacations, 
management accountability to direct reports, and many other 
possibilities. 

This flow of new possibilities we are witnessing is, in many cases, 
guided by no more than an authentic and impassioned search for 
anything that works better and, now equally important, that feels 
better. Moreover, the new measure of acceptability for any change 
in management practices is real world evidence (ie, show me). 
Yesterday’s criteria – academic research studies, clever theories, and 
entertaining authors, on which so many wasteful management 
fads were based – is no longer acceptable. 

Humaneering Technology Initiative
Among the enhancement possibilities, humaneering1, being 
developed by the nonprofit Humaneering Technology Initiative 
(HTI), is emerging from its field trials as an effective and sustainable 
approach to raise the productivity of knowledge workers. This 
holds true whether knowledge work, as represented in Figure 1, is 
most of a job (ie, innovation and service work), or just a small part 
(ie, production and logistics work). 

 Humaneering supports human effectiveness in ways that 
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Operational Classification Innovation Service Logistics Production

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

David Snowden:
Complexity
Approach
Process

Chaotic
Novel
Act Sense Respond

Complex
Emergent
Probe Sense Respond

Complicated
Good Practice
Sense Analyse Respond

Simple
Best Practice
Sense Categorise 
Respond

Robert Wysocki:
Project Design Goal/Solution

Convergence
Solution Seeking  
Problem to Solve

Problem and Solution 
Learning (Agile)

Execution of Familiar 
Solution (Waterfall)

Elliott Jaques:
Mental Process Parallel Serial Cumulative Declarative

Hersey/Blanchard:
Management Style Delegating Supporting Coaching Directing

Core Challenge
Goal
Solution

Not Clear
Not Clear

Not Clear
Clear

Clear
Not Clear

Clear
Clear

Job Examples
Job will vary by situation

Executive
Entrepreneur
Author/Artist
Scholar/Researcher
Designer
Inventor

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

Administrator
Product Sales
Call Centre Agent
Bank Teller
Instructor
Delivery Driver

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

Industry Examples
Companies will vary based 
on strategy

Start-ups
R & D
Design
Advertising
Biomed/Pharma
Consumer Products

Hospitality/Leisure
Restaurant
Retail “Shops”
Police/Security
Consulting/Training
Medical

Transportation
Fast Food
Retail “Marts”
Banking/Insurance
Education
Utilities

Manufacturing
Construction
Chemical/Refining
Farming
Garment
Printing

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

10%

Figure 1: Copyright 2016 Humaneering Technology Initiative, LLC. All rights reserved.

100% Discretion

Work Design Archetypes
0%

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

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

90%

30%

50%

70%
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engineering cannot. Humaneering’s principles capitalise on 
our human nature in ways that result in workers maximising 
their current and future potential to create economic value. 
This enhancement is especially important for the design and 
management of people-dependent innovation and service 
work. For more standardised production and logistics work, 
humaneering’s principles add and support new opportunities for 
workers to create economic value, thus increasing their economic 
potential and contribution. 

Humaneering derives its efficacy as an applied science from a 
continuous four-step process. First is the systematic scrutinising 
of hundreds of science disciplines by volunteer scholars to curate 
principles, methods and insights relevant to the design and 
management of human work. Second is the Delphi method staffed 
with recruited panels including volunteer managers, practitioners, 
professionals and scholars whose challenge is to extract and 
synthesise essential truths and subtle nuances. Third is the testing 
stage, which involves methodologically varied alpha tests, plus 
beta field trials much like the ones discussed below. Fourth, and 
yet to occur in scale, humaneering’s protocols will be released 
publicly, with users encouraged to report their experiences and 
results, so as to monitor validity and direct continuing refinement. 

