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Productivity will
be Key to Deliver
Sustainability
I

n my previous Chairman’s column my theme was ‘longevity
and sustainability’, and was prompted by the fact that the
Institute was 80 years old on 19 October, 2021.
In this column I have decided to keep the same theme, but on
this occasion relate it to productivity and how we can achieve
increases in productivity which are sustainable, environmentally
acceptable, and protect the longevity of our organisations and
the planet.
The UK recently hosted COP26, the UN Climate Change
Conference in Glasgow (31 October-12 November 2021) and,
interestingly enough, the theme of the conference could have
been, ‘the longevity and sustainability of the planet’. The
conference, attended by representatives from 197 countries, was
to seek the agreement of every government to address climate
change and, in particular, reduce their use of fossil fuels (coal, oil
and gas). However, most countries agree that reducing the use
of these resources needs to be done at a pace acceptable to all
stakeholders, including those in the coal, oil and gas industries.
As we know, the strength of the ‘fossil fuel lobby’ in influencing
government policy is significant.
Interestingly, Antonio Guterres, the UN Secretary-General, said
of the outcome document of COP 26, “it reflects the interests,
the contradictions, and the state of political will in the world
today”. At least this is slightly more positive than his quote
following COP25, held in Madrid in 2019, of which he said, “I am
disappointed with the outcome of COP25, because leaders have
missed an opportunity to be more ambitious on climate change
mitigation, adaptation and finance for poorer countries”. So roll
on COP27, to be held in Egypt next year, when we will be able to
measure how much progress all 197 countries have made on the
targets set.
So where does productivity fit into this and how do we ensure
we improve productivity in a sustainable way?
The American economist, Paul Krugman, in his book, The Age
of Diminishing Expectations (1994) stated, ‘Productivity isn’t
everything, but in the long run it is almost everything. A country’s
ability to improve its standard of living over time depends almost
entirely on its ability to raise its output per worker’. I am not
sure that even the most ardent of productivity professionals
would entirely agree with Paul, but his sentiments are clear –
productivity is a critical factor for raising everyone’s standard of
living and it is our mission to contribute to this.
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As productivity practitioners, most of us are concerned
exclusively in increasing productivity at an operational level – the
application of skills, methodologies and techniques, outlined
in our Body of Knowledge, for continuous improvement in the
workplace.
Some of us are fortunate enough to become directors of
organisations and are able to influence decisions at board level –
governance, strategic ambitions, achieving better risk outcomes
and delivering improved assurance. Our President, Professor Colin
Coulson-Thomas, has advised more than 100 boards on how to
improve their board and corporate performance.
A very few of us are in a position to contribute at government
level in order to influence national policy. One organisation
which attempts to do this is the World Confederation of
Productivity Science. It takes a broad, inclusive and holistic view of
productivity recognising that sustainable businesses, governments
and other organisations have to address social, environmental
and economic productivities. It focuses on what it refers to as
‘SEE Productivity’ and its aim is to influence governments and
organisations to take this approach.
Irrespective of which level we operate at as practitioners, we
are obliged to ensure that all productivity improvements are
economically viable, socially acceptable and environmentally
sound. Measurement is key and to quote Peter Drucker, ‘If
you can’t measure it you can’t manage it’ and the measure for
productivity is the ratio of output volume over the volume of
input.
It is also important to keep the various messages as simple as
possible. This is something I’ve tried to do throughout my career
and one way to do this is through the application of ‘systems
thinking’ which, as we know, is an approach to system analysis
to help understand how a system works. In its basic form, it
consists of input, process, output and a feedback loop. In my
engineering days, the classic example of such a system was the
‘Watt governor’ which automatically regulated the fuel inlet
valve to keep the speed of the engine constant. A closed loop
self-regulating system.
An early example of an environmental self-regulating system
used to reduce river pollution from factories, was to site the inlet
of water from the river to the factory downstream from the outlet,
thus forcing factories to exercise greater control over what they
discharged into the river. A simple example, but pretty effective.
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So, in terms of my theme, it is my view that the work we do as
productivity practitioners contributes, not only to the longevity
and sustainability of our organisations, but also to the longevity
and sustainability of the planet. We apply skills, methodologies
and techniques, listed in our Body of Knowledge, to improve
utilisation, reduce downtime and waste and so on, in order to
improve the output/input ratio of our organisations. In the same
way, the outcomes of COP26 are concerned in improving the

output/input ratio in relation to climate change for the longevity
and sustainability of the planet. So keep up the good work!
Finally, may I on behalf of myself and my colleagues on Council,
wish you and your families a very merry Christmas and a COVIDfree and productive New Year!
Dr Andrew Muir
Chairman

Institute News
A Warm Welcome to
the Institute’s New
Administration Team

S

ince 2003, the Institute’s administration has been successfully
outsourced. Effective from 1 January 2020, the Institute
decided to bring its administration back in-house and to
directly employ its own staff.
In common with many UK organisations 2020 was a difficult year
due to the COVID pandemic. Our difficulties were compounded
in April 2020 when our administrator found new employment
and left the employ of the Institute. The Institute’s Trustees took
the decision that the devastating effect of the pandemic ruled
out employing a new administrator at that time. A number of the
Trustees agreed to undertake the Institute’s administration on a
voluntary basis.
Due to the work undertaken by the Institute’s Trustees, the
administration of the Institute continued to be effective and we
have continued to offer a full service to members.
As the adverse effects of the pandemic eased in mid-2021, the
Institute’s Trustees recognised that the priority was to once again
outsource the IMS administration. After an extensive tendering
process which identified a number of companies capable of
providing an efficient administration service, we are pleased to
now announce that the Institute has outsourced its administration
to Cygnul Ltd, based in Hanley Swan, Worcestershire.

Left to right we have Kirstie York, Bertie Hart and Liz McGain

Cygnul, is under the ownership and management of Kirstie
York who will directly oversee the Institute’s administration. Two
Cygnul staff, Liz McGain and Bertie Hart, will be responsible for the
Institute’s daily administration.
Cygnul specialises in providing a complete remote office service
to membership associations and not for profit organisations. The
Institute’s Trustees are confident that Kirstie and her staff will
deliver a very competent, efficient and friendly service to Institute
members.
Kirstie York said, “We are delighted to be working with such an
illustrious organisation and look forward to contributing in our
own small way to the Institute’s exciting future”.
The Institute’s contact details remain the same.
Email: admin@ims-productivity.com or Tel: 01543 308605

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

IMS Measurement Practitioner qualification: Time Study, MOST® or Activity Sampling
IMS Productivity Analyst qualification
The MOST® technique and re-certification
Performance Rating clinics, including remotely managed
Appreciation courses and Lean techniques

Check out the details in www.scott-grant.co.uk/study-productivity
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President’s
Update
Institute of Management Services, 56th Annual
General Meeting, Friday 8 October 2021.
Professor Colin Coulson-Thomas.

