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A Merry Christmas and
Happy New Year to
our members
W

elcome to the Institute’s second fully online journal
and thank you for visiting the Institute’s website to
read the Journal in the new format. We have been
analysing visits to the Journal webpage and have been very
encouraged. Often a change such as this takes time to build
a following but initial results indicate it has been a success.
If you miss the printed format of the Journal, it is possible to
purchase a printed copy for a fee of £25.00 per annum. Please
email admin@ims-productivity.com if this is something you
would like to take up.
I am pleased to advise that we have a new member of IMS
Council, Mostyn Lewis, who has joined to take up a vacant
position. Mostyn is a long-standing member of our Institute;
he brings lots of experience and has been involved in
promoting the Eastern region over a number of years.
The national AGM and networking event held on 12
October 2018 at the George Hotel in Lichfield was well
received, with a wide variety of members and guest
attending. The four guest speakers at the networking event
covered a number of interesting topics, including productivity
services at the Department of Work and Pensions and Royal
Mail. The opportunities that apprenticeship reforms offer to
the Institute were also discussed. I would like to thank the
speakers for their contributions. The planning for next year’s
AGM and networking event has already started, so please
look out for details in 2019.
Our Institute has had a very good 2018, particularly
pleasing is the substantial increase in membership, largely
due to fully booked training courses throughout the year.
You will be pleased to hear that several courses are now
booked up for the beginning of 2019. Those members who
are considering applying for an upgrade may wish to consider
the Institute’s CPD Scheme launched earlier in the year. This
is a great way to record your achievements for personal
and career development. Please see the website (www.imsproductivity.com) for more details and how to get involved.
The Institute has a number of active regions across the
UK, providing members with the opportunity to network
and develop their professional knowledge. To maintain and
improve this offering, the local region boards, which are run
by volunteers, are looking for new members. This is a really
good way to get involved and help your fellow Institute

members. If you would like to find out more about these
opportunities please email admin@ims-productivity.com and
we will be in touch.
I would like to take this opportunity to wish all the
membership a happy Christmas and prosperous New Year.
Your continued support for the Institute and its activities is
greatly appreciated.
Julian Cutler
Chairman
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We supply qualified Industrial engineers, productivity analysts,
MOST®

practitioners, Lean specialists.

From us you get accurate time standards, reliable information,
practical help, specialist advice and involvement.

People on contract to supplement your teams, people to undertake
or manage productivity projects or to structure MOST® data.

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

Mostyn Lewis
welcomed to Council

W

ith the Editor’s permission, a brief communication from
the newest Council Member, having been appointed
following the AGM. You may recall my being an
election candidate last year. My background is described on the
website, so all I wanted to do here was to advise you that you
now have a London-based Council Member again, and I hope
to have the opportunity to raise the professional profile of the
IMS, particularly in encouraging the participation of former
members and others engaged in productivity-related work in
the Capital’s economy. I would be particularly interested to hear
from members in the London and Eastern region to that end,
either via the Lichfield office or to my own email: mostyn.lewis@
btopenworld.com
Mostyn Lewis FMS

WEST MIDLANDS REGION

Visit to the RSC
in Stratford

A

party from the West Midlands Region visited the
Royal Shakespeare Company (RSC) at Stratford upon
Avon, which has a whole complex of buildings on land
beside the tranquil River Avon. The land was donated by the
Victorian Stratford Brewer Charles Flower, who also financed
the building of the first theatre. Up to this time, despite William
Shakespeare’s connections with Stratford, the RSC had been
based in London.
The original Victorian Theatre completed in 1879, was
destroyed by fire in 1926 and a new Art Deco theatre was built
in the early 1930s, and in 2011 Queen Elizabeth formally opened
the theatre which has been completely redeveloped at a cost of
over £112 million. The Art Deco facade for the main entrance
area has been retained.
In addition to the main theatre is the smaller Swan Theatre.
Both the main and Swan Theatres are modelled with the
stage in the centre and the audience in tiers around the sides.
In addition, at a little distance is yet another smaller theatre
known as ‘The Other Place’ which also provides rehearsal space
for the main theatres.
We were privileged to walk across the main stage where
Shakespeare’s ‘Julius Caesar’ was the current production, and to
visit the wardrobe, scenery, technical and workshop areas. The

RSC workshops produce nearly all the costumes and artefacts
used in their plays, and launders and cleans all the costumes
between each production. When not required by the RSC, the
costumes and props are held in store and hired to other theatres
and film companies. There are about 750 staff employed by the
RSC, and the RSC is major World wide tourist attraction bringing
visitors to Stratford and is a major component of the local
economy. A very interesting visit and tour.

John Hopkinson
Chair, West Midlands Region
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IMS AGM 2018
On 12 October, the Institute of Management Services held
its Annual General Meeting at The George Hotel in Lichfield,
Members attending on the day learned about the financial
performance of the Institute and its plans for the future, as well
as being treated to a number of interesting and informative
presentations from industry and public sector productivity experts.
Chairman, Julian Cutler, opened the proceedings with
welcoming everyone to the day. “Last year was a very good year
for the IMS, with plenty of students coming through – good for
us and good for productivity,” he said.
Julian informed members that the Institute had not only
broken even financially but also achieved a small surplus.
He particularly thanked Richard Taylor from Scott-Grant, IMS
training provider, for all his hard work and that of the company.
Once the more formal business of the AGM was concluded,
there was a lively discussion concerning the future of the IMS
and how to progress and grow going forward.
Key take-away messages
• Numbers are steadily increasing
• More businesses are undertaking IMS training
• Need to find ways to reach out to young professionals

IMS Chairman, Julian Cutler formally congratulates Professor Colin
Coulson-Thomas on his election as President of the Institute.

•C
 ontinue to improve communications with members and
industry as a whole
President Colin Coulson-Thomas then spoke, thanking the
members for their unstinting loyalty and support, and offered
some suggestions to improve the IMS visibility to wider UK
business, including collaboration with overseas organisations;
making contact with universities to encourage student training
and utilising any available government funding.
“In the UK productivity is not a hot topic – why is it stagnant?,
Productivity is an issue globally and there are big changes at work
– staying up to date is a major issue. How can we use disruptive
technologies to influence productivity?,” asked Colin.
Colin also discussed the nature of professional membership
organisations – why people join and why they stay.
“There is a journey there and you need to think at each stage
of that journey, as to why people join and why people stay. And
ultimately, you need to give people reasons to stay and be active.
“After the first six months of my Presidency, I am very positive
about what we can do and how we’re poised to develop even
further. The IMS is on the upswing,” he said, “We are in a good
position for meaningful growth.”

“There are opportunities to negotiate with government
at a very high level,” Professor Colin Coulson-Thomas.
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Rachel Broughton FMS
Department of Work and Pensions
Work Study and the DWP
Rachel described the work of the work
study team at the DWP, which is small
but highly effective and productive. The
team covers all areas of the DWP and is
responsible for resourcing – their work
programme is booked up until November
2019 but changing all the time to take
account of regularly changing priorities
within the DWP. One of the next steps is
working with AI to improve forecasting
and ultimately productivity.
“We are working in an agile environment
with constantly evolving processes”

“I am very optimistic about
the future of the Institute”
Chairman, Julian Cutler.

Steven Porter FMS
Apprenticeship Reforms: Opportunities and
challenges for the IMS
There are significant changes occurring in the
sector which are presenting real opportunities
for the IMS to take advantage of, including
changes in the educational structure and
apprenticeships, Steven told attendees.
“Currently, the IMS qualifications sit
outside the apprenticeships – and it would
be advantageous to the Institute of the IMS
qualification sat within the apprenticeship
framework, then employers could draw down
on the levy for the IMS qualification and this
would help develop management services,”
Steven suggested.
“If the IMS sits to one side and is not
engaged with apprenticeships, other
professional organisations will jump in We
need to be recognised in the professional
sphere and ensure that a productivity
trailblazer group is representative, and that
IMS is a member from early on.”

Graham Baker MMS
Royal Mail
Work Measurement and
Productivity Improvement aided
by IMS training
“What we do drives efficiency and
profits are up and costs down,”
Graham told AGM attendees,
describing the setup of his team
at Royal Mail, which monitors the
productivity of all aspects of the
Royal Mail for both business and
the public.
“We mainly focus on
productivity improvement –
increasing and maintaining
standards. The key thing is to
keep monitoring and measuring
productivity – jump on what is
working and what’s not.”

The Board of the Institute of
Management Services at the 2018 AGM.
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Stagnant productivity
in Scottish economy

A

ccording to a recent study by the independent
think tank The David Hume Institute, Scotland’s
productivity levels are ‘broadly stagnant’ and
lagging behind many other European countries.
The Institute concludes that a concerted effort is required
if living standards are to improve, as little progress has
been made towards Scottish government targets to
improve productivity.
The institute’s Wealth of the Nation report focused
on a key economic challenge facing Scotland – how to
boost productivity. It found that for more than a decade,
Scotland’s productivity growth has all but stalled, despite
a well-educated workforce. That has meant there has been

no significant rise in wages.
Institute director Jane-Frances Kelly said: “We are not
the first country to face this challenge but, as our research
shows, politicians and policymakers need to get their act
together and make choices guided by evidence. Failing to
do this will put the Scottish economy at risk”.
The study stresses that political parties, businesses
and trade unions must work much more closely to find
evidence-based, workable solutions.
The full report can be seen at: https://www.
davidhumeinstitute.com/past/2018/9/7/productivityresearch-launch-wealth-of-the-nation

Becoming an age
friendly employer

A

s many as one in seven older workers think their age
has cost them a job, a new survey from Business in the
Community (BITC) and the Centre for Ageing Better UK
has revealed.
The Becoming an Age Friendly Employer report included a
YouGov poll of more than 1100 employees over the age of 50,
which found one in seven (14%) believed they had been turned
down for a job due to their age.
It was also found that 18% of older workers had hidden or
considered hiding their age in job applications. In the UK, almost
one in three workers are aged 50 and over and it is forecast that
one million more over-50s will enter the workforce between 2018
and 2025.
Almost half (46%) of BITC survey respondents said they
thought their age would be a disadvantage in applying for a job,
and one in four (27%) had been put off applying because the
roles sounded as though they were aimed at younger workers.

The report findings highlight that employers need to look at
their HR processes to ensure that recruitment and promotion
opportunities are open to all irrespective of age. Age can bring
with it additional skills and experience that can be an asset to
employers.
The full report can be seen at: https://www.ageing-better.org.
uk/sites/default/files/2018-09/Becoming-age-friendly-employer.pdf
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New Zealand low emissions economy

N

ew Zealand needs to generate up to 65% more electricity
in the next 30 years as the economy transitions away from
fossil fuels.
The Productivity Commission, in its final low-emissions economy
report, says electrification across the economy, specifically in
transport and process heat, means electricity generation needs to
increase by between 45% and 65% by 2050.
The purpose of the report is to advise on how New Zealand can
best make the transition to a low emissions economy, while at the
same time continuing to grow incomes and wellbeing.
While the Commission says additional demand will likely be
met by a mix of renewables – hydro, wind, geothermal and
solar – it can’t say exactly what this mix will look like and how
wholesale electricity prices will be affected.

Four day working week

T

he Trades Union Congress (TUC) indicates in its new
report Future of Work that a four-day working
week could become a reality this century. Referring
to the report at the annual Trade Union Congress held in
Manchester, the general secretary Frances O’Grady called for
firms to use technology to help improve the lives of workers
and cut the number of hours they spend working. However,
the union also concedes that it may take government

“In the most favourable scenarios, prices fall; while in other
scenarios, they rise,” the Commission says.
All the scenarios it considered involve substantial increases in
wind and geothermal generation, modest additional investments
in hydro and a modest-to-moderate increase in solar generation.
The full report can be seen at: https://bit.ly/2CX3kbM

intervention for this to happen.
Government and business estimate that new technologies
could boost UK GDP by at least £200bn in the next decade.
But most UK workers (51%) expect that the benefits of new
technology will be hoarded by managers and shareholders,
rather than shared fairly between managers, shareholders
and ordinary workers (34%).
The TUC says that the government must act now to make
sure workers share in these gains, by raising workers’ living
standards and giving them more control at work.
Currently, full time workers in the UK work some of the
longest hours in the EU, behind only Austria and Greece, and
they undertake some £32 billion worth of unpaid overtime.
New analysis in the report shows that the number of people
working all seven days of the week has now reached more
than 1.4 million.
Reducing working time is a way to share the gains of
increased prosperity. Eight in ten workers (81%) want to
reduce working time in the future – with 45% of workers
opting for a four-day working week, without loss of pay, as
new tech makes work more efficient. The TUC says the UK
should consider how to move to a four-day week over the
course of this century.
The Full TUC report can be seen at: https://www.tuc.org.uk/
sites/default/files/FutureofWorkReport1.pdf

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

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

Solving the UK’s
productivity puzzle
A

new McKinsey study ‘Solving the UK’s productivity
puzzle in the digital age’ seeks to address the reasons
why the United Kingdom experiences chronically
low productivity and what can be done to use technology to

improve its performance. In the report the authors argue that
‘Britain stands out as one of the worst productivity performers
among its peers’. They indicate that there are four reasons for
the weakness since the economic crisis: ‘boom and bust’ in the
financial sector, the strength of employment growth, weak
investment and uneven ‘digitisation’. The report claims that
the UK is operating at only 17% of its digitisation potential,
indicating the vast scope for improvement.
The report describes how declining labour productivity
growth characterised many advanced economies after a
boom in the 1960s, and how since the mid-2000s that decline
has accelerated. Against this backdrop, the United Kingdom
stands out as one of the worst performers among its peers,
with its level of productivity persistently ranked toward the
bottom of other advanced economies.
The authors argue that boosting productivity is important
for all advanced economies as they navigate potential
economic headwinds, such as an ageing population and an
ongoing shift to low-productivity services, but particularly for
the United Kingdom, with an uncertain outlook for trade and
investment after Brexit.
The report identifies the key reasons for the United
Kingdom’s recent weak performance. It suggests that four
factors – financial sector boom and bust, employment growth,
investment decline, and uneven digitisation, are the prime
reasons for the UK’s poor productivity.
It is indicated for the UK that to improve productivity
levels it will require policymakers and businesses to take
decisive action in key areas. These include skill building for
the existing and future workforce and managers; accelerating
adoption of digital technologies through better information,
access to finance, collaborations, and a favourable policy
environment; and promoting additional investment and
exports.
The full McKinsey report can be seen at: https://mck.
co/2AmPJY4
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BOOK REVIEW

Title: The Power of a Positive Team
Author: Jon Gordon
Publisher: John Wiley & Sons (2018)
ISBN: 10: 1119430240
Pages: 159
Jon Gordon has produced a book that draws upon his own
experiences and active involvement from working with some
of the most successful teams in the world. His unique team
building experiences are brought together in this book to
provide both a framework and a comprehensive guide that
will enable the reader to empower the teams in their own
organisations.
The basis of the book is the fact that no one creates success
alone, we all need a team to be successful.
The book will assist the reader in avoiding the common
pitfalls that so often cause teams to fail, these include
selfishness, inconsistency, complacency and unaccountability.
The book is written in a style that is designed to assist the
reader to grasp and fully understand the requirements for both
leading and being part of successful teams. This is achieved
by giving examples from his experiences with various teams,
businesses and organisations that enabled those teams to move
into a positive mind-set and set of behaviours and in so doing,
the teams became more successful.
The theme of the book is to be positive and to realise that
people working together as a team can create something
special. In the book, the author effectively puts across the
concept of positive thinking and the need for successful teams
to work together and in so doing achieve their full potential.
The book is an invaluable resource and guide that will enable
team leaders to build effective and successful teams. It will
equally be a resource that will enable all team members to
realise that their input is essential to the success of the team.