The nonprofit HTI is developing humaneering for global public 
good. The vision of one day having a universal applied human 
science to guide organisation management was conceived in the 

late 1930s, yet only now has sufficient science-based understanding 
of human work accumulated to enable its development. 
Driving the accelerated development of humaneering now is 
management’s urgency to identify evidence-based work design 
and management methods that increase workforce productivity, 
in part because they are better suited than industrial era 
practices for today’s predominant knowledge and service work, 
new generations of workers, and technology enabled work 
environment. 

CFO perspective
This article shares a CFO’s perspective of humaneering’s potential. 
He is a business unit CFO for a major multinational enterprise, and 
speaks about results his organisation achieved during the latest 
phase of humaneering’s field trials. Despite the privacy assured 
participating companies, he generously granted us permission 
share with you his verbatim comments from a conference 
transcript. 

Near the end of his remarks, the CFO refers to Peter Drucker. 
Drucker famously said in the early 1990s that raising the 
productivity of knowledge workers was the greatest challenge 
facing managers. Humaneering’s consistently impressive 
performance in field trials makes it the first really promising 
management method for raising knowledge worker productivity. 

Context
At the end of day one of HTI’s recent online planning conference, 
the CFO for X-Corp (a pseudonym) asked for 10 minutes at the 
start of day two’s programme. He is X-Corp’s Champion for its 
humaneering field trials. Twenty-two of the other 42 companies 
that field tested humaneering had presented on day one. 

Sharing was a central purpose of this virtual conference. Among 
all the client representatives attending, we knew the least about 
X-Corp’s CFO. When HTI began a third phase of field testing 
in January 2015, it selected one large organisation willing to 
commit ample resources to a broad programme of humaneering 
applications throughout its operations during the ensuing five 
years. This approach could provide new insights unavailable in the 
prior two phases. 

Previous humaneering field trials consisted of one or a few 
ad hoc projects selected by the host organisation. Such projects 
typically focused on seemingly intractable so-called people 
problems. For example, several said their organisation’s turnover 
was painfully high, recruiting lacked focus, new-hire training was 
an expensive waste of time, employee engagement levels were low 
and unmovable, or historic performance levels seemed impossible 
to raise. 

These trial-by-fire experiences were very helpful in revealing 
humaneering’s broad potential as a technology for resolving or 
substantially improving people issues. However, HTI also needed 
to assess humaneering’s longer term effects throughout a more 
consistent context (eg, industry, strategy, culture). We suspected 
that humaneering could be applied recursively for continuous 
improvement, that humaneering’s first principles could be learned 
and applied with limited training, and that managers rather than 
employees would provide the most resistance, except when their 
current operation’s performance fell short of senior management’s 
expectations. 

Since the author has a transcript from the conference and his 
permission, he lets X-Corp’s CFO speak for himself. 
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Verbatim comments
“Our field trial experience has been a little different from most 
of you in that we agreed to a continuous multi-year programme 
of applications. 

When our CEO asked me to be the champion for a programme 
to assess humaneering technology, I knew very little about it 
and what the assignment would involve. He explained just that 
he had committed us to a small investment over several years, 
and that the work would likely cut across major functions and 
responsibilities in the organisation. 

When I asked about the programme’s objectives, he reminded 
me of our talent problem. In several areas of our business we do 
not have and cannot find or hire enough qualified professionals 
. . . engineers of several kinds and a long list of technical 
specialties. And so we’ve been forced to scale back our strategic 
plans until we can find or create a solution. 

I could see where he was headed. If humaneering could 
somehow increase the current productivity level of our 
thousands of talented professionals, it would extend their 
potential and reduce our need for as many new people, 
especially in hard-to-find disciplines. 

We were not just waiting around for a grand solution. In 
fact, we had already made several much larger investments to 
increase our supply of people with these capabilities. But these 
bets wouldn’t be paying off for several years. 

What we lacked were initiatives that could provide fast 
relief. This meant trying new ideas, experimenting, and placing 
smaller bets that, if they paid off, could have a big effect. Even 
though we just heard of humaneering less than a month before, 
it sounded promising enough that we needed to try it. The 
investment and risk were small. And if it did work as represented, 
the payoff would be substantial, and possibly even strategic.