I

n this year’s update, I will quickly summarise some of the
ambassadorial activities I have undertaken to increase
awareness of the Institute, before sharing my understanding
of contemporary issues that we need to collectively address.
My 49 publications during the year included 18 quarterly or
monthly professional journal articles and three peer-reviewed
academic journal articles. It is a sign of the times that almost half
of the total or 24 items were articles or talks published online.
My speaking activities during the year included guest lectures
and keynotes, or a special address, at four global webinars and a
plenary talk on improving productivity and performance during
a global productivity discourse.
I provided concluding remarks or recommendations, or
acted as the moderator of the question and answer session, of
other international events. At an annual CSR (corporate social
responsibility) leadership conference I was both the chief guest
and the opening keynote speaker.
Wherever possible, and particularly when writing for quarterly
journal articles and speaking, I refer to my Institute role, and this
appears at the start of my biography or on the programme.
I continue to serve on four editorial or editorial advisory
boards and have professorial, governance, leadership and
other roles in the UK and overseas. These help me to remain
current and engaged. As professionals, we have an obligation
to stay up to date.
Since its origin, our Institute and its members have been
particularly concerned with labour productivity, which continues
to be a challenge in some areas of the public and private sectors.
This is particularly so in the UK which continues to lag behind
some other countries.
We currently have a relatively high level of unfilled
vacancies, a low unemployment rate in relation to the
challenges we have been through, and a reduced flow of
labour from the EU. This suggests we still need to focus on
increasing labour productivity, being economical, effective and
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The Institute [is ideally
placed to] make an important
contribution to the creation of
a higher skilled and higher
paid economy.
efficient in our use of labour, and also upskill and reskill.
Our Institute community has a vital role to play in addressing
skills gaps, levelling up and moving ahead. The Institute could
make an important contribution to the creation of a higher
skilled and higher paid economy.
Young people today face particular challenges. Our new
qualifications offer a relatively quick and good return in terms
of increased employability, and/or potential contribution and
payback to sponsoring employers. The IMS offers competencebased complements and/or supplements to academic
qualifications.
Younger people who work for and obtain our qualifications
can immediately contribute and benefit their employers and/
or clients. For older people, they could represent an update
or refresh. They might also provide a focus or enable them to
change direction.
I hope all members will do their best to bring our new
qualifications to the attention of all those who could benefit
from them. We can all be IMS ambassadors and advocates.
Businesses need practical problem solvers. They require
people with imagination and drive who can assume
responsibility. Rather than dependents, employers may
increasingly look for partners who create new possibilities,
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provide preferable options and develop better alternatives.
We also need more innovative applications of AI, digital and
other technologies, and the wider adoption of new business,
operating and organisational models and new patterns of work.
Our members are well placed to evaluate options and assess
changes.

Today, we are engaged in a global struggle for survival.
We can all participate in individual and collective activities to
confront the shared existential challenges we face. Alongside
them, there are also unprecedented opportunities:

A Sustainable Future

•

Human activities continue to over-exploit natural capital. Each
year we use twice the amount that would be sustainable.
Material productivity or output per unit of material input
has been stagnant in recent years. We also need to be more
economical, effective and efficient in our use of natural capital.
We need to consider how our experience and insights could
enable organisations to reduce their consumption of natural
capital, especially that which is becoming increasingly scarce.
Might more of our members consider applying, adapting or
developing approaches, tools and techniques for increasing
material productivity?
Consequences follow from the lifestyles, aspirations and
priorities of the communities and societies in which we operate.
They often desire rates of economic growth and levels of
consumption that our planet cannot support.
Traditional growth strategies are not sustainable. If levelling
up is not to be replaced with holding back, we need to make
every effort to decouple economic growth from adverse
environmental consequences.
The collective impact of far too many existing activities is
polluting the oceans, degrading the environment and destroying
eco-systems. The consequences of current contemporary
lifestyles and business operations are reducing bio-diversity,
over-exploiting natural capital and contributing to global
warming and climate change.
The negative impacts of human activity are afflicting people
around the world. Even a monastery on the top of a mountain
could be affected as more people seek solace. Today wildfires,
floods, droughts and crop failures increasingly occur in multiple
locations.
Scientific consensus suggests the situation may get worse
before it improves. Unexpected events and disruptions should
now be regarded as par for the course.
As a profession and as individual professionals, we should
be alert to evolving aspirations and preferences, and aware of
changing requirements and priorities. Others might expect us to
use our knowledge and skills to help mankind address certain
shared and existential challenges.
Cherished infrastructure may have to be written off as
temperatures and sea levels rise, low lying areas are inundated and
regions are abandoned due to shortages of water and food. We
face unprecedented disruption and mass migrations of people.
When the first bodies that would later merge to form our
Institute were founded, our earliest members faced great
challenges. During a period of world war they rose to the
occasion. They did their bit and played their part at a time when
every contribution was welcome.
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•

•

Opportunities to help people to review, re-purpose,
re-invent and change direction;
opportunities to support them during transitions and
transformation journeys to more sustainable and inclusive
business and operating models;
opportunities to inspire creativity and be creative;
encourage innovation and be innovative; and support
entrepreneurship and be entrepreneurial.

Recent events have demonstrated the fragility of global supply
chains. Disruption, discontinuities and disasters could become
more frequent and widespread. There are also opportunities to
help with contingencies, recovery arrangements and back-up
strategies.
In all these areas, whether working alone or with others, there
may be opportunities for IMS Measurement Practitioners, IMS
Productivity Analysts and different levels of IMS membership.
Our members may find opportunities for involvement in multiorganisational teams and collective activities as supply chain
and collaborative responses are explored, implemented and
operated.
With so many possibilities and people needing to adopt
more sustainable lifestyles, one need never be too old to seize
opportunities to advise, coach, mentor or otherwise help others.
As more people are affected or become alert to present
dangers, risks and existential threats, an alignment of corporate,
individual, community and societal interests behind the shared
objective of addressing climate change may occur.
Professionals and their bodies have an emerging opportunity
to join coalitions of people and organisations in support of
effective collective action. Many of them would benefit from
greater awareness of the practical value of our qualifications
and our potential contribution.
Our participation in individual and collective action to address
challenges and seize opportunities could increase the demand
for the services of our Institute and its members. As practitioners
we and our Institute need to be ready to seize the moment.
There are opportunities for volunteers to step forward to
help the future development of the Institute. We have survived
COVID due to the dedication of our active members, and
particularly those mentioned by the Chairman in his report.
The work of our Institute and the services it provides greatly
benefit from voluntary effort. This ranges from assuming the
responsibilities of a Council member, or organising activities and
services for members, to contributing to our quarterly Journal
Management Services.
Echoing the Chairman’s comments and on your behalf, I would
like to thank him, Council members and all those who contribute
their time for the benefit of us all. Some of them are with us
today. We have a huge debt of gratitude to them. Thank you.
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Productivity News
Iceland Trials
Four Day
Working Week