Title: Extraordinary Influence
Author: Dr Tim Irwin
Publisher: John Wiley & Sons (2018)
ISBN: 10: 1119464420
Pages: 196
Leadership is all about people and in this book, Tim Irwin
outlines a powerful approach to motivating others that
would transform the business world. The author, in a
structured way, explains how we can all bring out the best
in others and ignite in them feelings of intense motivation.
Most organisations provide feedback to employees
using performance appraisals which often demotivate
people who home in on the negativity of the appraisal
process. The author explores new research which indicates
that affirmation is a more effective way of motivating
employees. The book explains that we must establish
an approach to employees that serves to align the
organisation’s mission with the individual’s own goals in
life. The author terms this ‘Alliance Feedback’.
The author’s guidance on how we should treat others is
thorough and well researched. He rightly indicates that it’s
important how we treat people and use of the right words
to an employee in order to greatly encourage and motivate
them. Equally, the wrong words can make the employee
feel worthless and as such, they are demotivated.
Every manager will have staff who have a great need to
change and become more effective. In reading this book,
you will become aware of how to assist these employees to
change and become motivated and efficient.
The main message of the book is that all of us have an
incredible opportunity to influence others and to motivate
them to achieve great things. This book is a must read for
any manager who wishes to become an inspiring leader
who brings out the best in his team.
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Russell Currie Memorial
Fund 50th Anniversary
1968-2018
The Russell Currie Memorial Fund is celebrating its 50th Anniversary in 2018.

T

he Trust Fund was established on 1 March 1968, following
the death of Russell Mackenzie Currie CBE, to mark and
continue the outstanding contribution he had made in the
field of work study and productivity improvement. The original
trustees were Hugh Gordon Currie, Joseph Escott Faraday, Phillip
John Butcher, Sidney James Noel-Brown and Edward Alfred King.
The Institute of Management Services launched an appeal for
funds under the patronage of Earl Mountbatten of Burma. This
proved successful and has funded the activity of the Russell Currie
Memorial Trust ever since, ensuring that the Trust could fulfil its
objectives of the education of persons in the techniques of work
study and productivity improvement.
To mark the 50th anniversary the trustees have commissioned
the production in digital format of the book written by Russell

titled Work Study which remains the standard work on the
subject. The fund trustees are grateful for the support of Russell’s
grandchildren who gave permission to produce the book in
digital format.
In 2017, the Fund organised and paid to have the book Work
Measurement written by Dennis Whitmore converted to digital
format. By converting these two books to digital format the
fund trustees have ensured they are freely available to future
generations.
Russell Mackenzie Currie was one of the early pioneers of
management services, credited with having first used the term
work study.
He was born in Glasgow in 1902, the seventh child of John and
Rachel Currie (John Currie was a cotton yarn merchant). After

Management Services
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It is a testimony to the standing
of Russell Currie that the
Russell Currie Memorial Fund
has continued his work over
the past 50 years.
his education at Kelvinside Academy, Glasgow; Fettes College,
Edinburgh; and at the Royal Technical College, Glasgow, he
became an engineer with the Lukwah Tea Company of Assam
where he stayed from 1924 to 26. He then went on to be assistant
distribution engineer at the Shanghai Waterworks Company,
rising to engineer-in-chief by 1942. He was technical adviser to
the Far Eastern Empire Group Conference in 1940; undertook a
special mission to Washington on supplies to the Far Eastern war
theatre in 1941; he was interned by the Japanese in Shanghai
from 1941 to 42 but was exchanged for a Japanese prisoner
captured in Africa. Currie then joined Associated Industrial
Consultants and played a part in reorganising companies (mostly
shipyards) for war production. Immediately after the cessation
of hostilities in 1945, at the request of the UK government, he
returned to Shanghai for six months and helped restore the local
water supply.
Perhaps his most important role was at Imperial Chemical
Industries (ICI), where in 1947, as senior assistant technical
director, he developed what became known as work study.
Currie’s success in this role provided the foundation for his wider
professional achievements.
The techniques of work study are important; but just as
important, however, is that Russell Currie fostered their fair and
proper use with the full force of his enormous enthusiasm and
persuasive personality. He insisted on applying all techniques with
integrity and honesty, and he managed to restore and revitalise
approaches which had become suspect due to misuse and neglect.
Where necessary, he developed and adopted new techniques to
form a complete ‘kitbag’.
Underlying all that he did was a strong pride in ICI and a firm
conviction that the company should lead the way to national

13

prosperity. He ‘sold’ the concept of work study on the strength of
ICI’s own financial performance, citing it as an example of what
happens when modern approaches to performance improvement
are systematically applied.
In 1957 Earl Mountbatten, First Sea Lord of the Royal Navy
sought Currie’s assistance in setting up a Naval School of Work
Study. Currie also assisted the British Army and Royal Air Force in
setting up similar establishments. He also advised governmental
departments, some of the nationalised industries, some trade
unions, and many sections of private industry. Wherever
necessary, he helped them establish their own work study
organisations. His great work in this respect was recognised when
he was awarded a CBE in 1957.
Overseas, his enthusiasm infected ICI’s subsidiaries and spread
beyond them in their respective countries. As a consequence, he
was invited to introduce work study and national productivity
campaigns in India and Canada. He also became the first
president of the European Work Study Federation, as well as
having been the first president of the British Institute of Work
Study (which became the Institute of Management Services).
The Trust has the simple, fundamental aim of ‘supporting
productivity promotion and improvement. It is appropriate that
the Trust has marked its 50th Anniversary by making available in
electronic format Russell’s book Work Study.
The book on work study is a foundational book covering the
concepts of productivity improvement. It was first published in
1959 with the last printed edition in 1977. The book is still highly
relevant today when the need for improving productivity is a high
priority.
Although Currie never claimed any great originality for
the techniques he advocates in his book, he was enormously
successful in persuading others to adopt them.
It is a testimony to the standing of Russell Currie that the Russell
Currie Memorial Fund has continued his work over the past 50
years, with the object of supporting the professional development
of individuals engaged in productivity improvement in both
Britain and overseas.
It is hoped that making the book Work Study available
in electronic format will inspire a whole new generation of
productivity practitioners and industrial engineers.
David Blanchflower, Chairman
Russell Currie Memorial Fund

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

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

Check out the details in www.scott-grant.co.uk/study-productivity
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Medical Tourism:
Sun, Sea and Treatment

A service growing at an exponential rate is medical tourism (MT). This is where
people have their medical condition treated or elective procedure carried out
overseas – for example, an English person having cataracts removed in India
instead of in a British public or private hospital. So what are the benefits, the
risks, and the logistical issues? Dr David Parker investigates.

T

he underlying reasons for this growth service industry is
fascinating and complex – and is not just about getting a
cheaper medical service when convenient to the patient.
The resulting growth in numerous medical service agencies is
simultaneously growing; with specialist providers developing
brand identity and reputations associated with particular
countries and medical conditions. Such providers must adhere
to a range of high standards and be able to cope with unique
patient needs. Moreover, in addition to organising special
travel needs, many agents act as liaison between hospital and
patient, manage after-care, and supply or arrange longer-term
convalescence. While offerings are unique and specialised,

undoubtedly there are risks associated with the service – that
would not be found in other types of travel agency.
The reason that patients from developed countries travel
to other regions of the world, is often to have treatment at a
much lower cost. But more often the patient has other reasons,
including being able to dictate when the procedure is to be
carried out, in a location that would allow convalescence
in a country of choice (with a favourable climate), and to
a particular hospital or clinic that specializes in a condition
or procedure (say, hip replacement, cataracts, or cosmetic
surgery).
Medical tourism differs from the traditional model of
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Figure 1 Median waiting time by Australia’s States for elective surgery

international medical travel where patients generally journey
from less developed nations to major medical centres in
developed countries – invariably treatment that is unavailable
in their own communities. Now, such services typically sought
by travellers include elective procedures as well as complex
specialised surgeries – such as joint replacement (knees and
hips being particularly popular), cardiac surgery, dental surgery,
and of course, elective cosmetic surgeries. Virtually every type
of health care, including psychiatry, convalescent care, and
even burial services are available. Appendix 1(1) shows a small
sample of the countries involved and the services available.
Undoubtedly, one reason for medical tourism is the growth
in ageing populations around the world – particularly in
developed countries- and also the growing dissatisfaction in
National Health Service provision, either the increasing costs
or lengthy waiting times. As populations around the world live
longer, medical tourism will become ever more in demand.
Among the countries currently classified by the United
Nations as more developed, the overall median age is expected
to rise from 37.5 in 2017, to a forecasted 45.5 by 2050. The
corresponding figures for the world as a whole are 26.9 to
37.8 in 2050. Interestingly, in Japan, one of the world’s fastest
ageing countries, by 2025 it is forecast there will be 0.59
people under 20 years of age for every person over 65.
Population ageing arises from two (possibly related)
demographic effects: increasing longevity and declining
fertility. Of these two factors, it is declining fertility that is the

largest contributor to population ageing in the world today.
More specifically, it is the large decline in the overall fertility
rate over the last half century that is primarily responsible for
the population ageing in the world’s most developed countries.
The World Health Organization’s studies provide the needed
health and well-being evidence, including, for example the
World Health Survey, and the Study on Global Ageing and
Adult Health. These surveys cover 308,000 respondents aged
18+ years and 81,000 aged 50+ years from 70 countries.
Some 2 billion people will be aged 60 and older by 2050. This
represents both challenges and opportunities for healthcare
services. A major study published by the United Nations has
warned that the growing numbers of the elderly presented
significant challenges to welfare, pension and health care
systems in both developing and developed nations. The size
of the elderly population is expected to swell by 200 million
within 10 years past the one billion mark and soar to two
billion by 2050. The number of centenarians in the world is
projected to increase from fewer than 316,700 in 2015 to 3.2
million in 2050. Japan will have an older population of more
than 30 per cent. By 2050, sixty-four countries are expected to
reach a similar proportion; including Britain and Australia.

Economic growth
Against this background, it is of little surprise that medical
tourism (MT) is growing; and has the potential to be one of
the largest contributors to GDP for many developing countries.
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“The reason that patients from
developed countries travel to
other regions of the world, is
often to have treatment at a
much lower cost.”
Lengthy waiting times is the leading factor for medical tourism
from the UK, whereas in Australia and the US, the main reason
is less cost. Many procedures cost a fraction of the price they
do in the First World. For example a liver transplant that costs
US$300,000 in America costs about US$91,000 in Taiwan.
Another attraction is convenience and speed. Countries that
have public healthcare systems are invariably in such demand
that it can take considerable time to have non-urgent or
elective procedures. Using Canada as an example, an estimated
790,000 Canadians spent time on medical waiting lists in 2015,
waiting an average of 9.7 weeks. Canada has set waiting-time
benchmarks, eg 26 weeks for a hip replacement and 16 weeks
for cataract surgery. In Australia, the average wait in the public
health sector for elective surgery differs from region to region
and by particular procedure – see Figures 1 and 2.
Medical tourists derive from a variety of locations including
Europe, the Middle East, Japan, the United States, and Canada.
A forecast by Deloitte Consulting projected that medical

tourism originating in the US could jump by a factor of ten
over the next decade. An estimated 750,000 Americans went
abroad for health care in 2013, and the report estimates that
1.5 million would seek health care outside the US in 2018;
increasing by a multiplier every ten years of 1.3. The growth
in medical tourism has the potential to cost US health care
providers billions of dollars in lost revenue.
Harvard Business School published that ‘medical tourism
is promoted much more heavily in the United Kingdom and
across the EU than in the United States’. However, demand
could very easily grow as the US dollar gets stronger – given
that older people have greater disposable funds. As such,
growth in demand can be correlated with the upward
movement of the comparative strength of a country’s exchange
rate.
Additionally, in some countries, insurance either does not
cover orthopaedic surgery (such as knee and hip replacement)
or has limits over choice of the facility, surgeon, or prosthetics
to be used. Consequently, knee and hip replacements have
emerged as one of the more widely accepted procedures
because of the lower cost and minimal difficulties associated
with the travelling to-from the surgery.
Popular medical travel worldwide destinations include:
Argentina, Brunei, Cuba, Colombia, Costa Rica, Hong Kong,
Hungary, India, Jordan, Lithuania, Malaysia, The Philippines,
Singapore, South Africa, Thailand, Saudi Arabia, UAE, South
Korea, Tunisia, Ukraine, and New Zealand. Popular cosmetic
surgery travel (not necessarily associated with older people)
destinations include: Argentina, Bolivia, Brazil, Colombia,
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Costa Rica, Cuba, Mexico, Turkey, Thailand and Ukraine. In
South America, countries such as Argentina, Bolivia, Brazil
and Colombia lead on plastic surgery. South Africa is taking
the term medical tourism very literally by promoting their
medical safaris. A specialised aspect is reproductive tourism and
reproductive outsourcing, which is the practice of travelling
abroad to undergo in-vitro fertilization, surrogate pregnancy
and other assisted reproductive treatments including freezing
embryos for retro-production. However, perceptions of medical
tourism are not always positive. In the US, Australia and the UK
which have high standards of quality, medical tourism is viewed
as high risk. In some parts of the world, wider political stability
influences where medical tourists choose to seek health care.