Okay, here’s what happened. HTI helped us set up a 
functional two-room centre for work design innovation in our 
headquarters. We repurposed an underutilised conference room 
and adjoining space into a classroom and presentation gallery 
that everyone in the company was invited to visit. Our objective 
was to attract and support our more ‘inspired’ managers and 
work with them to apply humaneering in their area. With this 
facility, however simple it was, curious managers could drop 
by to learn more, or they could make an appointment, request 
and assessment of the human work in their operation, or get 
whatever support they wanted. 

In addition to the HTI partner assigned to us, we staffed the 
centre with a rotating blend of support people from several 
corporate functions, including operations, human resources, 
IT, finance, quality/continuous improvement, engineering, 
organisational development, training and others . . . each 
potentially having a role to play in humaneering projects. 
In fact, I have to say that this alone . . . having these people 
working together in this way . . . may itself be a big win for this 
programme. 

We also held online and onsite classes for managers interested 
in how humaneering might be helpful to them. Our goal was to 
create interest and invite application proposals from managers 
anywhere throughout the organisation. We supported the 
preparation of these applications, reviewed and assessed 
them against specific criteria, and then selected the better 
ones. For these, we asked the responsible managers to ‘pitch’ 
their proposal in a ‘shark tank’ event to compete for available 

corporate funding. 
Within 60 days we had 13 fundable proposals. The competition 

for funding created a lot of excitement and interest in innovation 
and humaneering in work areas that only 60 days prior were 
considered ‘good enough’. We limited our initial round of project 
funding to four proposals, purposely including one representing 
each of the four work archetypes. (See Figure 1.)

I’ll just quickly outline these for you. For all four projects, we 
followed the humaneering process of assessment, diagnosis, 
experiment and implement. 

 
Production
I’ll start with the production archetype project. For this one we 
focused on a manufacturing operation and in particular on poor 
performance and high turnover among frustrated equipment 
operators. We identified high scrap levels and opportunity costs 
directly resulting from insufficient equipment support. 

Though we naturally first suspected the frontline managers as 
a likely cause, we discovered that it was not the manager, but 
the manager’s manager, who was running up against imposed 
budget limits. We found it interesting that the costly impact 
was showing up in the performance of employees working two 
levels down from the cause, yet the problem was not showing 
up significantly in the numbers at the level of its primary cause. 

We experimented with three cell groups, providing them with 
unlimited funding for equipment support for 90 days. Because 
this is a profit centre, we were able to watch the profit of these 
cell groups start climbing in the third week, while comparing 
it directly with the added support cost. In just 90 days, the 
net profit increase for these cell groups exceeded the added 
equipment support costs by more than 10 to 1. And no less 
important, the workers in these areas were now energised by 
their work for the company. 

Logistics
Now to the logistics project. I was surprised among others 
when the work of this technical support function was better 
described as logistics, rather than service. Now I get it. The goal 
is clear, which is to establish or restore our services. The solution 
is not clear and how it is achieved is in our hands. There is 
nothing more the customer needs to do, except give us access to 
troubleshoot and fix the problem. 

We were having trouble delivering a high level of technical 
support to our industrial customers and, potentially related, we 
were experiencing high turnover and excessive recruiting and 
training costs. Our techs were frustrated that they were being 
asked to do things for which they lacked the temperament and 
skills. Furthermore, they were limited in the effectiveness of 
their work by an overall lack of standardisation and cooperation. 
It seemed as though everybody was working differently, which 
in turn was wasting time and angering customers. 