R

ecently, thousands of Icelandic workers trialled a four day work
week and recorded improvements in wellbeing and productivity.
The success of the two four-day working week trials could serve
as an example for other governments, analysts say.
More than 2500 people across one 100 workplaces took part,
representing 1% of the country’s working-age population. Many of
those workers involved saw their work week reduced to 35 hours from
40 without a reduction in pay, according to joint analysis of the trials
by the UK future-of-work think tank Autonomy and the Icelandic
Association of Sustainability and Democracy.
The results add credence to the concept of a four day working week
without a significant cut in pay, which has been increasingly pushed
as a remedy for improving work-life balance, boosting employee
performance, and helping the environment.
The trials were initiated by the Reykjavik City Council and the national
government, following lobbying by civil-society groups and trade unions,
which claimed the nation lagged many of its Nordic neighbours in terms
of work-life balance.
The first trial took place in the capital, Reykjavik, from 2014 to 2019
and initially saw childcare and service-centre workers cut their hours to
35 a week from 40. It then expanded to encompass staff members in the
mayor’s office and care homes.
The second, conducted from 2017 to 2021, saw 440 civil servants from
several national government agencies reduce their hours. Their roles
covered both traditional nine-to-five hours and irregular shift patterns.
Iceland is not the only national government to evaluate the concept of
a four-day week. In May 2021, the Spanish government approved plans
for a three year pilot and pledged 50 million euros to support businesses
implementing the plans.
Read the full story at https://bbc.in/3F4Clq5 (which includes links to
the original research).

The Challenge of Absence Management in the Workplace

E

mployee absence is one of the most infuriating and
harmful phenomena of the modern workplace. A degree
of absence cannot be avoided, as people become ill or are
forced by personal circumstances to not attend work as planned.
Physical absence from the workplace might not always be
important. In fact, in many roles and environments, it is more
important to be off-site with customers and partners. In sales,
for example, elevated levels of mobility are expected in many
organisations today, but the principle stands that knowing when
employees are working and not working is critical to efficiency
and productivity.
Recent surveys by the CIPD (Chartered Institute of Personnel
and Development) have indicated falling rates of employee
absence. However, the validity of the absence figures is brought
into question by the Institute when other factors may be driving
issues such as presenteeism.
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Firms must look at the problem through a holistic lens. This
means defining roles and setting realistic goals to create a
workplace environment where employees are motivated to go
to work and be highly productive. Establishing flexible working
schemes and recognising the importance of wellbeing will also
help prevent non-genuine reasons for absence, as well as help
employees with genuine illnesses.
Leaders and line managers need to be able to see the triggers
that lead to absence issues and amend their working conditions
accordingly. This need has seen the emergence of trends such as
‘duvet days,’ offers of more annual leave days, and encouraging
staff to participate in setting their own goals, targets, and
bonus schemes.
A paper has been produced by UKG (Ultimate Kronos Group)
on absence: https://bit.ly/3c0DyCe. CIPD surveys can be viewed
on https://www.cipd.co.uk/search?q=absenteeism
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Productivity News

Higher Productivity
and Job Creation in
the Western Balkans

A

recent report by the World Bank indicates that Kosovo
and the rest of the Western Balkans region are now
emerging from the COVID-induced recession of 2020.
Output in 2021 in Kosovo is expected to exceed 2019 levels but
risks to the outlook remain high as the country continues to
grapple with the pandemic.
Economic activity in 2021 is expected to expand by 7.1% due
to a stronger-than expected consumer confidence, and higher
consumer lending. However, significant inflationary pressures,
primarily from higher import prices, may undermine a stronger
recovery in private investment. Public revenue is experiencing
an unprecedented rebound due to higher economic activity.
As the Western Balkans starts to look beyond the pandemic,
the policy focus will need to shift towards addressing the
key structural impediments to job creation and economic
transformation, Many of these constraints, which among others
include weak firm-level productivity, lack of market competition,
limited regional economic integration, and weak institutions,
have become even more apparent as a result of the stresses that
COVID has placed on the region. At a time when fiscal space
has narrowed, structural reforms would help boost private
investment, as well as ease preparation toward EU membership.
Furthermore, the six countries of the Western Balkans
now find themselves at a key decision point regarding the
impending green transition. The external environment is going
through a fundamental structural change.
Global strides toward action on climate change, biodiversity
loss, air and plastic pollution, and other existential
environmental crises, are changing the foundations of economic
activity, consumer choices, and investor behaviour everywhere.
And yet, the Western Balkans are currently characterised by a
development model tilted toward familiar brown industries,
supported by ‘sticky’ brown skills and jobs, and established
value chains and market infrastructure.
The World Bank Report can be seen at https://bit.ly/3C969jG

Improving Morale and
Productivity Through
Hybrid Working

T

he COVID pandemic has altered the way we work forever. As
the world adjusts to a new form of hybrid working, leaders
are presented with new challenges: finding effective ways
of encouraging accountable and autonomous teams, while creating
both physical and virtual environments that help make staff feel like
they belong in a socially distanced world of work.
One of the biggest challenges for leaders is motivating their staff
throughout transitional periods of change – as lockdowns lift and
return around the globe, managers have a greater responsibility
towards their teams than ever before.
Recent research points to evidence that proves a substantial
percentage of staff around the world simply do not want to return
to the workplace. When Apple told staff they would be required
to return for three days per week for example, they received harsh
pushback, with many employees indicating if the return-to-work
policy were implemented, they would quit.
Staff simply no longer want to be confined to clinical offices –
while others do not want to continue blurring the lines between
work and home. But leaders should not see the pandemic as a curse;
they should view it as a unique opportunity to rethink the way that
staff are motivated, supported and trained.
To overcome these challenges, there are several ways that leaders
can enable their staff to thrive through hybrid working. By instilling
greater trust, encompassing positive accountability mechanisms and
enabling staff to make their own decisions about when they would
like to come to work.
New hybrid working models mean staff can no longer be
micromanaged like before – so leaders must adapt to new ways of
building greater trust in staff by giving them more autonomy and
responsibility.