Service innovation
One innovative organization has pioneered a medical cruise
liner that incorporates a luxury cruise to exotic locations with a
range of medical procedures that can be carried out while on
the trip. (Some operations are only carried out while the ship is
docked!) The most prominent of health tourism providers have
developed as intermediaries to unite potential medical tourists
with provider hospitals and other organizations in countries
that otherwise would only see holiday visitors. Companies
that focus on medical-value-travel typically provide nurse case
managers to assist patients with pre- and post-travel medical
issues. They also help provide resources for follow-up care
upon the patient’s return.
What then are the considerations that a health tourism
provider must consider? Needless to say, language is a barrier
that must be considered. Moreover, when things go wrong;
what are the laws (of which country) that cover the situation?
How does it all work?
Typically, the person seeking medical treatment abroad
contacts a medical tourism provider via the internet or agent
located in their major city. The provider usually requires
the patient to provide a medical report, their local doctor’s
opinion, medical history, diagnosis, and may request additional
information. Certified physicians or consultants then advise on
the medical treatment. The approximate expenditure, choice of
hospitals, location, and duration of stay is then discussed. After
signing consent bonds and agreements, the patient is given
recommendation letters for a medical visa from the country’s
embassy. (Note that embassies are now becoming very familiar
with such requests and can expedite visas much faster than
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“Services typically sought
by travellers include elective
procedures as well as complex
specialised surgeries, such as joint
replacement, cardiac surgery,
dental surgery, and of course,
elective cosmetic surgeries.”
normal holiday visits) The patient travels to the country where
the medical provider assigns a case executive, who takes care
of the patient’s accommodation, treatment and any other care.
Once the treatment is completed, the patient can remain in the
tourist destination or return home.
It is invariably argued that medical tourism carries risks than
that in locally-provided care. Some countries, such as India,
South Africa, or Thailand have very different infectious diseaserelated epidemiology to that in Europe and North America.
Clearly, the northern hemisphere is different from the southern
hemisphere with regards to climate and related hygiene issues.
Exposure to diseases without having built up natural immunity
can be a hazard for weakened individuals, specifically with
respect to gastrointestinal diseases (eg Hepatitis A, amoebic
dysentery, paratyphoid) which could weaken progress and
expose the patient to mosquito-transmitted diseases, influenza,
and tuberculosis.
The quality of post-operative care can vary dramatically,
depending on the hospital and country, and may be different
from US, Australian or European standards. Also, travelling
long distances soon after surgery can increase the risk of
complications. Long-haul flights and decreased mobility could
cause deep vein thrombosis and potentially a pulmonary
embolism. Other vacation activities can be problematic as well
— for example, scars may become darker and more noticeable
if they sunburn while healing.
However, overseas organizations may lack adequate
complaints policies to deal appropriately and fairly with
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complaints made by dissatisfied patients. Differences in
healthcare provider standards around the world have
been recognised by the World Health Organization, and
consequently launched the World Alliance for Patient Safety.
This body assists hospitals and government around the world
in setting patient safety policy and practices that can become
particularly relevant when providing medical tourism services.
For example, if there are complications, the patient may need
to stay in the foreign country for longer than planned; or if
they have returned home, they may not have easy and speedy
access for further care.
Such issues and risks, together with supplying additional
support to medical tourism service providers, is offered
by The Medical Tourism Association (MTA) – a global nonprofit association for the Medical Tourism and International
Patient Industry. The MTA works with healthcare providers,
governments, insurance companies, employers and other buyers
of healthcare in their medical tourism, international patient,
and healthcare initiatives. The MTA has a ‘focus in supporting
the highest quality transparent healthcare’. The MTA has three
tenets: Transparency in Quality and Pricing, Communication,
and Education. It is important to have transparency in pricing
so patients travelling overseas can be sure of what they are
receiving without hidden costs or unforeseen expenses. Clearly,
such communication is the key to success, particularly with
respect to ensuring positive patient outcomes.

Medical insurance
As insurance companies continue to incorporate global
healthcare and medical tourism options into their benefit plans,
domestic healthcare providers are required to treat patients for
aftercare when patients return to their home country.
Originally known as Newcastle Industrial Benefits fund,
and now shortened to NIB, the company is internationally
recognized as one of the largest health insurance providers.
Here in Australia, healthcare sector is undergoing a massive
shake-up, with insurer NIB supplying offshore surgical packages
to Australians who want the cheaper prices offered by Asian
medical services – but with guarantees for safety and quality
(underwritten by NIB).
In a major departure from its historical business model, NIB
has launched ‘NIB Options’ in a bid to capitalize on a growing
demand for medical tourism. NIB has stated in its publicity
material, that medical tourism is estimated to be a $100 billion
industry, growing at a rate of 20 per cent to 30 per cent a year.
NIB draws on a University of Sydney researcher who puts the
value of cosmetic surgery performed on Australians overseas
at $300 million a year. “People are increasingly travelling
across international borders for healthcare, worldwide,” Mr
Fitzgibbon, NIB managing director, said. “We’re building
a medical travel business. We don’t like to use the word
‘tourism;’ we think that has the wrong connotations. We will
provide people with the opportunity to relax and recuperate
in a nice resort, maybe, but it’s not a holiday.” Moreover, “We
quality assure it,” Mr Fitzgibbon said. “If there is a problem,
we will get you back here and take care of it.” NIB sells more
than 1000 medical travel products to Australians annually, at
an average price of $8000.
There is also a view held that China will ultimately outsource
its own healthcare, predicting that China’s emerging middle
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class would only be able to access the type of services they
wanted offshore. The Australian market might be the start for
NIB, but eventually it sees a future of selling medical travel
products to the Chinese, (who might have their healthcare
handled in India, for example).
Taking a more jaundiced perspective of medical tourism, the
Australian Medical Association has expressed concern about
NIB’s plans, stating that in some Asian countries there was a
significant variation in the quality of services. Australia’s dentists
have hit back at NIB for entering the lucrative medical tourism
market, claiming that it would be impossible for an insurer to
guarantee the quality of any work done outside of Australia.
“We have a very high level of regulation in Australia to
ensure safety and we also have rules about security of the
workforce and those elements aren’t there in most Asian
countries,” Karen Alexander said. “Dentistry is rarely a one-off
operation, but instead requires ongoing consultation, and that
requires an individual dentist who knows an individual and
what their issues are. Any work done overseas can’t really be
followed up anywhere in Australia.” She said the sort of dental
work that Australians went to Asia for was generally high-end
operations such as crown work or implants. “What worries us
about having health funds try to provide some sort of quality
assurance measures is just how independent they would be? If
they employ someone to check out Asian dentists, would that
person be fully independent or would they be paid for by the
health fund?” It has stated.
An insightful review of medical tourism has been released
by the OECD (see http://www.oecd.org/document/48/0). The
publication ‘Medical Tourism: Treatments, Markets and Health
System Implications: A scoping review,’ takes a researchbased view of the current situation and speculates on future
developments. Despite the high-profile media interest and
coverage, there is a lack of hard research evidence on the role
and impact of medical tourism for OECD countries. Medical
tourism introduces a range of attendant risks and opportunities
for patients; and the review details what is currently known
about the flow of medical tourists between countries and
discusses the interaction of the demand for, and supply of
medical tourism services.
What is evident, however, is that demand for medical
tourism is increasing exponentially at a staggering rate. For
any organization developing medical services to the global
market, there are factors that must be weighed-up against
the attendant risks. But clearly for those currently supplying
MT, the risks do not outweigh the financial reward. Is MT
an international business that reflects globalization and
entrepreneurship, or is it one disruptive initiative too far? Is
commoditisation of healthcare services inevitable?
(1). Appendix 1 available from the editor:
editorial@msjournal.org.uk
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It’s the
System, Stupid
Dr John Chamberlin – founding member of The Seddonistas.
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araphrasing this famous (mis-)quote from Bill Clinton,
‘It’s the economy, stupid’ (the ‘It’s’ was added to the
originally intended phrase), it has become widely
adapted for other purposes, including some systems-thinking
advocates. One of these is Professor John Seddon who
has been running the internationally successful Vanguard
Consulting for some decades. I have been following Seddon’s
work with interest that has become unashamed advocacy
myself since I was first pointed in his direction by Dr Joe
Marshall, a highly respected colleague at the university where
I worked.
Back in 2003 Joe came to me with a new book he’d just
bought – John Seddon’s Freedom from Command and
Control1 – saying, ‘You must read this’ and implying that
a lot of what we then taught would need rethinking. He
was right, it did. Being less well-off, and, OK, cheeky (some
might say entrepreneurial – if only the French had a word for
that... ?), I contacted Vanguard and blagged a copy on the
basis of adding it to my students’ reading lists. Which I did,
and kept doing so for the next ten years. I also subscribed to
Vanguard’s regular ‘Newsletter’2 and have done so ever since.
I emphasise at the outset, should anyone be concerned
about any apparent conflict of interest, there is none, nor
is it a sales pitch. I’ve simply been positively influenced very
strongly by the soundness of Seddon’s thinking and the
Vanguard Method over the decade and a half since first
reading that book, and since then I’ve read every subsequent
one he’s written, plus others on the same themes by such
éminence grise systems influencers as Russell Ackoff, Simon
Caulkin, Richard Davis, and (Ed’s) Richard Middleton and
Charlotte Pell3.
After a while we made Seddon a Visiting Professor of our
uni’s Business School, and he was so popular with the students
as a visiting speaker that, other than Melvyn Bragg, he was
the only one for whom the audience was so big he filled the
auditorium such that an additional theatre had to be laid on
next door via CCTV.
However, this popularity did not extend quite so fully to
the school’s and uni’s senior management, especially when
in his inaugural professorial lecture Seddon referred to the
‘MBA’ qualification as ‘Must be Avoided’, which as one might
imagine brought some wry smiles from the top brass in the
audience. Basically, he challenged their ‘thinking’, which of
course in any so-called learning institution of that kind is a
constant requirement; otherwise, how else do science and
learning progress? Think Copernicus v Ptolemy, or Galileo
v the clergy – it’s not always the best way to make friends.
The snag is, as Tribus (1989) said, ‘[management] question
everything except their own theory of management4.’
However, Seddon’s work gained respect with us, to such an
extent that a small and loyal following formed, affectionately
known as ‘The Seddonistas’.

your thinking, you’ll never change the behaviour. You can talk
about ‘performance’ all you like, but when it comes down
to it the only thing you have is behaviour – ie what people
actually do, at work – albeit against an objective, or set of
objectives. And no, I did not say ‘target’! If you want to learn
what’s wrong with targets, try this three minute video5, and
then venture forth around the links underneath it.
Where my own thinking faltered to begin with, especially
in one of Seddon’s early guest speaker visits, was when he
started by saying, ‘You need to start with “Check”,’ because it
took me a while to realise he was referring to the ‘Check’ (or
‘Study’) phase of W. E. Deming’s6 ‘Plan-Do-Check-Act’ model
from the 1980s. My concern was not that I didn’t understand
where it came from, but that anyone in the audience who
was not familiar with Deming, or more specifically this model
– highly likely, given the spread of students and the nature of
their studies, not all being ‘business-related’ – would miss this
point, and therefore everything that followed might be less
meaningful. He was right though, of course. That is where to
start; by ‘studying how the work works’.
Some readers might recall that I referred to this model in
the Winter 2017 issue of Management Services Journal7, see
Figure 1:
If you want to change someone’s thinking, at least in
such a way that it’s likely to stay changed, you first need to
engage their curiosity. The way Vanguard seems to do this
is by insisting that the senior people – ie those at the very
top – take part in the initial ‘Check’ (see Figure 2) stage of
any intervention they agree to make. In other words, they
are required to join Vanguard’s people as they look at what
actually happens to the service demands placed on their
own organisation. And Vanguard have high standards in this
regard, in that if those MDs, CEOs, and so on, will not engage
with this initial stage of the intervention process – ie they
think it’s beneath them and attempt to delegate it to some
junior manager – then Seddon’s people will walk away. They
won’t take the money.

Change your thinking
One of Seddon’s main aphorisms is that, ‘It’s a thinking
thing!’ And he’s right, it is. If you don’t manage to change
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Figure 1: Deming’s P-D-C-A Cycle
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Figure 2: The purpose of ‘Check’.
Source: See App. 1, ‘A short note on Lean’.

I confess to some bias here, because in my years in senior
management I was regularly out on (and driving) the big vans,
pole-erection units and elevating platforms, climbing up poles
and going down holes, etc. As a consequence, I was seeing
stuff that many of my senior manager peers and colleagues –
who almost invariably got their ‘information’ from their own
spreadsheets and the somewhat sanitised ‘upward feedback’
– never saw, and it was far more informative. Also, it was
actually more fun. When you ‘be there’ , with, and talk to the
people who actually do the work, while they’re doing it (or
in many cases, trying to), you’ll see the systemic things that
put obstacles in their way as they genuinely try to satisfy your
customers’/clients’ needs. These are the systems within your
purview – even if you haven’t actually designed them – and
that therefore contain these obstacles to success that you
have created, so by definition they are the problems it’s your
responsibility to solve. Just as, at the time, it was mine.