It turns out we had the work designed all wrong. It was 
designed like a service. So we redesigned the work, the position 
and the new-hire training, plus we changed our criteria for 
the kind of talent we should hire for this work. From the very 
first test group following the redesign, our new techs . . . every 
one of them . . . are outperforming our prior top performers 
from their first week in the field. Customer satisfaction went 
up, turnover went down and, most amazing, our total cost to 
operate this support function has dropped by 30%. Amazing!
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Service
For the service project, we chose a field service operation that 
serves commercial customers. The customers felt good about 
the service they were receiving, yet there was a palpable level 
of animosity between our service techs and their managers. This 
was not a few isolated cases. Just about everyone was hostile, 
defensive, or simply disengaged. My first thought was that we 
needed to tighten up our hiring or, if the work was excessively 
stressful, provide on-site psychological counselling. 

It turned out that we had over-engineered this work, thinking 
this was helpful to the service reps. Quite the opposite. We 
weren’t giving our service reps the discretion they needed, so 
to satisfy their customers they were having to make decisions 
behind the back of their manager. We were hiring people who 
excelled at their craft, yet we were assigning them to a manager 
we had equipped with enough controls to manage a bank. 

Here we redesigned both the role of the service rep and of the 
manager, and carefully aligned them to where the manager’s 
job shifted from mostly control to mostly support. In addition, 
we worked with HTI to develop a smartphone app based on 
humaneering so we could better enable the managers with 
insight into the support needs and preferences of each service 
rep. The big gain for us here was in service tech productivity, 
which is up around 25%. Of course, both our employee 
experience (EX) and manager experience (MX) ratings are 
substantially higher. 

Innovation
Last, we have the innovation archetype project, for which we 
selected a critically important R&D operation that had become 
a bottleneck in executing our strategy. I’m more limited here 
in what I can say, though I can summarise that, similar to the 
service work I just discussed, this work was over-engineered and 
under supported. 

Our rare talent working in this operation were being 
subjected to a never ending stream of top-down administrative 
requirements. The net effect on them was aggravation, 
frustration, resignation, and even despair. I was alarmed at 
what we found, and in particular how many obstacles we were 
placing in the way of these people. 

In addition to customising our management systems for this 
operation, we engaged our people in more actively creating 
a culture that better supported their work. And rather than 
experimenting within small units of this operation, I felt the case 
for redesign was sufficiently compelling that we sat down the 
management team and asked for their support with a phased 
rollout beginning immediately. 

This is longer term work and more difficult to show financial 
returns in the short term, but already we can point to attracting 
several once valuable members of our team to rejoin us. As 
well, I understand we are now receiving enquiries from top 
people working for our competitors who have heard about our 
changes. 

Final thoughts
Altogether, we’ve invested about $1.2 million in our 
humaneering initiative for the first year. Humaneering is free, 
of course, but there’s the cost for HTI’s people to provide the 
needed training and consulting support, plus the cost for our 
own people to be involved. There are many moving parts to 

calculating what we gained from this investment in 2015, but if 
I was pressed for an estimate, I’d be comfortable with a number 
anywhere between $14 and $26 million just for the current year. 

For 2016 we increased the number of funded projects to nine, 
and I even took one on personally . . . the engineering and 
technical talent shortage I mentioned near the beginning of 
my remarks. Before pitching the project, I asked HTI to make a 
preliminary assessment of the situation and to outline for me 
any possibilities for raising productivity that stood out to them. 

I’m going over my time, so I’ll just mention the principal 
opportunity they found. To our meeting they brought a reprint 
of a Peter Drucker article from 1991 that talked about the 
challenges management faced trying to raise the productivity of 
knowledge and service workers. Drucker explains in the article 
how this new kind of work is fundamentally different from work 
in the past, and as long as organisations persist in managing the 
new work with their old methods, management will never know 
what its knowledge and service workers could accomplish if only 
they were managed more in alignment with human nature and 
the needs of their work. 

Looking back, I suspect that most organisations have been 
imposing century old industrial era management treatment on 
employees and their work, regardless of whether this approach 
created the best possible results. I’ll guess that many of you do 
this too? 