Do you need help to improve your productivity?
We supply qualified Industrial engineers, productivity analysts,

From us you get accurate time standards, reliable information,

MOST® practitioners, Lean specialists.

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

Plan to Make
the UK a Global
AI Superpower

T

he UK government published its National AI Strategy
in September, aiming to drive the digital future of the
country and improve governance and regulation of
artificial intelligence (AI).
The strategy focuses on increasing resilience, productivity,
and economic growth by using data more effectively. To do so,
businesses all over the UK need to ensure that their data is fit
for purpose, recorded in standardised formats, as well as being
interoperable and reusable. This will allow the building of new
AI services and products.
It is widely believed that improving data foundations will

increase productivity and increase long-term economic value.
Yet, businesses still need to work on improving their use of data.
Organisations need to have a better data strategy and
data-improvement initiatives in place to achieve data quality,
and require skilled workers who have relevant data skills.
Businesses also need to adopt robust data governance
processes with a data fabric, so that they can track data
throughout its life and implement data quality and control
protocols, to make sure that data and AI can be trusted.
Details of the UK government’s AI strategy can be seen at
https://bit.ly/3qt2FGi

UK Business Leaders
Concerned about Productivity

A

s footfall in the city of London reaches 39% of
pre-pandemic levels, its highest rate since early
2020, new findings reveal widespread concern
about productivity from leading business decision-makers
with hybrid working models setting in post pandemic. The
findings show that over half (51%) of UK business decision
makers are worried about productivity in the workplace,
with 74% showing at least some concern as we move into
the next stages of the COVID crisis.
The findings, published in the new How to Grow Playbook
by business transformation consultancy Agility in Mind,
surveyed UK business leaders about their concerns as we
move forward in the pandemic. They found that three in
five business leaders believe it will be harder to engage the
hearts and minds of employees within their organisations. In
addition, some 29% of these same leaders did not know how
to determine new initiatives that might tackle the issue of
engagement and collaboration, with 27% saying they lacked
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the time to pursue such initiatives at all.
Andrew Jones, CEO of Agility in Mind, commented,
“Businesses have faced unprecedented challenges
throughout each stage of the pandemic, culminating in an
inability to plan and a cautiousness in how they plan for
the future. Productivity concerns are unsurprising given the
uncertainty that has plagued the business community.”
The research did highlight an aspiration to find solutions
with over four in five (85%) senior decision-makers wishing
to explore new ways to improve employee productivity,
engagement, and motivation, even if some lacked clarity on
how this process should take place. A further 45% thought
this to be either critical to the future success of their business
or should be a key business priority moving forward. Just 7%
said they did not see value in pursuing such initiatives.
Original source: https://bit.ly/3wCG4bl. Agility in Mind’s
How to Grow Playbook report can be seen at https://agility.im/
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Book Reviews
Title: Virtual Training
Author: Jeb Blount
Publisher: John Wiley & Sons (June 2021)
ISBN-10: 1119755832
Pages: 272

Title: Business Unusual
Author: Nathalie Nahai
Publisher: Kogan Page (September 2021)
ISBN-10: 1398602213
Pages: 236

F

T

or the past 300 years we
have had virtual training
in various formats,
then in 2020 we had a global
pandemic in the form of COVID
and everything changed. Social
distancing and home working
became the norm.
COVID accelerated the broad
adoption of virtual instructorled training, along with
awareness that classroom-based
training is often expensive,
inefficient, and fails to deliver
a fair return on investment.
While it is certainly more
challenging to re-create the collaborative environment of the
physical classroom in a virtual setting, virtual training combines
the structure, accountability, and social learning benefits of
classroom training with speed, agility, and significant cost
savings.
This is exactly what this book is about. Virtual Training is
the definitive guide to delivering virtual training that engages
learners and makes new skills and behavioural changes stick. In
his book, Jeb Blount, a celebrated trainer and author walks you
step-by-step through the seven elements of effective, engaging
virtual learning experiences.
The book has a companion website with virtual training
resources and as part of the book purchase the reader is given
free access to the website with an access code contained within
the book.
Whilst acknowledging that for many people face to face
tuition provides the best overall experience, the publication
equally points out that classroom-based training is expensive
hence the need for many trainers to move to providing virtual
training. It is emphasised that virtual instructor-led training
blends the social learning benefits of classroom-based training
with the speed, agility and cost effectiveness of e-learning
without the expenses associated with the physical classroom.
This is a super-helpful guide for anyone who conducts virtual
training, conferences, or online meetings. The book is written
in a practical, easy to read style and as such will be an essential
guide for all trainers and lecturers.
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he pandemic and the
resultant economic
downturn, have
created a situation in which
businesses feel uncertain
and overwhelmed. Business
leaders are faced with
increasingly complex
challenges which they
must overcome if they are
to reassure and connect
with both employees and
customers.
In her new book, Nathalie
Nahai revels the hidden
psychology behind how we
feel about businesses, their leaders and communication
in the digital world. The reader will be guided and gain a
knowledge of the new dynamics shaping online behaviour
and the expectations driving employees and consumers.
In Business Unusual, the author successfully captures
changing times as reflected in changing generations. She
makes clear that the old ways of doing things will no
longer suffice and that new thinking and ideas must be a
priority. Businesses face complex challenges, and this book
explores the implications of those changes. It explains the
benefits and drawbacks of virtual working and its adverse
effects on reduced human contact between employees.
To assist business leaders in facing these complex
challenges, this publications offers a vital and meaningful
roadmap for how we might transcend old ways of doing
business and take a more resilient, purposeful and valuesdriven path forward.
In reading this book you will find stories, case studies
and frameworks from psychologists and business leaders.
The quotes at the start of each chapter are very thought
provoking. This book is an excellent guide for leaders
wishing to address the challenges that the pandemic has
thrust onto businesses in the last two years. The reader
will learn how to apply psychological frameworks that will
enhance the resilience of their business.
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Global Power
Challenges
Dr David Floyd, Senior Lecturer at
the University of Lincoln, analyses
the current energy concerns for
the UK economy.