The cost of con-conformance
What you will learn – ie you’ll ‘get knowledge’ on – is the
nature of the demand being placed on your organisation;
and, as Seddon points out very clearly in his model for ‘Check’
(see Figure 3), this is ‘what matters’ to your customers. The
‘T + F’ on the model stand for the ‘Type’ and ‘Frequency’ of
demand; in other words, what is the range or variety of the
demand coming in at your front end, and how often do each
of these distinct demands occur? Which are ‘predictable’, and
which are ‘special causes’9, etc.
One of the very early learnings from this process will be
that this demand can be split into two different categories:
‘Value Demand’ and ‘Failure Demand’ – see Figure 4:
This can be a real eye-opener, especially for those senior
people who, I would suggest, rarely venture ‘out into the

Figure 3: The Vanguard model for ‘Check’.

sticks’ of their own organisation(s) to see for themselves
what happens on their own front line10. For example, in one
study I was involved with when a large local authority was
struggling to deal with change, some of its own managers
were studying (ie doing ‘Check’, because we’d shown them)
on the nature of demand coming into their own call centre
– although, somewhat cosmetically, the Council didn’t call
it that. When they were feeding this back to the team of
‘consultants’ (from a major company in this field) who were
supposed to be supporting this improvement initiative, one
of these young managers showed evidence that 100% of his
observations through the day in question had been failure
demand. In other words, the member of staff at the station
being observed had spent the whole day dealing with calls
from customers who were calling back because the Council
had either, failed to do something, or failed to do something
right; ie in just this one example, a whole ‘man day’ had been
wasted doing work that need not have been required if only
the Council had done what it had promised to do, or done it
right, the first time. (NB The real sadness in this specific case
was that these ‘consultants’ totally dismissed these findings
as not relevant – when it should have hit them like a car crash
– because it didn’t ‘fit’ with their thinking and they’d already
decided their ‘solution’. Oops.)
And remember, you’re paying for all this waste; it’s what
Phil Crosby11 defined as the ‘cost of (poor) quality’, or ‘the
price of non-conformance,’ and what Lisa Albitz12 linked to
the context of business process improvement when she wrote,
‘Business processes, because of their unfocused evolution,
contain enormous amounts of cost of non-conformance,
around and above 50%!’
To come back to the point, it’s the system! However, instead
of being seen as opportunities to straighten things out in the
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Figure 4: The ‘two types’ of demand.

organisation, ‘the system’ is often seen as an excuse to hide
behind.
For example, we’ve recently moved house to a new
property and only accidentally discovered that some of our
communications with the developer on so-called ‘snagging’
issues had been getting lost, partly because we (ie the
‘customer’) had been using the wrong email address. This was
because I (I’ll fess up here) had missed the ‘donotreply’ part in
the sender’s email address, so I tried to give some constructive
feedback:
‘It seems our original and follow-up emails (21st May and
1st June) were not received by [your] ‘Customer Service’
because they’d been sent to the wrong email address, eg
customerservicedonotreply@developer.co.uk, whereas the
email address should have been: [area]customercare@
developer.co.uk.
However, when one reads your ‘Technician Visit’ letter, it
is only natural and normal practice to click on ‘Reply’ – even
if only to acknowledge receipt – and then ‘Customer Service’
comes up in the ‘To’ box, suggesting this is a valid email
address.
I realise these emails are ‘automated’, but I think this is a
systemic issue that [developer name] should look at from a
customer’s perspective; eg it would make much more sense if
they were sent from the email address to which a customer
would need to reply, and not one to which one cannot reply?’
The email reply I received from their ‘Customer Service
Manager’ was rather brief (verbatim), and disappointing:
‘I am pretty sure we have looked at this not long after
the operating system went live, and we were unable to [sic]
change.’
So, that’s it then, let’s blame ‘the system’, because that’s
outside of our control and therefore we can’t do anything
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Figure 5: What is management’s role?

about it. Wrong!
Management designs ‘the system’, so it is management’s
responsibility to change it! Customers, clients, and the
company’s workers, have to use it, to work with it; and
sometimes, if not often, they have to ‘work round’ it. As
we’ve said many times, and Seddon re-iterates (Figure 5), it is
management’s primary role to work on ‘the system’
How do you do this? Go back to Figure 3 and look again at
that ‘model for check’.

It’s a fundamental rethinking thing
Having had your eyes opened by the amount of Failure
Demand your own system has created – all this ‘waste’ you
are paying your people to work on, when they could (should)
be doing something useful, like working on Value Demand
– then you’ll need to steel yourself to study that ‘T & F’ for
quite some while until you can establish your ‘Capability of
response’ (NB You might need help with this, but Vanguard’s
website is very helpful). An example of this ‘capability chart’
in principle can be found in my 2012 article ‘Appraising
Appraisals’ (p. 21)13.
One concept you’ll need to get to grips with is that the
‘economies’ you might be seeking will be found in the ‘flow’,
not the ‘scale’14. How things flow through your system is key,
as it is made up of the sum of ‘value work’ plus ‘waste’ (ie
that ‘Failure Demand’): you are paying someone to do all of
it.
The next thing you are likely to discover is all those ‘system
conditions’ (ie business rules and requirements) that impact
on the system, and therefore the workers and customers
who use it. Many of these will be irrelevant, if not actually
counter-productive, so get rid of them, they are fouling up
the efforts of the people trying to do the work.
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And then we come to the final crunch issue: as Professor
Seddon says, ‘It’s a Thinking Thing!’ The final stage of that
model – stage ‘6’ – is ‘Thinking’. The ultimate goal of all
this is to change the thinking of those at the top. Without
that, their behaviour will stay the same. If that happens,
the whole change intervention effort will have failed, been
a waste of time and money. I know Seddon was never a
fan of ‘BPR’ (Business Process Reengineering) from the
mid-1990s – because ‘...they didn’t start with ‘Check’!’ –
but nonetheless, the definition in Michael Hammer and
James Champy’s seminal text15 was: ‘…the fundamental
rethinking and radical redesign of business process to achieve
dramatic improvements in critical, contemporary measures
of performance such as cost, quality, service, and speed.’ I
don’t think there’s much to disagree about there, as it’s that
‘fundamental rethinking’ bit that we’re really after.
And don’t get hung up on the word ‘process’; ‘it’s the
system, ...’!

Appendix 1
A short note on ‘Lean’
I have not referenced the graphics individually, as they come
from early Vanguard material (all of which is in the public
domain), at a time when the word ‘Lean’ had some relevance,
but the web-link on them is redundant and today takes you
to: https://vanguard-method.net/, where you are free to
explore.
However, ‘Lean’ was a term originally coined by a guy
named John Krafcik16 at a critical time in the mid-1980s when
(eg) the Toyota Production System (TPS) was being studied –
amongst other things – by a group of researchers working on
the ‘MIT International Motor Vehicle Program’.
A couple of years later the term ‘Lean’ was incorporated in
the highly successful text by Womack, Jones and Roos17 called
The Machine that Changed the World.
However, many organisations latched on to this term –
mainly CEOs and Chief Exec’s who thought they knew what
it meant, but didn’t – and wrongly interpreted it as meaning
a new but sexy way to cut costs, which it wasn’t. As such, it
became ‘mean’, as budgets were slashed as part of this new
management ‘fad’. When this inevitably went wrong, as it
was bound to, these same CEOs could be heard saying, ‘We’ve
tried Lean, and it didn’t work.’ No surprise there, then. As a
result, though, Seddon’s organisation disassociated itself from
the term. This was understandable, but sad nonetheless, as
its original meaning is entirely valid – as you’ll see if you read
Krafcik’s paper.
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LET’S GET PRACTICAL

When is 100
not 100?
I

ndustrial Engineers and others involved in setting performance
levels and targets will know that 100 in the BS100 definition
means Standard Performance – end of. However, they also
have to be aware that some companies operate with standards
set at MTM100 – and that’s a whole different ball game.

To clarify
For Standard Performance, the British Standard BS100 definition
is: ‘The rate of output which qualified workers can achieve
without over-exertion as an average over the working day or
shift provided they adhere to the method and provided they are
specially motivated to apply themselves to their work.’ BS32324.
In TMUs, BS100 performance is 2000 TMUs per minute.
For MTM users, however, their standard has a different basis.
MTM is synthetic data, established in the late 1940s and the
basis of many synthetic time systems successfully used today. The
performance level of 100 in the MTM system is described as “It
was to be a pace which appears somewhat slow when observed
and which can be accelerated without too much difficulty” and
“He was not expected to be noticeably good at doing the job...”.
This MTM100 performance level was considered ‘average’, a
lower level ‘poor’ increasing to ‘fair’ and beyond ‘average’,
‘good’, ‘excellent’ and ‘super skill’.
These performance definitions are within the MTM extracts
from the work of the people who founded the MTM system:
Maynard, Stegemerten and Schwab in their book “MethodsTime Measurement” published in 1948.
In TMUs, MTM100 is set at 1,666 TMUs per minute or 100,000
TMUs per hour (largely in Europe and the US). So the equivalent
of MTM100 in British Standard is BS83.3. This was based on
micromotion photography with a camera speed of 16 frames/
second. They wanted the time expressed as decimal minutes
and the new time measurement unit (TMU) was 0.00001 hours.
This is 0.0006 minutes and 0.036 seconds, hence 1,666 TMUs per
minute. (This doesn’t include any rest or personal allowance
nor contingencies or other delays. Note also the time from the
film was ‘levelled’ by a form of rating by several experienced
observers.)

Let’s put these comparative performances into context
Using the following description of the BS100 and the MTM100,
BS100 is described as “good, motivated, rhythmical, works in a
correct and proper manner”. In MTM terms, MTM100 or BS83.3
is described as “not noticeably good at doing the job but not
noticeably poor.”
MTM100 (or BS83.3) we describe as: modest, mediocre and
contained, moderate energy and lacking rhythm.
If say 85% performance is achieved against a standard set at
BS83.3, it is practically then only BS70.8 performance which is
officially described as “very ordinary, not good.” A consequence
is that someone achieving BS83.3 performance against standards
set at BS100 only ‘earns’ around 80% of the Relaxation Factor/
Rest Allowance included in the Standard Minutes which are
applied at BS100.

In summary
Practically, an organisation can apply time standards and
manage performance against them at whatever level they
choose, providing that performance level is understood,
transparent, consistent and sensibly managed.
What Industrial Engineers should be aware of is whether
they’re measuring performance against BS100 or MTM100.
If they confuse the latter for the former, they will sacrifice a
potential 20% uplift (100/83.3) in performance.
The majority of businesses in the UK use BS100 as their
standard. Some international businesses including software
suppliers use data set at MTM100 as their standard. Unless
this latter is converted, their targets are effectively being
set at BS83.3 so there will be significant disparity between
performance levels and targets. And that’s when 100 is not 100!

If there is anything in this article you’d like to discuss, simply
email your query to productivity@scott-grant.co.uk and a
qualified and experienced analyst will respond. In the next
issue we’ll discuss performance in the context of breaks, Rest
Allowances and the length of working day.
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South Africa
Its Past, Present, and Lessons for the Future.
By Dr John McManus.

S

outh Africa (hereafter SA) an emerging economy, is a
country on the southernmost tip of the African continent,
with a coastline stretching more than 2500 kilometres
from the desert border with Namibia on the Atlantic (western)
coast southwards around the tip of Africa and then northeast
to the border with Mozambique on the Indian Ocean. The
population within SA is 56 million, of which some 65% is
urbanised and concentrated along the southern and south
eastern coast, and inland areas around the eastern half of the
country which is more densely populated than the west. Pretoria
is the administrative capital of SA with a population of three
million. According to world population statistics, SA’s population
is expected to reach 64 million by 2030.

Disappointment and success
Historically, SA has been one of the most economically
prosperous nations in Africa due to its coastal location and the
presence of gold, diamonds and abundant natural resources
such as platinum, which account for almost half of its exports.
SA is also reliant on economic contributions from automotive
assembly, textiles, iron, steel, chemicals and commercial ship
repair. In addition, agriculture and agricultural exports are
significant to the country’s economy. Achieving export-led
growth is essentially about finding ways to increase the ability
to sell domestically produced goods and services into global
markets. This ability to export has often been understood

as export competitiveness. In this context, exports become
the target and ultimate goal of economic policy and wealth
creation.
Some of SA’s diverse industries have become world leaders,
especially in manufacturing sub-sectors such as railway rolling
stock, synthetic fuels, mining equipment and machinery which
contribute tens of billions of SA Rand (ZARs) to the economy
and add considerably to SA’s export growth. In the past, SA was
solely reliant on commodity exports such as gems and precious
metals. In the past three decades the country has expanded
its export activities in motor vehicles, parts and accessories,
chemicals and steel. The geographical destination of SA’s export
markets has also changed considerably over the years, with
new markets emerging and some of the traditional markets
seeing their dominance reduced (especially with respect to the
UK, Japan and Switzerland). African countries, such as Zambia,
Mozambique and the Democratic Republic of the Congo
have become increasingly important export market for SA’s
manufactured goods.
SA became an independent county in 1961 and following the
abolition of apartheid, held the first totally inclusive elections,
won by the African National Congress (ANC) in 1994). Prior to
1994, SA experienced the poorest growth performance since
19461; trade and financial sanctions, and internal political
opposition to the apartheid government, had all contributed to
the country’s poor performance as a trading nation.
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Historically, SA has been one
of the most economically
prosperous nations in Africa
due to its coastal location and
the presence of gold, diamonds
and abundant natural resources
such as platinum.
Year

1995

1996

1997

1998

1999

2000

2001

2002

2003

2004

Imports
Per %

16.8

8.7

5.4

2.0

- 8.4

5.3

0.2

5.3

8.1

15.5

Exports
Per %

10.9

7.2

5.3

3.2

1.3

8.3

2.4

1.0

0.1

2.8

Table 1: SA Imports v Exports, Annual growth rate (%), 1995 – 2004
Source: OECD Data3.

Year

2005

2006

2007

2008

2009

Per % GDP

2.59

0.11

2.26

2.85

2.91

Table 2: SA FDI Flows inward % of GDP 2005 - 2009
Source OECD Data: Benchmark definition, 4th edition (BMD4)5.