Why do we do this? We do it for simplicity, though we 
probably think of it as administrative efficiency, because that’s 
what we’ve always done? I mean . . . can any of us afford to 
waste 20%, 40% or more of our organisation’s human potential? 

Here’s the point. I think humaneering is the solution Drucker 
imagined for raising the productivity of knowledge and service 
workers. Based on the gains all of us have realised already, can 
there be any doubt that humaneering is opening up a whole 
new frontier for increasing workforce productivity? 

That’s what I wanted to share. Thanks again for all you who 
shared yesterday.
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Peter Drucker on workforce productivity
The CFO of X-Corp referred to Peter Drucker’s article, ‘The New 
Productivity Challenge’ (Nov-Dec 1991). It began this way:

‘The single greatest challenge facing managers in the developed 
countries of the world is to raise the productivity of knowledge 
and service workers. This challenge, which will dominate the 
management agenda for the next several decades will ultimately 
determine the competitive performance of companies. Even more 
important, it will determine the very fabric of society and the 
quality of life in every industrialised nation.’

Drucker goes on to point out that impressive productivity 
gains were achieved for production and logistics work during 
the 20th century, although by the 1990s only 20% of the 
workforce performed this type of work, down from 50% just 
30 years prior. He attributes these gains to Frederick W Taylor’s 
study and redesign of manual work for greater task efficiency, 
beginning in the 1880s. 

Taylor’s methods, with enhancements by others, continue to 
improve the productivity of manual work (see Figure 1). The task 
is known, so the work can be standardised, simplified, taught 
and controlled (ie, engineered), and doing so reduces costs. 

However, these methods have not been effective at improving 
the productivity of knowledge work. In fact, the unwitting 
application of Taylor’s methods to knowledge work generally 
reduces productivity by starving the knowledge and service 
worker of the discretion and meaning they seek from such work. 

Drucker explains that knowledge and service work begins 
with asking several questions: What is the opportunity? How can 
we maximise our creation of economic value? What constraints 
can be removed or reduced? What unessential tasks can be 
reassigned to task workers? What technology, capital and 
other supporting resources are available? Managers wanting 
to improve the productivity, quality and performance of 
knowledge and service work need only ask the people who do 

the work what support they need, and then partner with them 
to realise the desired outcomes. 

Drucker further points out that for knowledge and service 
work, the emphasis must be on effectiveness, or maximising the 
creation of economic value, rather than on efficiency, or minimising 
the consumption of resources, as is the case for production and 
logistics work. Deeper insight into this distinction is possible by 
recognising that all human work includes some manual work, for 
which the consumption of resources should be minimised, and 
some Knowledge Work, for which the economic value created (ie, 
effectiveness) should be maximised. 

Technology transfer programme
Organisations and individuals interested in learning more about 
their options for early access to humaneering should consider HTI’s 
new technology transfer capabilities for 2017. Among these are: 

•  Education and development programmes that enable unaffiliated 
(ie, freelance, independent) individuals to become licensed 
professional humaneers.

•  Satisfaction-guaranteed fixed-cost consulting support services 
that reduce unknowns coincident with evaluating any new 
technology.

•  New levels of access to knowledge concerning the development, 
content and release of humaneering to meet needs expressed by 
commercial and government organisations.

•  A position-branding initiative that signals to candidates that 
a particular job is designed and managed with humaneering 
principles and results in a distinguished level of employee 
experience (EX).

Please refer to HTI’s new website for details –  
www.HumaneeringTech.com. You will also find us on Twitter  
and Facebook at @HumaneeringTech. 

Footnote
1. To learn more about humaneering see http://eanpc.eu/insights/Focus/82 and the three-part article, Work Reconsidered: Increasing productivity 
with humaneering, which appeared in Management Services Journal in the Autumn 2014, Winter 2014, and Spring 2015 issues.
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