T

his paper sets out to examine the reasons behind the
current energy concerns for the UK economy. It draws
on demand and supply variables. It further examines the
political and economic factors that influence global markets
that are also having effect from a macroeconomic perspective.
Solutions are then considered and the crisis will be evaluated in
terms of both the short- and long-term perspective, as well as
the impact on the overall economy.
Late September 2021 was considered by some as having
similarities to the winter of discontent not seen since the 1970s.
Petrol was being rationed and there were fears of inflation and
stagflation, where lower growth is exceeded by much higher
levels of price increase. At the height of the pandemic, the oil
price had fallen to as low as 20 dollars per barrel but is back up
to over 80 dollars per barrel on 29 September 2021 according
to the Financial Times (28 September). Panic buying occurred
partly due to social media speculation that supplies have fallen
substantially. Oil supply is falling on a global basis in terms of
new discoveries though shale producers are prepared to re
-enter the market, as prices rise and production will be viable for
many years to come. However the oil market is very much linked
to a wider energy market and many demand and supply factors
that need to be considered. Gas prices have also risen and this
has had a knock-on effect, not just on consumers but other
industries in food and agriculture. The government has had to
subsidise CO2 producers and a large number of gas suppliers
have exited the market as the global price has risen, and they
have been unable to supply at the government price cap level.
This has resulted in fewer suppliers and price increases of up to
15% for consumers. However so far we are not in such a bad
situation as in the 1970s and inflation may hit 4% according
to the Bank of England rather than double digit. We are also
better placed in technology and efficiency, and have bounced
back from the slump at a very fast pace. In addition, Hahn 2019
suggests also that the world is more competitive and open
though there are still many risks from this energy crisis that will
be pointed out later in this article.
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The Main Reasons for Price Increases and
Limits on Global Supplies

The [government’s very
ambitious goal] is to
stop producing diesel
and petrol vehicles in
the UK by 2030.
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Firstly, there are demand factors. There has been an increase
in demand as people return to work from the pandemic and
are starting to get out and about more. In addition, this is
taking place on a global scale, which puts pressure on supplies
for countries needing to import gas and oil like the UK
Economy. Data from the Environmental Investigation Agency
(EIA) suggests that there is a further increase in demand from
emerging markets, with high growth rates where the growing
population wishes to spend more of their income on consumer
durables and transport. By 2025 the EIA predicts energy demand
from developing countries to match that of industrialised
countries. There is also a further large increase in tourism
expected, particularly as more countries begin to open in both
Asia and America as well as Europe. In China for example,
there are a million additional cars on the road every year, see
Floyd 2020. Demand will also depend on substitute availability
according to Sloman 2020. The UK economy has shifted energy
supply to other sources such as wind power but recently in 2021
the uncertainty of the weather has resulted in less availability.
Indeed, there has been a shift towards more renewable forms
of energy in many countries in order to meet the climate change
requirements of COP26. However, emissions of carbon are set
to increase by 16% by 2030, according to the United Nations’
analysis, even though there was a small improvement due to
the recent pandemic and emissions are meant to decrease by
55% as a recent target set by the European Commission in the
same period. The United Nations suggests the World should
cut emissions by another 25% by 2030 and global warming
limited to 2º. China is setting out to be carbon neutral also by
2050 and more recently America has set out to participate in
future agreements concerning climate change such as those in
the recent Paris agreement and the COP26 which took place
in Glasgow in November 2021. This puts pressure on many
countries to reduce reliance on energy such as coal and oil.
On the supply side there are limited solutions at present.
Many countries have moved away from nuclear energy due to
safety concerns though this form of energy may now become
more popular to help reduce the demand on oil and gas as well
as coal.
The shift towards electric cars has been limited so far. The
government aim is to stop producing diesel and petrol vehicles
in the UK by 2030. This is an ambitious goal and the European
Union has set the same goal for 2040. However, one of the
limitations of electric vehicles has firstly been the initial cost.
Most electric vehicles cost over £25,000 and only in the longer
run will costs fall, as production improves and customers start to
benefit from driving many miles at much reduced cost compared
with diesel and petrol. There is also the further problem of
infrastructure and charging points which require additional
investment from government. Nevertheless, things look more
encouraging for delivery firms and lorries, as these vehicles
could be stored and recharged more easily at dedicated depots.
And, more positively, there has been an increase in the sales
of E Scooters and electric bicycles by 40% this year, particularly
focused on the younger generation. Europe has also made
progress in developing new technology to use fuel in a more
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efficient way and is a world leader. The Airbus 380 for example,
carries twice the number of passengers and uses less fuel than
previous jumbo jets. Boeing of America is also making progress
in this domain and newer cars can now run on less polluting
forms of petrol.
At present the European Union has around 15% energy
supply in renewables which is up from 5% in 1990. There is also
much hope for hydrogen powered heating systems over the
next decade, though heat pumps presently cost many times the
price of gas boilers.
At present, gas and oil account for the majority of energy
supply for Europe. Europe does have limitations in its supply.
The UK has also become a net importer of gas and oil and this
is set to become a greater problem particularly in the short
term. Much of the supply of oil in Europe comes from Norway,
though there is also some dependency on the Middle East where
supplies can be affected by geopolitical tensions. Similarly, the
gas supply is to some extent reliant on Russia and the delayed
Nord Stream 2 pipeline project has also led to some of the
price increases in gas. The energy market also moves slowly
particularly when there is some reliance on the activities of the
OPEC Cartel.
There have been other factors in the environment leading to
the current energy supply difficulties, such as the shortage of
drivers to deliver fuel rather than a shortage of fuel itself. The
UK needs 100,000 extra drivers according to The Sunday Times
26 September 2021. This shortage has come about for a variety
of reasons. Firstly, there have been a number of older drivers
taking early retirement. Secondly, there have been delays at
test centres due to the pandemic and the costs of training and
working conditions has been a disincentive for new recruits.
There are further problems associated with the loss of European
Union workers as a result of the Brexit process. The delays
at customs posts and the lack of permanent work may result
in firms needing to offer higher wages and better working
conditions, as well as government action to allow even more
working permits. There are also further bottlenecks in supply
chains and shortages of drivers in other European countries,
which further adds to the difficulties for the UK economy.

Conclusion
The problems in gas and oil markets are part of a complex
energy supply problem across the world economy as many
countries start to emerge from the pandemic. The nature of this
situation suggests that this is going to take some time to resolve.