SA’s economic performance over the last three decades has
been somewhat mixed2. Following the 1994 elections, President
Nelson Mandela’s administration instituted new social transfer
programmes to address long standing disparities; this was
done in the context of careful fiscal and monetary policies to
keep inflation and public debt at low levels. There were no
nationalisations or large-scale asset redistributions. What is
more, the economy was further opened to international trade
and capital flows. During Mandela’s Presidency (1994-1999)
SA achieved an average rate of economic growth of 3.3%
per annum in real terms. However, the country’s growth has,
nevertheless, been quite volatile and strongly correlated to the
global economic performance. As an illustration, real imports
during the Mandela Presidency increased by 6.5% per annum,
while exports increased by 5.6% over the same five year period,
meaning there was a deterioration in net exports over the same
period (Table 1).
Thabo Mbeki succeeded Nelson Mandela as President during
his presidency (1999-2008), the SA economy recorded its fastest
growth rates with real GDP averaging 5.2% per annum. From
a global perspective, this period was characterised by a strong
bull-market and booming commodities markets which favoured
the country’s mining and manufacturing interests. During the
Mbeki period, the economy benefited from foreign direct
investment (FDI). The significance of FDI for producing growth
was stressed in SA’s Growth, Employment and Redistribution

Strategy (GEAR, 1996) and has been restated in official
statements since. Rebuilding the SA’s economy was a key
objective of the GEAR strategy, to readdress serious weaknesses
in labour productivity and under investment in the primary
private sector, infrastructure and manufacturing (including
racial and gender inequalities in ownership, employment and
skills)4. Successive government policymakers seem to be of
the opinion that FDI investors require the following: rigorous
macroeconomic policy; deregulation of markets and investment;
and supply policies which reduce unit costs and raise productivity
and gross earnings.
For SA, endowments of natural resources or basic industries
are no longer necessary or sufficient for participation in this
new global environment. To compete globally, SA required
both western investment and western technology. Because
of the underlying need for foreign investment to stimulate
growth, emphasis was initially focused on non-mining activities.
Investment into domestic and non regional markets has drawn
more than two-thirds of the FDI inflows in SA. The European
Union (EU) was the largest investor of total FDI inflows during
2005-2009 (Table 2).
The main objective for foreign Investors when entering a
new market is of course, to generate profit. FDI has as its main
objective, to supply the domestic market. Alternatively, FDI
may be used to produce products in the host economy and
then to export them. SA’s domestic markets include a diverse
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mix of agriculture, manufacturing, telecommunications,
energy and banking. Manufacturing is dominated by industries
such as agro-processing, automotive, chemicals, information
and communication technology, electronics, metals, textiles,
clothing and footwear. As an illustration, the automotive sector
in the last decade has been a huge beneficiary of FDI vehicle
manufacturers such as BMW, Ford, Volkswagen, DaimlerChrysler and Toyota have production plants in the country,
while component manufacturers (Arvin Exhaust, Bloxwitch,
Corning, and Senior Flexonics) have established production
bases in SA. Another sector which has attracted significant FDI
is telecommunications. The telecommunications sector has been
one of the fastest growing within the economy, reflecting the
rapid expansion of mobile telephony across the country.
Whilst not undermining SA’s success in attracting inward
investment, the country does face a number of barriers to
trade which include institutional and infrastructural problems.
From 1994 – 2002, SA undertook a liberalisation of trade
(reduction of tariffs), more general economic deregulation,
which led to substantial restructuring of the economy (and the
dismantling of international sanctions). Despite substantial
economic restructuring, SA’s post-1994 export performance is
less than might have been expected or hoped for (Table 1). As
an illustration, SA exports of non-resource-based manufactures
have outperformed the world average over this period (19942002), but have underperformed those of other developing
countries and other resource-based economies6.
The Presidency of Jacob Zuma (2009-2018) was characterised
by a series of unpopular policies and poor economic decisions.
When Zuma took over as president in May 2009, the economy
was comparatively stable after the global financial crisis and
was incubated from the worst of the crisis partly because the
SA banks were well capitalised and had little exposure to subprime debt or other sources of financial corruption. During
President Zuma’s tenure, GDP was almost stagnant (Table 3)
while government efforts to liberalise the public sector and
encourage competition did improve; regulatory uncertainty and
fragmented competition have hampered growth.
Increased mechanisation within the agriculture sector
has seen almost one million jobs disappear and despite SA’s
enormous wealth and diversity of rich mineral endowment, this
sector has not fared as well, in part due to changing minerals
regulatory regime, insufficient supporting infrastructure for
mining development, an eroding skills base. More recently, this
sector has faced serious production disruptions and upward cost
pressures due to technical and safety related matters, as well as
intense industrial action.

Present economic performance
SA’s low growth rate and high unemployment (SA contributes
approximately 2.3% to the world’s unemployment) continues
to be a major challenge for the SA government. Poor GDP
and weaker business confidence coinciding with extreme
climate change and inflation have added to the country’s
poor performance and the outlook for 2018 remains subdued
over the medium term with a projected Q4 growth of 0.5%.
Although figures vary, unemployment in SA is at least 6 million

Year

2009

2010

2011

2012

2013

2014

2015

2016

2017

GDP
Per
%

- 1.54

3.04

3.28

2.21

2.49

1.85

1.28

0.57

1.32

Table 3: SA GDP Total, Annual growth rate (%), 2009 – 2017
Source: OECD Data7.
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people, exacerbating economic and social-welfare problems
such as high levels of poverty and inequality. SA’S political
uncertainty and low business confidence are weighing on future
investment. The delayed fiscal adjustment to lower oil revenues
in the Central African Economic and Monetary Community has
impacted on SA domestic demand which is reducing job creation
and adding to unemployment levels8.
Of the two main economic harms, inflation and
unemployment, it is unemployment which has the most
devastating impact on society, and is the cause of problems
such as poverty, crime, social disunity and political uprisings. In
classic economics, jobs are created by the private sector within
enabling environments created by governments. In the formal
employment, sector state-owned-enterprises (SOE) play a
significant role in the SA economy. Key sectors such as electricity,
transport (air, rail and freight), and telecommunications, SOEs
play a lead role, defined by law, although limited competition
is allowed in some sectors (ie, telecommunications and air
transport).
Whilst job creation within traditional manufacturing has
declined, job availability in public utilities and services have
increased. If the economic sectors are further analysed, the
financial services sector employment has increased as well as
community, social and household services. According to the
SA Centre for Development and Enterprise, current trends are
towards the knowledge and services economy. An important
aspect regarding the SA job market is that there is an oversupply
of unskilled workers with low income levels and a shortage of
highly skilled, highly paid workers. This situation is especially
affecting small enterprises and youth opportunity, linked
to this situation, are the low levels of self-employment and
entrepreneurship9.
Small and medium enterprises (SMEs) could play a bigger
part in economic activity through employment, innovation, and
growth. However, SA’s strict labour regulations place a huge
financial burden on SMEs which inhibit entrepreneurship. The
aim should be for equal growth in earnings and productivity,
otherwise it becomes too expensive to hire people. As an
illustration, the country’s rate of intentional entrepreneurship
is low at 14% compared to a global average of 27%, as well as
the rate of established business at 2.3% compared to a global
average of 8%. The SA National Development Plan (2030) wants
to address the high levels of unemployment and poverty as
follows:
•

•

•

Introduce active labour market policies and incentives to
grow employment, particularly for young people and in
sectors employing relatively low-skilled people. This requires
an additional 11 million jobs. Total employment should rise
from 13 million to 24 million by 2030.
Expand public employment programmes to two million by
2020. As the number of formal- and informal-sector jobs
expands, public work programmes can be scaled down.
Greater investment in education and research and
development, better use of existing resources, and more
nimble institutions that facilitate innovation and enhanced
cooperation between public science.
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Year

2009

2010

2011

2012

2013

2014

2015

2016

2017

GDP Per %

-1.54

3.04

3.28

2.21

2.49

1.85

1.28

0.57

1.32

Table 3: SA GDP Total, Annual growth rate (%), 2009 – 2017
Source: OECD Data[i]

Year

2010

2011

2012

2013

2014

2015

2016

2017

Debt Per % of GDP

34.68

38.23

41.00

44.10

46.99

49.31

51.57

53.04

Table 4: SA National Public Debt (% GDP) 2010 - 2017
Source: South Africa Country Economy Statistics (2018)

SA’s economic performance
over the last three decades
as been somewhat mixed

•

Boost private investment in labour-intensive areas,
competitiveness and exports, with adjustments to lower the
risk of hiring younger workers.
•
Developing industries such as agroprocessing, tourism,
fisheries and small enterprises where potential exists.
The levels of education and skills are in direct relation to
employment opportunities and earnings. Education and
knowledge assists entrepreneurship and skills development.
A universal problem amongst developing economies is skill
mismatches, which is also a predicament for SA politicians
(World Bank, 2013)10. Currently, SA has an underperforming
education system and the university education sector does
not seem to produce students with the skills needed for the
present and future labour market. The principal role of the
universities in relation to students is to provide quality teaching
to comparatively small numbers of students, leading to a
degree that prepares new graduates for the world of work.
However, the majority of SA youth now entering university are
underprivileged and have weak academic backgrounds. This
brings with it two challenges; student poverty and the pressure
on universities to address the social needs of new students,
as well as the need for universities to compensate for what is
lacking in students received from secondary school. Emerging
numbers of SA students are now in need of not only tuition
fees but also accommodation; textbooks and other learning
materials; transportation to and from campus; food and even
basic living expenses (which increases university debt levels).
More public funding to universities and other education
institutions such as trade schools and colleges is required in
order to alleviate the situation. However, the historian Charles

van Onselen11 who warns about ‘the quasi-welfare function
of the tertiary sector’ where universities are beginning to
take over the welfare responsibility of the state with negative
consequences for both. Given the uncertainties of future
funding, outstanding debt has become increasingly critical
to university management and students are being pressed to
settle debt in order to continue their studies. This issue has
direct implications for universities both in terms of the low
participation rates, but also in low throughput rates. Available
data shows that in recent years less than one third of students
complete their three year degrees in regulation time and less
than half of all students graduate within five years12.
Increased public services (such as education, transport, and
defence) have placed a significant burden on the public purse,
to the extent, that SA’s debt (domestic and foreign) continues
to rise. Debt is valued in nominal terms, ie the amount the
government has to repay when the debt matures. As an
illustration, in 2016 nominal debt reached 51.57% of GDP, a
16.89%age point rise from 2010, when it was 34.68% of GDP
(Table 4). Despite two sovereign credit-rating downgrades
during 2017, demand for government debt remains robust.
Recently, SA has embarked on a programme of fiscal
consolidation to stabilise government debt. In the short-medium
term, SA’s borrowing requirement consists of the difference
between revenue and expenditure, and payments for maturing
debt. The gross borrowing requirement in 2017-18 is R246
billion (18 billion U.S dollars). The SA government uses a range
of debt instruments which include Government Bonds; Treasury
bills; Loan levies; Special non-marketable bills; Non-marketable
bonds and loans from International Banks.
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The SA Government has various commitments that must
be paid in foreign currency. These include foreign-currency
loans and associated interest, subscription fees to multilateral
organisations such as the International Monetary Fund, and
obligations such as contributions to the New Development
Bank. According to the SA National Treasury, projections for
borrowing in 2018-19 are expected to be lower at around
R225 billion (16.5 U.S dollars). This requirement will be funded
through short-term borrowing, (Treasury bills) loans from
the Corporation for Public Deposits; long-term loans, which
include fixed-rate, savings bonds; and foreign-currency loans.
Government debt is determined primarily by past borrowing
requirements and in the short term (2018-19), debt is expected
to increase to 53% of GDP. Government debt as a ratio of Gross
Domestic Product is used throughout the world as a measure
of fiscal discipline. If government debt exceeds 60% of annual
Gross Domestic Product, it is deemed to be excessive in terms of
European Union criteria. As a result, the private sector has less
access to funding for its operations, while it normally uses funds
more productively than the government sector.

Future outlook
Following the resignation of Jacob Zuma, Matamela Cyril
Ramaphosa became President of SA (in February 2018).
President Ramaphosa faces social and economic challenges
(poverty, education, health care, energy and unemployment).
As previously discussed, the chronic lack of skilled workers
remains a huge problem to growing the economy for both the
SA government and its business leaders. The government agrees
that local politicians and business leaders must direct local
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economies to adapt to changing environments. In essence, they
need to initiate policy and programme, with partners such as
local business and communities13.
President Ramaphosa role in re-shaping elements of SA
economy in terms of productivity and competitiveness is
dependent not only on domestic policy decisions but, also on
international events which effect global investment decisions.
Global trade as a percentage of GDP is shifting upwards at
an accelerated rate. By 2025, trade in goods and services is
expected to account for more than half of global GDP. SA’s
ability to trade with others is more important than ever before.
Current trends suggest that export trade to other African
countries along with Germany, the United States, China, India,
and the United Kingdom, is likely to increase in the medium
term.
Compared to other African countries, SA entrepreneurial
involvement is relatively low. It could be argued that the future
lies in attracting the youth of the country into employment
opportunities which utilise their potential and skills. This means
creating an environment of involvement which engages schools,
universities, business chambers and government. Creating a cando-attitude is not an easy task, the creation of SME incubators
and job training centres provide the means to encourage
involvement in job creation. Economic sartorial development
in SA points in some respects to a two speed economy in which
banking, insurance, and financial services and tourism are doing
reasonably well and sectors such as manufacturing, agriculture
and informal urban industries are doing less well. Another
issue is the level of remuneration paid to SA workers; annual
increases in salaries have been above average for the level
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of output or productivity and this is reflected in SA’s current
economic, global, and competitive performance.
One enabler to sustainable economic performance is
the quality of infrastructure, especially in mobile and
telecommunications (that is commercial mobile 5G and 4G
internet accesses with high bandwidth). Major investment
in telecommunications technology is likely to fuel growth in
entrepreneurship and allow for both greater productivity and
leisure opportunities. However, this requires major outlay,
especially in rural and low urbanised areas, particularly in the
east cape of the country. To this end, the SA government needs
to build further partnerships and provide more competition.
The government has created Broadband InfraCo, a national
infrastructure company to provide cheap backbone network
capacity to service providers. Other major mobile network
operators, such as Vodacom, MTN and Cell C, have also moved
into the fixed-line and national fibre sector under a converged,
service-neutral licensing regime. This benefits the poorer
members of SA society by providing more commercial offers and
lower cost options, benefitting the poorer consumer.
The strategic perspective of SA National Development Plan
which offers a long term vision for the country to 2030, is
creating a basis for making choices about how best to use
limited resources. Whilst SA is rich in mineral resources they are
diminishing (for example, gold only has about 40 years left).
Shifting the emphasis from mining and selling commodities to
high value-added industries is a way forward. The challenge
is to take advantage of opportunities while protecting is core
industries. Over the longer term, SA has to do more to enhance
competitiveness in areas of comparative advantage that can
draw more investment into the domestic economy.
SA’s recent inability to attract higher levels of investment
or FDI (0.39% GDP, 2017) is to some degree tied to global
investor’s perception of irregular business practices and political
corruption. Many of the dynamics that impact on SA’s social
cohesion depend on value systems within society and having
exemplar politicians. During Jacob Zuma’s tenure corruption
was a big issue. Corruption within the SA administration has
not just undermined public finances but also public confidence
in the state. Transparency International14 corruption perception
index ranks SA number 71 out of 180 countries. According to
Transparency International, public governance was greatly
undermined under President Jacob Zuma. However, SA still has
many strong institutions, particularly its judiciary. SA also has
dedicated policies, standards and legislation specifically designed

to enable the state to tackle corruption through both criminal
and civil action. However, among the SA people there is limited
faith in the police or public prosecutors. Gaining the peoples
trust will be a major task for President Ramaphosa.
[i]

 ECD, Real GDP forecast (indicator), doi:
O
10.1787/1f84150b-en (Accessed on 9 July 2018)
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Mentoring Rapid
Improvement
Strategies
In this article, Philip Atkinson discusses
the practical way to bring about business
transformation, without employing an army
of external consultants and change agents
applying their latest quick fix. Bringing
about strategic shift or transformational
change is far too complex a subject to rely
on ‘off the shelf’ solutions sold by some
of the larger consultancies. It requires
innovative thinking, continuous dialogue
with all constituencies, and building a
strong change team characterised by ‘trust’
driven by those leading the change. Central
to generating this climate, is the special
role and the key benefits that external
mentoring can play in bringing about
change from the top down and across the
organisation. Central to delivering lasting
change, is developing a trusted relationship
and working closely with the change
team who are tasked to bring about vital
deliverables and implementation
Change mastery is a core competence
Organisations that fail to recognise that ‘change mastery’ is a core
competence to which they need to commit, are probably putting
their organisation at unnecessary risk, if they fail on three counts:
1.
2.
3.