It is not easy to switch energy supply due to the differences in
infrastructure, as well as the uncertainties of climate change.
Many factors here have resulted in a perfect storm in the
short-term as a difficult winter of 2021/2022 emerges.
Short-term solutions include increased government support
via subsidy or a more open approach to recruiting key workers,
as well as establishing more efficient supply chains and further
improvements in energy efficiency. Firms will also need to think
of employing ‘just in case’ strategies instead of fully relying
on the ‘just in time’ approach in these times of increased
uncertainty. More could be done to support the training of
workers in key shortage areas to alleviate the problem in the
more longer-term. Additionally, further developments need
to take place in developing new forms of energy though this
will be more for the longer-term. It has also been suggested
that there are many risks to the UK economy as a whole where
higher costs and low growth may lead to a less competitive
position and stagflation. More also needs to be made of
potential savings and efficiency in energy use resulting from
the increased digitalisation that has taken place during the
pandemic, to help further reduce pressures on energy supply
whenever possible. By doing some of the above it is hoped that
firms and workers in the UK can maintain their competitive
position in the global economy.
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Role Models and
Inspiration
entley.
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M

y colleague of many years who has become a
grandfather recently said to me, “I want to be the
kind of granddad that you are”. We talked about
what it was that he wanted to emulate, and I realised for the
first time that becoming a role model carries with it a level of
responsibility that I might not want. It also struck me that I am
not a role model until someone makes me into one; it is not in
my choice, but in the choice of others.
These thoughts set me off down a track about the people
that I had made into role models and my reasons for doing so.
Some of these people were positive role models (I want to be
like them), others were negative role models (I don’t want to
be like them). In both cases my feelings were quite strong. I also
noticed that my choice of role models depended on what was
going on in my life at the time I chose them as role models, ie
something about their behaviour resonated with me and in that
moment I wanted to be like them.

Early in my career one of my bosses gave me some advice that
has stayed with me ever since. He told me that, ‘people may
take notice of what you say, but they will take much more
notice of what you do’. And he went on to talk about how
important it is to set an example by how you behave. This is not
the same as being a role model, but is often part of why people
are attracted to those they make into their role models.
I was involved in a workshop where I had been asked to
talk to a group of potential leaders about discovering their
leader within. The CEO had organised the three-day workshop
to include a number of people who would talk to the group
about their ‘inspiring stories’. When the group discussed what
they had heard from these inspirational people and how it had
affected them, the two main reactions were; how is this relevant
to me, and I could never do that, nor did they especially see this
particular group of inspirational people as role models.

‘In sum, people may be especially motivated by models who
highlight strategies that are congruent with their regulatory
concerns and are useful for the attainment of their goals.’
(Lockwood, Jordan and Kunda, 2002)

We each of us have our own unique response to the people
who inspire us and become our role models. Sometimes we are
inspired by people who undertake amazing acts of extreme
danger; or those who perform at the highest levels at sport;
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Inspiration
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those who give of themselves untiringly to those who are worse
off than themselves. For me, perhaps the most inspiring people
are ordinary people who do extraordinary things because it is
just simply the best thing to do at the time, and who often think
of others rather than themselves.
I have always been inspired by the leaders who encourage
and support those around them to perform beyond what they
expect of themselves. Such leaders don’t seek glory and when
great things work out well, they give the credit to others, and
when things go wrong they take responsibility. Here are some of
the behaviours that I have found inspiring in my journey, mostly
because at the moment I was inspired it was how I wanted to
behave, rather than how I did behave, and I was projecting my
need onto my role model.

Calmness in the Face of Crisis
When a crisis occurs, the calm response of the leader lessens the
apparent impact of the crisis by enabling others to calmly handle
whatever needs to be done. The leader’s calmness is infectious
and inspires others to remain calm and focused on the situation
they face.

Action When it is Needed
When action is needed an effective leader acts to deal with
whatever is happening, especially when he or she acts from a
place of calm reflection rather than a ‘knee jerk’ response. At such
moments I find it easy to accept and support the leader’s action.
And I am also inspired to try to act in a similar way in the future.

Patience in the Face of Chaos
‘The wise leader knows that it is far more important to be
content with what is actually happening than to get upset over
what might be happening but isn’t’. (Heider, 1987, p91)
The patient leader allows time for whatever is happening to
unfold so that it becomes clearer what might need to be done
in response to events. This does not pre-empt the leader from
acting quickly when necessary, but it does inspire others to stop
and think before rushing in to deal with what is happening,
when events may resolve themselves naturally. Doing nothing is
often a very effective form of action.

Clarity When There is Confusion
The workshop was in its second day when Dave said, ‘I’m
confused.’
‘Good’. I said. ‘What is confusing you?’ I asked.
‘Well, this notion that we should pay attention to what is
happening rather than what should be but isn’t. When I’m
facilitating I’ve got a programme to complete; I can’t just let the
group go where it wants.’
‘So what are we doing now?’ I asked.
‘You are dealing with my confusion.’ He answered.
‘I want to ask you all whether what we are doing is useful?’ I
said.
There were nods all round, and Jenny said, ‘You are doing it
right now.’
‘Doing what?’ I asked her.
‘You are paying attention to what is happening rather than
what should be but isn’t.’
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‘And is it useful?’ I asked. Again there were nods and people
saying yes, and then Dave said. ‘OK, I get it.’ And we moved on.
The leader does not need to make things clear, but rather help
others to find the clarity they seek from what is happening. It is the
guiding of people to clarity that inspires, rather than giving them
the answers or explanations they think will make things clear.

Stillness When There is too Much Activity
‘Learn to trust what is happening. If there is silence, let it grow;
something will emerge. If there is a storm, let it rage; it will
resolve into calm.’ (Heider, 1987, p115)
I have struggled throughout my life to practise stillness, to
stay focused on my thinking and being, whilst the distractions
of a noisy, demanding world bombard me. I was fortunate in
the role model of my PhD supervisor. When I first met Peter
his 12-year old daughter had bone cancer and had had part of
her leg amputated. The prognosis was not good, and I asked
Peter how he coped. He told me that he had studied ancient
Taoist philosophy and that he had trained himself to be still and
focus what was good in his life. He gave me a book of Lau Tsu’s
writings and so introduced me to the practice of stillness.
I learned to slow down, and occasionally to stop. I learned to
interrupt what I was doing and to take a break, and I learned to
sit quietly and allow my thoughts to flow freely.
The art of stillness can be practised in moments throughout the
day, and fitted into even the shortest time space.

Openness and Receptivity in the Face of
Anger and Criticism
The leader who listens carefully to criticism, and faces anger with
quiet attention, focusing on what the anger is about rather than
reacting to it, tends to diffuse the situation. They are then able
to learn something about what has given rise to the criticism and
anger. I find this quiet, calming approach inspiring.
You will, I imagine, have your own set of ideas about what
inspires you, and this will affect your choice of role models. This
is a highly personal judgement that we make in relation to our
beliefs, desires and circumstances at a given point in time.

Inspiring Behaviours?

he calm response of the leader
mpact of the crisis by enabling
e whatever needs to be done.

Charisma
At this time, leadership is widely believed not to be the actions
and behaviour of a single individual, but a process of bringing
together a community of people with a shared vision and
purpose. Charismatic leadership is when an individual with an
exceptional ability to attract and influence others, uses his/her
marked personal charm and magnetism to gain the support of
others for his/her own vision of what the future holds.

‘The basic assumption is that this kind of leadership transforms
the needs, values, preferences, desires and aspirations of
followers from their individual interests to collective interests,
so that followers become highly committed to the mission of
the leader and are prepared to make sacrifices in the mission.’
(Steyrer, 1998)
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I have struggled throughout my life to practise stillness,
to stay focused on my thinking and being, whilst the
distractions of a noisy, demanding world bombard me.

The charismatic leader is said to be able to communicate
effectively and persuasively, and carry people with them towards
some aspirational vision. However, this can be directed to both
the common good (John F. Kennedy) and the common bad
(Hitler).
I have met several charismatic leaders and it works well for
them. Unfortunately, it carries with it the risk of falling off, or
even being pulled off, the pedestal that we seem to have a need
to put them on.

Drive
The ability to drive activities forward towards the desired goal
is another of those useful, and sometimes inspiring behaviours.
But the leader who motivates others to find the capacity within
themselves to drive activities forward, is in my mind the more
inspiring kind of leader.
I like to say that I drive a car, but not people. My style of
leadership, as is probably becoming clear to you by now, is
to encourage and support people to have self-belief and to
challenge themselves to go beyond what they think is possible.

Satisfaction
When people are satisfied with the way they are being led, it
tends to indicate that the person leading them is doing a good
job, though I have met situations where alternatively it means
that he/she is leaving the people alone to get on with things.
This can go two ways, one is that they are performing well and
the leader has no need to interfere, or two is that the leader has
lost interest, and is focusing elsewhere. Business as usual, even if
people find it satisfying, is not always the best approach.
It is always worth checking the source of satisfaction in any
organisation, group, or community. Here are three possibilities I
have met on my journey:
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•

The company had a history of success and won numerous
awards for their products and export performance. They
had a family approach to management, and the atmosphere
was welcoming and friendly, and everyone seemed satisfied
and happy to come to work. On closer inspection sales were
stagnant, profits were down, and the company and its
products were looking tired.

•

This charity organisation had been through a tough few
years and there had been a number of financial difficulties.
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The CEO had carried out a reorganisation and produced
a new brand image that was more appealing. The
organisation is thriving and everyone I met was well pleased
and satisfied with progress. The CEO’s comment to me was,
’we still have a lot to do and we are in the right frame of
mind to do it’.
•

‘Are we satisfied? That’s a good question’. The senior
partner went on to say that they are satisfied with the
direction in which they are going, and that they and all
their people are satisfied with what’s happening and
how they are working together. ‘But’, he added, ‘we are
not satisfied with how we are approaching our overseas
markets.’.

You can judge for yourselves which of the above are the more
inspiring examples.
I am always suspicious of leaders who are satisfied with how
they are leading. I have always believed that no matter what is
happening, or how successful you might feel things are turning
out, there is always room for improvement.

Enjoyment
I was with a group of leaders, of which I was a member, who
were meeting to share their approaches to leadership, and to
explore new ideas for how leadership might need to change
in the future. I asked them how much they enjoyed their
leadership roles. There was a mixed reaction to my question,
which went from, ‘it’s great fun’, to ‘I’m far too stressed out to
enjoy it’.
We then had a rewarding discussion about how they were all
experienced leaders who appeared to enjoy seeing themselves
as inspirational, and that their smiling, happy and positive
attitude was infectious. One person commented that she had
worked for one CEO who was always ‘glass half-full’ no matter
what was going on, and how this always made her feel better.
Though unrealistic optimism can have the opposite effect.

Cultural Role Models
This brings me back to role models, and whether you like them,
or have them, or think you would rather set your own targets and
goals instead of emulating others, they can be useful. It seems that
all societies need role models to inspire and even to guide people
in the behavioural direction favoured by those who lead us.
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‘Positive role models boost motivation by providing a guide
to achieving success; they personify plausible desired selves
that people can realistically aspire to become and illustrate the
means for achieving these desired selves.’ (Lockwood, Jordan
and Kunda, 2002)
The media and social media use the cult of celebrity to try to
nudge people towards the kinds of behaviours that will support
their commercial interests. Advertisers similarly use ‘role model’
celebrities to try to persuade us to spend our money on the
products they are advertising.
Social media has been criticised for the way in which young
people compare their appearance with that of friends, and
try to emulate those they admire at significant personal cost
in terms of self-confidence. It is OK when we can see that we
are developing the skills and attributes that those we admire
possess, but quite debilitating when it seems that we can never
achieve the heights that others have achieved.
I feel for top-flight sports people, and politicians when they
are criticised for normal human frailties because they are ‘role
models’ for young people and should always behave accordingly.
So, I have decided that I don’t want to be a role model, as I don’t
want the responsibility.
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LET’S GET PRACTICAL

Equipment or
Operator Efficiency
– Which is the Best
Productivity Solution?
M

any businesses have this dilemma: is it more
important to optimise the productivity of operators
or the productivity of the equipment or process? We
examine if there is a right or wrong answer.
Let’s firstly define what is meant by a process in this article.
A process is an organised sequence of events which delivers
customer needs at the right time and at a mutually acceptable
cost, possibly involving significant capital equipment.
Customer demands can vary, for example with predictable
seasonal fluctuations, with planned promotional activity, or
when they simply need to order less or more.
Some continuous processes need to be operating at
specified outputs for technical reasons. As an example, this
would be the case in some food or chemical industries. The
process runs at the correct specification until there is no
further need to produce. Suitable staffing levels have to be
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assigned to operate the process, so there is more focus on
running time or downtime.
Flow processes, which may be a series of individual but
related activities or equipment, can be stop/started quite
frequently according to capacity requirements, product
changes, breaks or the start or end of shifts. If you can
achieve more capacity with higher staffing levels, and reduce
time spent on setups and hygiene, this could provide more
time for equipment maintenance and maybe the unit cost
could still end up cheaper, saving energy and overtime.
It is vital to recognise that output from these individual
but interdependent activities may well be restricted by the
slowest. So, the process activities need full attention, whether
equipment or manual activities, to ensure they are in balance.
For a Productivity Analyst, these are situations where
information, judgements and decisions are discussed with
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A process is an organised sequence of events
which delivers customer needs at the right
time and at a mutually acceptable cost.