Not seeing and recognising the need to transform how they
deliver their services
To decide on a sound and researched methodology of how to
transform
Not building a lasting culture of self-renewal

The rate of change is accelerating, but the average organisational
capacity to proactively respond to it is not. We can all see the rapid
and radical changes in the marketplace and the organisational
casualties left behind. Many more on the high street may not

survive. Those that succeed will have to transform radically to adapt
to the level of ‘disruption’ which is sadly becoming the new norm.
The real challenge for business is to ensure that organisations
are designed to be ‘fit for purpose’, characterised by a culture of
customer focus, innovation, inclusion and competitiveness.

How to manage that change?
All organisations need to master the process of change and
without preferably investing in the major external consultancies.
Instead of relying on a large bank of external change consultants
senior managers’ best option is growing their own change makers.
The urgency for most senior teams is to grasp how they can quickly
develop an effective cadre of internal change agents who will be
able to drive any necessary drive for change or improvement. This
can be done quickly, but that does not happen over-night. It can
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The rate of change is
accelerating, but the average
organisational capacity to
proactively respond to it is not.
only start by working with the key actors in the change process, or
the change team, right at the start of any major change initiative.
I will be addressing all these issues in what follows, by focusing
on three areas, mentoring the change team, designing and
delivering processes and events to bring about that change, and at
the same time developing internal capability.
1.
2.
3.

Mentoring transformational change – how change can work
at a strategic and tactical level.
Creating specific learning programme using RIEs (rapid
improvement events).
Shaping a permanent solution. This means committing to
developing the internal capability to sustain successful change
(though much of this is inherent in development of RIEs).

What is important here is to create a culture of shaping and
orchestrating significant milestones through RIEs which provide
direction and signal the way ahead. These milestone events actively
demonstrate that change is underway typified by discussing how to
mentor such processes using strategic and tactical RIEs.

1. Mentoring transformational change – the trusted
advisor
Working with the key people responsible for devising the change
and those who will have to pave the way and implement it is
critical. Organisations need to develop trust with their people if the
change is going to be successful. It is a fair assumption that people
are more likely to accept rather than reject change if they have had
a meaningful and inclusive role, and their voices are heard in how
that change is brought about.

Role of the change mentor
The organisation should focus on developing a strategy, structure
and processes for bringing about that change working with a
select group of individual specialists to support the organisation
on its transformational journey. This means being selective with
employing specialist advisors and avoiding the ‘mass baptism’
events staged by some of the major consulting groups. At the
same time, organisations need to master the change management
process and install it as a permanent feature of the culture,
so it becomes the default way or ‘business as usual’ way of
accepting and dealing with change. To make sure that change
sticks organisations need to move away from the conceptual and
theoretic headspace and get pretty good at implementing, rather
than just talking about, change.
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Great theory – lousy implementation
Real mentoring rather than coaching becomes the way forward.
Research in transformational change suggests that central to
effectiveness and delivery is working closely with the change team
and mentoring them through the process.

circumstances where projects do not fail at the first hurdle though
change mentoring. Support is at hand. Change projects can be
precisely defined, promoted, pursued with energy, executed and
delivered with zeal – but it needs a change implementation plan
(CIP).

What is ‘change mentoring’ and why is it critical in the delivery of
business transformation?
Change mentoring is about sitting down with the key architects of
change, and those who must deliver it, and working on developing
a lasting and feasible strategy focused entirely on implementation.
This hands-on ‘mentoring’ is the vital lifeblood of effective change
processes, and makes strategic change work and deliver specific
outcomes on time and in budget.

Nothing happens by accident
Moving away from the haphazard ‘ready, fire, aim’ attitude, it is
possible to invest in prevention and develop an Implementation
Plan that works. If you want to achieve specific ‘desired outcomes’,
you have to develop strong working relationships with sponsors
and implementers in the change team to create the atmosphere,
the relationships and the structure, team process and personal
motivation to make them work.

Facilitation rather than formality
Project mentoring is not a formal process that is pre-defined, but
instead is a very iterative and powerful process to bring energy and
drive to change projects which be lacking the leadership of the
change team to make them work.
The change team is usually composed of three core actors, the
change agent or mentor, the change sponsor and the implementers
or change facilitators – those who will deliver events and manage
processes and spread the message. The mentor’s role is to work
very closely with these people to ensure that change is going in the
right direction.

Focus and energy in change mentoring
In every change project there comes a time when things get tough
or sticky – where the momentum for change grinds to a halt, or
where people see barriers they cannot overcome without support
from seasoned experts.
Mentoring can smooth the way. Change or project mentoring
is something we have developed with clients in many businesses,
including a variety of blue-chips in a variety of change settings
ranging from post-acquisition integration, culture change, Lean
business transformation and Leadership projects. It works where
the organisation requires external resource to reshape the business
and make things happen.

Change sponsors
One of the major problems experienced by those driving change
initiatives is around those who are tasked with the role of sponsor
or host. Often, in their day jobs, these ‘sponsors’ are really no
more functional specialists who are unlikely to have gained the
experience of managing big change projects. These people have
had ‘greatness thrust upon them’ and usually are poorly prepared
to see the change through from conception to maturity.
Change sponsors with projects dumped on them
Project or change sponsors can get a really hard time and a bad
press. They are often unprepared to deal with the enormity of
the change which is about to come their way. It is not their fault
if they do not have the experience or the skills. However, they are
expected to magically conjure up change agent skills and strategies,
and turn challenges into deliverables. In truth, often projects have
not been carefully designed and crafted by those who must take
‘ownership’ for them.
Most often is the case that project sponsors have had projects
‘dumped’, ‘pushed onto’ or allocated to them by their seniors.
Consequently, the projects are not of the sponsor’s own design,
and are a very poor fit in their programmed agenda of things that
need to be done. Further, they may not fit immediately on their
own agenda – but they do fit on the agenda of those things which
are important to the organisation in the immediate and the longer
term.
Ownership in the real world
There is not and never will be, an ideal time when challenges in
project terms are welcomed in the organisation – especially by
those tasked to deliver to them. (This includes project sponsors
and implementers, facilitators). However, you can create the

Typical mentorship challenges undertaken
•
Forming virtual companies which had a business plan,
structure and process to support the sale of automotive
finance in the UK.
•
Mentoring and coaching employees in various public sector
and third sector organisations in implementing business
transformation and delivering customer and consumer
outcomes.
•
Creating work-out teams for various companies within a large
conglomerate in the UK, Europe and the USA
•
Shaping and chairing company and plant wide quality
improvement initiatives in an automotive manufacturer in the
USA and Europe.
•
Facilitating change projects in various financial institutions,
including leading UK banks, finance houses and professional
services businesses.

The organisation should focus on
developing a strategy, structure
and processes for bringing about
that change working with a select
group or individual specialists to
support the organisation on its
transformational journey.
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How change mentoring works
When it is a well-planned process, it is a positive organisation
development intervention. It is a more empathetic approach to
executing change, working closely with sponsors, implementers,
facilitators, stakeholders and team players.
It is developed by carefully ensuring that the ‘change agenda’
is delivered by providing support for the sponsors facing the
challenges. It is collaborative, focused and direct and is delivered
through an adaptive and non-threatening project delivery style.
Mentoring: Key characteristics
•
An ad-hoc use of external resource, to be used on an “as and
when needed” basis, – so it’s not about attending workshops
or a course – but rather more informal ‘drop in’s’ or ‘change,
gate or project reviews’ (with energy and focus)
•
It is flexible and probably used at two key stages in projects
– at their inception, when ideas, focus and outcomes
need clarifying and defining with precision, and often in
implementation, when the tough people or behavioural issues
must be overcome, and results delivered quickly.
•
It is about making all constituencies sing in unison and win
commitment to their ownership, shared intent and the overall
deliverables. This is a behavioural intervention where team
and personal agendas are overcome to achieve the project.
How can you make it work for you?
•
Decide what you want to achieve and when. The ‘how’ can be
agreed through managing opportunities and possibilities.
•
Discuss opportunities and possibilities in tangible terms
between sponsors and mentors –including how it can work,
relationships with internal change teams, sponsors and
implementers and facilitators, overcoming potential road
blocks and developing strategies, methodologies and tools to
make projects materialize by design, rather than by accident.
•
Decide on a relationship that works for the organisation
– probably a loose and flexible working relationship – to
be utilised as and when required, rather than an overly
bureaucratic and formal contractual relationship.
•
Focused on implementation and delivery.
•
Concentrate on focused delivery – usually at project inception
and project execution that support pipeline urgency for key
projects.

2. RIEs – rapid improvement events
Focusing on mentoring pays huge dividends for the organisation
and part of this is related to shaping and orchestrating significant
milestone events which provide direction and signal the way

One of the major problems
experienced by those driving
change initiatives is around those
who are tasked with the role of
change sponsor or host.

In every change
project there
comes a time
when things get
tough or sticky
– where the
momentum for
change grinds to
a halt.
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ahead. These milestone events demonstrate that change is
underway – here we will be discussing how to mentor such
processes using strategic and tactical RIEs or Rapid improvement
events.
What are rapid improvement events and how do they fit with the
change agenda?
The design and delivery of RIEs is to signal that change is underway.
Evolving from companies like Toyota, General Electric, Apple,
Virgin, Motorola, Disney and other successful businesses use Rapid
Improvement Events to promote projects which are central and
core to the overall change agenda.
RIEs evolved for organisations who had to respond very
quickly to key challenges. These organisations could not wait or
procrastinate. Competitive or other pressures shaped their change
agenda. RIEs were designed to fix problems once and for all by
initially focusing on ‘band aid’ solutions, while creating meaningful
long-term improvement strategies.
Many are designed to analyse and resolve core problems in a
specific time period. The focus is on speed of delivery. Many RIEs
evolved to deal with commercial disasters and organisational
threats. Many RIEs are also geared for strategic and opportunistic
advantage. The important theme is that they are designed to
resolve an issue in a short time frame. They are very focused events
and processes that use advanced change tools. Many RIEs were
developed from Lean Six Sigma, in terms of bringing together a
variety of functional specialists in a process to resolve core issues
quickly.
RIEs can be designed as a major strategic thrust, or to invoke
radical structural or operational efficiencies, or both. RIEs can
be used to resolve a variety of issues from strategic issues to
operational or tactical issues impacting the business.

Mentoring and Facilitation must be both deep and
rigorous
Often, because of the scale, scope and outcomes expectations of
RIEs, many people and functionals will be invited to the events.
Many of the invitees or participants will not have met their fellow
cohorts before. They may not realise their role in supporting the
project or understand their need to work with others.
RIEs often unearth political and ‘turf war’ differences, and issues
that separate people and functions. For this reason, these events
must be heavily mentored, led and facilitated, and the degree of
facilitation prior to, during and after the event, must have some
real depth if they are going to work.
Potential ‘RIEs’
•
Major restructuring or organisational redesign
•
Cost reduction
•
Customer focus and alignment
•
Introducing Lean business transformation
•
Service design
•
Process and continuous Improvement
Poor mentoring and facilitation puts your project at Risk
You cannot draft in inexperienced mentors and facilitators – only
use people you can trust to close loops, win commitment to act,
and challenge others and their attitudes when required. This
especially includes challenging sponsors and project owners. RIEs
need to be carefully designed and can be either small in nature
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or very large events. They can be strategic events or local tactical
ventures. What is important is speed of change implementation.

How big can RIEs be?
I have been a mentor or facilitator of RIE events with an excess of
over 100 participants from a variety of functions and locations with
the typical RIE lasting over a period of 72 hours with a further 48
hours for hands-on implementation in the ‘home’ locations.
Day one is usually devoted to bringing everyone up to speed and
mapping out the core issues.
Day two is focused on analysing the problems and developing
solutions and:
Day three is committed to developing implementation plans.
It does not finish there.
Days four and five are devoted entirely to the participants
travelling back to their location and implementing the solutions
(non-IT solutions that is) or developing on commitment and
momentum to ensure that the Implementation plans from Day
three are actually implemented.
Location
Some organisations run regular strategic and operational RIEs
at major hub airports to ease access for geographically scattered
participants, whereas others can be organised locally. The
important factor here is that all the key players need to locate
together to resolve issues once and for all.
Likewise, RIEs can be designed to focus on working at Head
Office and have representatives from different locations and
geographies, satellites and functional areas. What all good RIEs
have in common is a deep commitment to make change happen. It
works in the IT sector, financial services, the public sector, the NHS,
brewing and distilling, retail. They work in all sectors if you design
the RIE properly.

What can RIEs do for you?
Fundamentally, an RIE must deliver an Implementation Plan that will
be owned and delivered. It is not an excuse simply to get together
and share thoughts, ‘shoot the breeze’ and deliver a lacklustre
analysis and ill thought through solutions that won’t work.
Designing an RIE event is an opportunity to:
•
Develop a strategic view on the causes and resolution of key
problems
•
Explore problems from multiple perspectives
•
Document the symptoms and the cause of such problems
•
Seek agreement and commitment to resolve the problems
•
Decide and allocate resources and take functional and
personal ownership to see through recommendations for
change
•
Focus on working intensely through the key issues
•
Agree an implementation plan
•
Lessons for RIE design
•
You cannot plan too much. You must plan, test and plan again
to cover all objections and overcome key behaviourial and
political barriers
•
Mentors and facilitators must be strong, and work seamlessly
with the project sponsors
•
Data packs may be important – but not as important as strong
Facilitation
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You need a team of mentors and facilitators to manage the
dynamics of a large event, and this team needs instruction
and rehearsal
Mentor – contraindications
•
A mentor or facilitator with in-depth knowledge of the
project with a fixed mindset and a favoured option or
solution
•
Someone who is relying on their personal spontaneity (and
too unstructured) rather than planning interventions
•
Demonstrating popularity and harmony in the wider group
rather than being outcome focused
•
Aggressive or submissive manner
•
Someone who is too shy and does not have the capacity to
deal with interpersonal conflict
•
Poor understanding of team and personal dynamics
•
Inexperienced in facilitation but having a Lean, HR or
related background and assumptions about having the said
experience in real life Lean, project management, HR issues
and their closure
•
These people may well run your event but will not deliver the
expected outcome.
What are the risks when choosing the wrong mentor and
facilitator?
•
Get it right first time, otherwise you discredit the process
•
You cannot run the same event again
•
You are seen publicly failing to manage the process
What makes great RIEs?
In this circumstance, personality dynamics of the mentor and
facilitator trumps specialist knowledge of the problem.
It has nothing to do with a facilitator’s experience in resolving
the specific organisational problem or having detailed knowledge
of a particular process. This ‘technical’ mindset may well close
the mentor’s mind to possibilities, opportunities and constraints.
Further to this, your RIE audience will see the bias or a ‘favoured
solution’ emerging when the optimal solution should be sought.
A mentor should be someone who can work the dynamics of a
team to deliver specific results or outcomes. They should be able to
witness what is happening in the room, know where the discussion
should go, and steer it in a positive direction, whilst at the same
time developing win-win solutions without causing animosity.
Beware of having an in-depth knowledge of the core issues
Too much technical knowledge of the specific work process
or market can actually hinder any meaningful solution. With
organisational knowledge, especially of core processes, the
mentor could easily and wrongly be led to or gravitate towards, a
favoured solution.
Sponsor and mentor relationship
However, a mentor must be supportive of their client or sponsor
and any disagreements must be ironed out before the RIE takes
place. There must be a ‘psychological contract’ between the
sponsor and the mentor re the outcome – unless there is an
agreement to do otherwise.
My experience is that sponsors who do not have a firm opinion
of what they want can work better with the mentor to commit to
specific and desirable outcomes.
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Too much technical knowledge
of the specific work process or
market can actually hinder any
meaningful solution.
Mentors traits and experience
Depending on the role and the level of RIE or other strategic
events – its wise to have mentors and facilitators who are:
•
Objective and yet experienced in the role of Facilitation at
the level at which they need to operate
•
Challenging, assertive and not aggressive
•
Confident and gregarious
•
Empathetic – to listen to all constituencies
•
Flexible strategic – operational mindset – move quickly
between logical levels
•
Resolve conflict and summarise progress
•
Behaviourally trained and experienced in working with teams
and personality types
•
Someone you can trust who will effectively design and run
the event

3. Developing internal capability
At the beginning of this article, I identified three components
for effective change. The first two elements were firstly focus
on mentoring change and working closely with the sponsor, and
then develop RIE as structured organised processes for staging
and delivering much needed change. The third component is
developing internal capability for change, and flows from the
development and learning that comes from mentoring.
Ideally, organisations should develop their own capability for
driving change. Organisations should pay people for more than
their technical or functional competences and skills. Clearly, an
important life skill is the ability to master and drive change in
one’s life and work, yet few organisations commit to this process.
Change skills for your organisation
Commit to train a percentage of your top team direct reports and
select others who are acknowledged as being positive about your
change agenda.
Commit to some form of learning and education. This could
include blended learning, whereby you offer training and
development which is face-to-face, group focused, practical work
based projects or assignments, using on-line learning or an ISO
certification programme such as Lean, business transformation
or Six Sigma if you are in manufacturing, or service design and
business transformation if you are in the public sector.
Subject area for development
•
The practise of change – the change cycle
•
Managing transitions and developing growth mindset
•
Customer and consumer strategies and models
•
Lean business transformation
•
Innovation, creativity and learning strategies

•
•
•
•
•
•
•
•
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Personally leading change
Influencing skills
Presentations for results – objection handling top team
members
Team dynamics and problem solving
Turning resistance to acceptance of change
Dealing with difficult people
Managing conflict
Assertiveness for facilitators

In recent years, we have worked with organisations developing
the change skill set. Some commit to requiring formal
training and certification including Lean, Six Sigma, business
transformation, change management, mentoring facilitation and
coaching.
We find that any educational component must focus on real
change strategies. Dealing with implementing change is at the
forefront of any change work including managing resistance to
change and communicating progress.

Summary
Clearly, change and developing strategies to deal with change, is
a challenge that every organisation will have to embrace. Some
will commit wholeheartedly while others will still fail to meet that
challenge.
The reason most change initiatives fail, is that they were
not well planned in the first place. We find increasingly, that
projects, even large strategic projects, are loosely defined. In
fact, many are very poorly scoped, so one thing we commit to is
identifying challenges, and then interviewing senior managers
to get their understanding of the wider and bigger picture of
the core projects that underpin their change agenda. This usually
highlights the need to do three things to make change stick.
The first is ensure you avoid the ‘failing to plan is planning to
fail’ mindset – second is employ a lead mentor or facilitator who
will ask awkward questions and be truthful about their research
findings and speak plainly. Next, organise events based on the
principles of effective RIEs and ensure that the mentor and
facilitators are well organised and experienced, and thirdly, finally
commit to develop those skills within the organisation from the
top down.
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2018 London
Global Convention
18th International Conference on Corporate Governance and Sustainability:
A report by Professor Colin Coulson-Thomas

T

he 2018 London Global Convention, organised by India’s
Institute of Directors and an MOU partner of the Institute
of Management Services was held on 24-27 October.
The associated 18th International Conference on Corporate
Governance and Sustainability was held on 25 and 26 October
in the Grand Ballroom of the Hotel Montcalm, Marble Arch. Its
theme was the ‘Board’s Transformational Strategy for Building a
Sustainability Paradigm’.
This annual event reviews the current status and future
prospects of corporate governance and the issue of sustainability
from an international perspective. Government Ministers and
business, professional and thought leaders from many countries
addressed whether new forms of leadership are required in
response to multiple challenges, new business models, disruptive
and enabling technologies, and requirements for more inclusive,
principled and responsible development. The conference
produced a number of recommendations:
Corporate governance needs to become a living system that
while observing core principles, remains relevant to the evolving
needs of individual businesses and organisations as situations
and circumstances change and there are new combinations of
challenges to confront and new areas of opportunity to address.
The role of independent directors and the qualities sought
in new candidates needs to reflect changing governance
requirements, the interests of a wider range of stakeholders
and secure the diversity of board membership needed to avoid
groupthink, and provide challenge and considered, balanced
and responsible strategic direction.
Sustainability needs to become an integral element of

corporate, community, national and international strategies, and
policies to ensure that operations and activities are responsible,
resilient and sustainable in the context of available natural
capital and the demands of confronting challenges such as
increasing populations in some parts of the world and climate
change.
The structures, memberships and practices of boards may need
to change to ensure that they remain relevant and can continue
to discharge their responsibilities, including providing the
responsible, shared and transformational leadership required to
cope with a changing and uncertain business environment.
Directors and boards need to ensure that they and the people,
operations and organisations for which they are responsible,
are open to new possibilities offered by changing requirements,
digital technologies and alternative business models and view
them positively as enablers and creators of new options and
choices rather than as disruptors.
Directors and boards also need to ensure that corporate
activities, operations and conduct are ethical, responsible
and sustainable, and that approaches to risk management,
compliance and corporate governance encourage exploration,
experimentation and enterprise and support creativity,
innovation and entrepreneurship, and do not inhibit them.
The continuing provision of corporate and digital governance
that is relevant and ensures responsible and sustainable activities
and operations requires directors and boards with the ability to
reconcile the contending interests of multiple stakeholders and
simultaneously confront multiple, complex and inter-related
issues and their short, medium and longer-term implications.
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Complicating Factors
in Performance and
Productivity Assessment
By Professor Colin Coulson-Thomas.

M

anagement services professionals use a variety of
methodologies, tools and techniques to improve
productivity, performance and quality, according to
what they feel is relevant in a particular situation and context.
As the latter changes and new and inter-related factors emerge,
our view of what is helpful and relevant may also need to adapt
to new requirements and priorities. Could our past experience
of what at the time were regarded as successful initiatives bias
our perspective of what might be possible in the future? For
example, could a desire for rigour and quantification result in
factors that cannot be easily measured being overlooked?
Simply repeating what has worked in the past can result in

important considerations being missed. A study could focus
upon an input such as time worked because it can be more
precisely measured than how creatively this time was used. It
could favour a higher volume of standard output over a lower
quantity of a more tailored version, that could also be more
easily modified and upgraded as requirements become more
demanding. A customer might prefer the latter and be willing
to pay a premium for the longer time and extra creativity that is
required to make it happen.

Questioning past approaches
One needs to be careful not to automatically apply approaches
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Hidden and unaccounted
for factors can account for
incomplete and potentially
misleading assessments of
different contributions,
outputs and options.

that are more applicable to the speedy and low cost production
of a relatively undifferentiated and stand-alone product to
the creation of bespoke solutions in a more dynamic context
where a longer time scale and a wider range of considerations
and contributors might apply and more judgements involve
probabilities. In such a context, do previous approaches need to
be modified, are new ones required, or is it more a matter of
making sure that relevant factors are not being overlooked?
A greater diversity of approaches and the multiplication of
opportunities and options may lead to more guidelines and fewer
standards. In some areas, consensus may have to give way to the
tolerance of diversity. Care may need to be taken to ensure that
the ‘groupthink’, ‘safe spaces’ and ‘political correctness’ found
on some university campuses does not spread to commercial
enterprises where innovation and paradigm shifts might depend
upon challenge, experimentation and vigorous debate.
More business leaders may face the dilemma of how to
encourage questioning, challenge, creativity, innovation,
enterprise and entrepreneurship while complying with laws and
other requirements dating from when previous and different
concerns and priorities applied. Might some regulations and
controls designed to protect people and communities from
unwelcome developments actually limit the freedom to act in
certain areas and prevent innovations that might benefit them?
In some situations could conformance to out-of-date rules
prevent the evolution of a more responsible capitalism that
addresses a wider range of needs?

Reviewing the scope of performance and productivity
studies
Do we need to spend more time identifying inputs, or are
more comprehensive and inclusive assessment of outputs
required? Is more thinking required in relation to both? If
the process of creating value and ensuring relevance itself is
changing and likely to continue to change, does our analysis
need to include more and/or different contributing parties and
additional intervening and moderating factors? Could what we
are examining be in the context of a changing business model
and regulatory environment? In future we may require greater
awareness, flexibility, openness and willingness to change our
approaches in order to maximise our contribution. Judgements
about who and what to include may also become more difficult.
When measuring performance, productivity and the value
added by individuals, groups and teams in contemporary
organisations, are we missing certain aspects of their
contribution and taking full account of the consequences and
externalities of what they do? Many people, especially as they
become more senior, have multiple roles covering a variety of
issues and requiring multiple inputs and multi-tasking. They
may be spending less time upon repetitive and discrete or selfcontained tasks where their particular contribution can be easily
identified and measured.
In many areas of knowledge-based work, people may also
be supported by various digital technologies and software
environments that have an independent ability to learn, and
the capacity to undertake ever more of what humans have
done in the past. Assessing the relative contributions of people
and complementary technology and how these might change
in future can be challenging. Should negative consequences
be included in assessments? How are they to be identified,

Management Services
Winter 2018

and their costs determined, when some people may have a
vested interest in hiding them? How can one fairly assess the
contribution of a complementary element such as artificial
intelligence (AI) when its users play up their own contributions?

Avoiding missing elements
Hidden and unaccounted for factors can account for
incomplete and potentially misleading assessments of different
contributions, outputs and options. They are not limited to
assessments of people’s performance. For example, in relation
to the relative merits of electric vehicles, are the externalities of
electricity generation and the rarity and potential future costs of
rare minerals required for battery production assessed? As with
solar panels, are the full life cycle costs, including the cost of
disposal, taken into account?
For assessments to inform decisions, how should one account
for what might happen or be if an incomplete group or team
were strengthened with a missing element? Should one include
the consequences of either not acting or the increasing costs of
delaying a decision, whether to train or reskill or to maintain or
upgrade, when remedial action will become more expensive the
longer a situation is allowed to run?
Should the cost of these potential consequences be discounted
back, to obtain a Net Present Value (NPV) to set against that for
hoped for benefits?
Opinions vary on the causes of the stagnation or disappointing
improvement of productivity in recent years (Harari, 2017).
One reason could be the failure of output measures to take
account of the increasing functionality of outputs and the
value of developments such as greater connectivity or the
wider range of apps now available on a mobile device. The
latter have often occurred against the background of improved
manufacturing processes and more intense competition that has
limited the extent to which suppliers have been able to achieve
corresponding increases in prices.

Disruptive technologies
Looking ahead, more applications of digital technology, AI and
other software support may be capable of handling multiple
tasks, switching quickly between tasks and undertaking initial
assessments of new situations or requirements. Their ability to
process large quantities of data, identify links, patterns and
relationships, and also learn may increase the areas in which
they can be allowed to operate autonomously, or with little
supervision. It may enable them to move ahead of any human
equivalents and into arenas where people are not as well
equipped to operate.
Where such environments and tools are able to replace below
average and average knowledge workers and professionals,
future human involvement may be limited to superstars in
the areas concerned who design solutions and develop the
capabilities of applications, and who have a role to ensure that
responsible learning is occurring.
Management services practitioners will need to be
sensitive to human factors. Assessments of individual and
group performance may be resisted by some people when
it is perceived as a precursor to replacing some of the lower
performers involved. Other people may react more positively
and focus on new possibilities, viewing certain technologies as
enabling rather than disruptive.
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[Business leaders] are
simultaneously confronted
with multiple and inter-related
challenges and, at the same
time, new and unprecedented
opportunities.
Trends and external developments
A particular challenge for practitioners, directors and boards is
the complexity, interdependence and inter-relatedness of issues.
Business leaders portray a business and market environment
of change, uncertainty and insecurity. They are simultaneously
confronted with multiple and inter-related challenges and, at
the same time, new and unprecedented opportunities. Because
these challenges and opportunities may have implications across
a company, identifying which individual, group or department
should be asked to address them is becoming more difficult.
Some issues remain at board level because there is no obvious
area or group to whom they can be delegated. External and
other parties may need to become involved, but identifying
who to approach is difficult when few people and organisations
appear to have authoritative and relevant expertise or offer
compelling and actionable solutions. Some business leaders
find that their colleagues’ past experiences and current
corporate capabilities, approaches, structures and practices are
not necessarily relevant for today’s requirements. They face a
relevance challenge.
External threats are evolving and increasingly having an
impact upon many or most companies, whether immediate such
as the risk of hacking and cyber fraud or possibly imminent,
such as an impact of climate change that occurs sooner than
expected. Examples include the challenges and opportunities
offered by disruptive and digital technologies, new business
models and the sharing and circular economies. Some areas of
opportunity are open to many enterprises and like some threats
may require a collective response.

Complicating factors
The scale and potential impact of some threats and
opportunities is such that some business leaders acknowledge
responsibilities to a wider range of stakeholders. As issues
become more interdependent and wide ranging in their possible
impacts, and as more boards recognise that a broader set of
interests may need to be engaged and involved, many business
leaders are finding they need to restore trust if they are to
achieve the more intimate and mutually beneficial relationships
they are seeking (Coulson-Thomas, 2018).
Trust is an issue in part because many companies are perceived
as compounding problems rather than developing solutions.
It is increasingly recognised that tackling a challenge such as
climate change or sustainability requires more than incremental
improvement of current operations and practices. The challenge
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for current business leaders and boards is to provide the
innovation and transformational leadership that is needed.
There is more recognition of the value of collaboration and
collective action, than understanding of with whom and how
this might best be achieved.
A pressing issue is whether complacency, compliance,
departmentalism and risk aversion will prevent the creativity,
innovation and entrepreneurship that is required. Will
protectionism and vested interests in the status-quo prevent
transformational leadership and paradigm change? Clinging to
standard models and approaches developed in a previous era
might also frustrate the exploration and diversity required to
develop more adaptable, flexible and bespoke solutions that
are appropriate in particular situations at a certain stage of
development and in a changing context.

Management and governance arrangements
Many boards used to find that their annual calendar of
meetings and board practices allowed them to deal with most
discrete issues as and when they arose. Many directors felt
that being available to address self-contained issues that arose
between annual meetings of shareholders was a justification
for their existence and role. The departmental structure of
organisations meant that issues could be categorised and routed
to appropriate specialists who could handle them with or
without intervention from the board while others carried on the
general work of the organisation.
As issues become more complex, inter-related and significant
in their possible implications their categorisation can be more
problematic. Addressing them may require a multi-disciplinary
and, when a company’s own capabilities are insufficient to
deal with them, a collective approach. Such issues may be
increasingly regarded as strategic or existential rather than
simply as operational matters. Some directors may doubt their
mandate to tackle them without reference to shareholders, or
stakeholders such as creditors or affected communities whose
involvement would be desirable.
A question that many directors need to consider is whether
traditional board and governance practices are capable of
handling a collective response to a complex and longer-term
challenge such as climate change. Related issues are whether
appropriate action in relation to sustainability might be
more likely if governance arrangements were improved, and
whether this could create better than average or expected
financial performance (Clark et al, 2014). Who now needs to be

involved and what new mechanisms, practices and tools are also
needed to build the understanding and develop, approve and
implement the responses required?

Determining required responses
In many companies urgent action is required to develop or
acquire multi-disciplinary and complex and inter-related
problem solving competences. More issues may need
to be handled by multi-disciplinary, multi-location and
multi-organisational working parties and project and
programme groups and teams. Their effective management
and governance might also benefit from more effective use of
digital technologies.
More systems thinking is required in corporate boardrooms
and among practitioners supporting boards to better
understand and map interdependencies, identify points of
greatest potential impact, agree warning signs or “traffic
lights” and establish control limits. It may be possible to
identify areas for action that might interrupt or moderate
certain interdependencies and their negative impacts. It may
be possible to model some systems that at first sight seem
excessively complex and/or use scenario planning to assess how
action in some areas can impact on performance elsewhere.
Many companies would benefit from a fundamental and
subsequent periodic review of board and management
structures and responsibilities, business models, and
corporate policies and guidelines relating to the assessment
of performance. Boards and senior management should
question whether they provide transformational leadership
and do enough to stimulate, support and enable creativity,
innovation and entrepreneurship, and build a corporate culture
that encourages questioning, challenge, and the analysis and
understanding of complex and interdependent issues.
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Humaneering Prepares
Management and Energises
Workforce for Fourth
Industrial Revolution
By James Pepitone.

P

articipants in the 1999 World Productivity Congress in
Edinburgh were among the first to formally learn of the
Humaneering Technology Initiative and humaneering’s
imagined potential to substantially increase the productivity of
human work, and in turn to raise the economic well-being of
workers, employers, communities and nations.
My presentation, as intrepid as it must have sounded to the
audience, launched what has become a global initiative to
update contemporary workforce management practices, which
remain anchored to Henri Fayol’s 19th century experience as CEO
of a coal mining business. Our explicit goal was to align human
work design and management with human nature (versus
machines), thereby unlocking people’s inherent yet untapped
human potential to create additional economic value, while still
meeting management’s need for direction setting and control.
Several of the ways humaneering is already fulfilling this

potential have been discussed in Management Services Journal,
in a series of articles commencing Autumn 2017.
•
•
•
•
•

Autumn 2017 – Rethinking Managerial Economics, pp12-17
Winter 2017 – Here Come the Humaneers, pp28-33
Spring 2018 – HR ‘Special Forces’, pp35-39
Summer 2018 – A Better Way to Manage People, pp17-21
Autumn 2018 – What’s love got to do with management?
pp33-37

In common across these cases is the ingenuity and pioneering
spirit of organisation leaders and their followers, who have
seized the chance to experiment with new work designs
and workforce management practices in search of increased
productivity and better outcomes for all stakeholders.
Like most new technologies, humaneering’s usefulness
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“The challenge for government, business
and society is to find new ways of thinking
and acting as our world is disrupted by
technology and innovation.” – Uschi
Schreiber, Former EY Global Vice Chair
and economic value are determined, not by the claims of the
developers, but by the outcomes from its application. And to
capture these outcome measures, we turn to the management
of the diverse organisations requesting early access to conduct
their own humaneering field-trials.
One of our technology-transfer teams is typically involved in
a host company’s first applications, to assure the host’s people
involved develop a deep understanding and new mindset so
subsequent applications are equally successful. This positions
our team to provide hands-on support and acquire a nuanced
understanding of each unique situation’s dynamics.
At some point following one or more initial applications, our
technology transfer team must shift its attention to another new
host, so we leave behind a simple way for experienced hosts to
submit the relevant data from subsequent applications. While
the collection of data continues, it’s natural that we on the
field-trial teams become less aware of how each field-trial host is
experimenting with humaneering on their own.
Reaching out routinely to our field-trial hosts in October
2017, we learned about a new and substantial application for
humaneering. After further study, and our realisation that
several hosts had discovered the application, we are excited to
now share this new application with you.
But first, I want to provide a brief background on the Fourth
Industrial Revolution, which is the application’s raison d’être.
You may be thoroughly familiar with this topic, so I will keep my
description short and narrowly focused. If you are not familiar
with the Fourth Industrial Revolution, you may want to check
Wikipedia or one of the many videos by the World Economic
Forum found on YouTube.
The Fourth Industrial Revolution refers to the beginning of
a convergence of new technologies that, during the next 5 to
30 years, will reshape our economic, social, cultural and human
environments, thus affecting our lives—including our work and
careers—in ways not previously experienced. Professor Klaus
Schwab, Founder and Executive Chairman of the World Economic
Forum has written two books on the Fourth Industrial Revolution
to compile and express the wide-ranging opportunities and realworld vulnerabilities with the potential to fundamentally alter
our experience as human beings living on earth.
Among the many concerns raised is the future of work.
Initially troubling, the path to work’s future does not begin
with a foundation of trust or even a blank slate. Most
older workers have witnessed their jobs being emptied of
challenging content, meaningful purpose, health benefits,
wage increases, professional development, career potential and
employment security, which can be attributed to management’s
abandonment of stakeholder concerns with the adoption
of shareholder primacy (ie, belief that only the shareholders
matter). For Millennials, these characteristics were never found
in the only work offered to them.

Andy Haldane, Chief Economist of the Bank of England,
warned recently that to avoid ‘large swathes’ of people becoming
‘technologically unemployed’ as artificial intelligence begins
to replace jobs, the UK will need a skills revolution. Haldane
predicted that the disruption caused by the artificial intelligence
revolution could be ‘on a much greater scale’ than anything
felt during the First Industrial Revolution of the 18th and 19th
century. He added that the risk of people being left behind was
‘huge’ as computers and robots change the way we work.
Workers will need more than just a stipend and limited access
to online or classroom training resources like those provided
in the past. The challenge workers face is greater now, with
unlearning being as important as learning. Apprenticeship-like
training programs (ie, simultaneous learning and doing) will
have the most hope of creating the desired outcomes.
What’s most uncertain for management is how it will be able
to emotionally engage workers. You are probably aware of the
research by management consulting firms, Gallup, Willis Towers
Watson, and others, which has determined that only about
20% of people around the world are truly emotionally engaged
in their work. Another 60% are on the fence, with some days
somewhat engaged and other days not so much. And then
there’s a final group of 20% who are decidedly disengaged, or
just basically antagonistic.
Adding to this challenge, around 80% of these people report
that their job is ‘okay’, or good enough, all things considered.
They have learned to settle for ‘okay’ over time and in the face
of the challenges standing in the way of their having a better
job. Resolved to this fate, they learn to reciprocate with a job
performance this is correspondingly ‘okay’, thus making the
exchange equitable (ie, resolving any cognitive dissonance).
This offsetting dynamic illustrates why so many organisations
are brimming with untapped human potential that remains
unengaged. Today’s holdover industrial workforce management
systems and practices, which were selected by early industrial
leaders to create strict discipline and maintain unwavering
compliance, are not helpful when trying to emotionally engage
a contemporary workforce in the 21st century.
The new application I can now share was discovered by not
one, but three, of our field-trial hosts, including one who started
experimenting with humaneering in 2005 (v1.0), and the other
two starting in 2009 (v2.0). We provide these host firms with
perpetual non-disclosure agreements, though I’ve secured
permission to share some basic descriptive information about
each organisation, including its nationality, industry segment,
and original application for humaneering, in addition to all
three being major, multi-divisional organisations.
1.
2.
3.

German, batch fluid processing, excessive operator turnover
at new facility
Japanese, semi-automated part moulding,
mid-management turnover and financial performance
United States, continuous Mil spec materials moulding,
engineering productivity

In all three cases, the original application of humaneering
naturally led to suggestions and then attempts to apply
humaneering principles, processes and practices to deal with
other frequently occurring issues, such as performance, turnover,
complaints and recruiting. Initially, there was reluctance
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by management, HR and workers to take a new approach,
even though the typical response in the past had rarely been
satisfactory to all. With the humaneering-based solutions, it
seemed like everyone could more easily agree on a resolution.
As a byproduct of this experience, it became easier to work
through issues, and to arrive at new ways of working that were
better for everyone involved. In effect, this in time changed the

These emerging technologies are
not merely incremental advances on
today’s digital technologies. Fourth
Industrial Revolution technologies are
truly disruptive – they upend existing
ways of sensing, calculating, organising,
acting and delivering. They represent
entirely new ways of creating value for
organisations and citizens. They will, over
time, transform all the systems we take
for granted today – from the way we
produce and transport goods and services,
to the way we communicate, the way we
collaborate, and the way we experience
the world around us. Already, advances in
neurotechnologies and biotechnologies are
forcing us to question what it means to be
human. (Klaus Schwab, Shaping the Fourth
Industrial Revolution (2018), pp. vii).
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unit’s culture, increasing collaboration, initiative and openness
to changes.
In addition to this culture change, more attention is being
payed to minimising any waste of opportunity and maximising
the economic value created by each worker. This became each
worker’s responsibility, which in turn led to the worker’s interest
in opportunities to utilise new technology where it increased
their productivity, including situations where entire tasks were
farmed out to more productive operations, which then created
opportunities for workers to perform higher-value work.
And if that is not enough breakthrough, all three
organisations have designated humaneering as their preferable
foundation for navigating the Fourth Industrial Revolution.
Their approaches are naturally different on numerous
dimensions, yet all the representatives I met with expressed
confidence, if not relief, in having identified a ‘go-to’ approach
with which to begin working.
One of the questions we still have is what role natural
emergence played in the success that’s been achieved. Would the
result be the same if a manager just announced these changes
one day or was it the gradual building of trust and learning new
ways of working that ultimately enabled the transformation to
take place. We will be researching this question in 2019.
Three things we do know. First, humaneering enabled
managers in all three organisations to consider new and more
productive ways of managing today’s workforce, without
requiring wholesale change or taking unwise risks. It’s not an
overstatement to say that the managers might be even more
excited than the workers involved because of the new potential
they’ve developed to manage more effectively.
Second, many or possibly most of the workers involved have
found a new level of trust in management and new level of
interest in their work. Clearly, the younger workers are more
responsive, engaged and hopeful than are those workers
who had been working in the old situation for more than five
years. It’s not that the more experienced workers will not come
around, but they may require more individual attention to
‘untie’ issues that hurt or betrayed them sometime in the past.
Third, as technology transfer professionals, my teams and I can
feel confident in recommending humaneering as a facilitative
foundation on which management can engage workers for
navigating the Fourth Industrial Revolution. Now, more than
ever before, employers will need their workers to be much more
than just compliant and disciplined in following rigid work
standards. The future of work will likely remain uncertain until it
is created through collaboration of managers and workers.
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