line management – and the impact of those decisions on a
business can be significant.
If optimum process capacity or output is demanded, then
to maximise that, staffing may need to be increased and the
staffing efficiency may be less important. It might be more
costly in staff per unit output, however, the benefit of the
extra output (which could in fact be several benefits) may be
significantly more attractive, even with higher unit staffing
costs.
When the equipment efficiency is genuinely driven by the
equipment process, staff may not always be fully utilised.
You would not judge a process KPI on the work content of
an individual because that may be less than the processing
capacity of the equipment. If the process is running below
capacity, effectively restricted by staffing capacity, there may
well be the justification for adding operator time although it
might not be fully utilised. Which is priority – process output
or operator efficiency?
What you have to remember in these circumstances is not
to add Relaxation Allowance (RA) to the equipment process
time − this is a common mistake! If the process time is one
minute, the operator has a measured work content of three
quarters of a minute. You add RA/contingency to the manual
content and compare with the measured process time. You
should then use the higher of the manual work content or
the process time to calculate outputs. There may well be some
contingency allowance (CA) to add to the process time, but
it should only be the equipment-specific CA, not CA activities
with manual work content.
Let’s consider the operators and their performance
targets. It’s important to recognise how different roles
require different mental and physical co-ordination, and
to be aware of boredom as well as mental tiredness. When
process operators have spare time within the process cycle, it
is vital that they support the process, and are available and
motivated to work at the critical points.
Productivity issues affect every kind of process. Consider
a recent example of a scientific laboratory which needed to
massively increase their capacity due to a huge and ongoing
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upsurge in demand for their services. They had sequential
activities and needed to achieve increased output in the same
footprint of their lab. They had to consider job descriptions,
roles, and skills matrices and process equipment times to
identify which activities could be done by people with a
much lower level of training. With modest changes to the
layout and minimal changes to the equipment, they made
much better use of the skills of their existing people with
additional appropriately trained staff. The critical need to
improve processing capacity was achieved and their customer
demand was satisfied. Also, the productivity and efficiency
of operators was significantly improved by a more organised
sequence of events, with dramatically lower staffing costs per
unit of output.
In the case of increased demand, simply adding staff with
the same skills is not necessarily a good idea. Always measure
to get the right balance.
In the case of an automotive production line, it is critical
to keep the line moving. This is an illustration of how the
effectiveness of a process output is more important than
trying to fully optimise the workload of individuals. Any
occasional or recurring problems add work content and can
then interfere with line capacity.
So, to go back to the original question about equipment or
operator efficiency – which is the best productivity solution
for you? There is probably no definitive answer. The question
has to be: which is the most important determining factor
today, this week, this season? The unit cost could be the most
important thing for 90% of the time, but when demand
shoots up and you have to get the product out of the door,
your decision-making criteria could change. Remember,
you need to deliver customer needs at the right time and
at a mutually acceptable cost. You need to be agile! These
commercial judgements need to be based on sound data and
knowledge, with the understanding of the implications of
your decisions.
If there’s anything in this article you’d like to discuss, simply
email your query to productivity@scott-grant.co.uk and a
qualified and experienced analyst will respond.
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Getting Back to
the Future
The role of management services in the alphabeta generations by Dr David Parker.

I

n an article published in Management Services Journal1
almost 25 years ago, the reported results of an industry
study concluded that for most organisations, improvement
initiatives and interventions had failed, wholly or partially, to
deliver on their promise (see Figure 1).
One wonders if the results would be the same today? After
reading the article once again, the problems of some of today’s
businesses seem to have changed very little. But arguably, the
future will be very different. Moreover, the role of management
services and our practitioner skills will be in much greater need.
Saying that, what will the future be recognised for? Can we
predict with any confidence the next generation’s needs – the
alpha-beta generations? How will society, business and commerce
change from that of today? What are the likely scenarios?

Looking Back
The survey conducted in 1997 explored 35 organisations.
The questions asked, and subsequent results, epitomised
contemporary issues impacting on productivity, sustainability, and
resilience. In many ways the topics addressed reflected the role
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and focus of management services professionals (certainly mine);
many of who were Baby Boomers (b. 1946-64).
At that time, improvement initiatives and project-based
interventions flourished: Total Quality Management, Business
Process Re-engineering, Six-sigma, Value-engineering, Just-intime, Kaizen, Simulation, Balanced Scorecard, Process Mapping
and Reverse-logistics, to name only a few that reflected my
activities. Moreover, and as the research results identified, such
initiatives were only ever thought to be partial solutions. Islands
of improvement was the term used by pundits. Industry feedback confirmed that the outcomes were poorly integrated and
out of step with organisational-wide issues. Businesses wanted
viable-total-system solutions that, back then, were still in early
development.
In the survey, several organisations stated that they wanted an
enterprise-wide, integrated, ongoing continuous improvement
culture. This meant moving away from project-based, isolated
initiatives, to an open-learning organisation that continually
improves in all that it does. Moreover, they recognised their
failing in not having external intelligence gathering systems and
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Figure 1: Management Services Journal, May 19971.

trying to optimise resources. Consequently, they were followers
and not leaders in their industry sector.
Most firms regarded themselves as too internally focused and
myopic. Analysing their customers’ needs was an occasional
activity – and usually abdicated solely to the marketing function.
Of significance, was the lack of an integrated strategic plan
to clearly define the future direction of the organisation and
the development of specific processes and resource needs.
Interestingly, most companies adopted a hybrid approach,
resulting in a differentiated strategy and low-cost position.
The key questions asked in the survey (see Table 1), it might
be argued, still have relevance today. Such questions establish
a marker of where a company currently is, and where it wants
to be in the future. But not how to get there. The operational
tactics to achieve the outcome, however, was another matter.
That particular research led to a suite of enabling mapping
techniques that provided methods (business tools) that identified
potential improvements for the organisations. These tools were a
combination of complementary hard analytic approaches, holistic
in nature, while adopting an interpretive soft-systems prism for
evaluation. By necessity, the framework encompassed the total
enterprise, including logistics, service quality and systems theory
techniques.
This retrospective glance back in time, whilst useful in
establishing management services approaches and methods for
improving organisational endeavours, does not answer the critical
question: What of the future? Will our armoury of systematic
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analytics still be relevant for future generations of management
professionals? Will our underpinning scientific management
theory that has served us so well to date, still be relevant in the
future?
Influential on my own formative professional development
were two exceptional expansionist thinkers: Edward deBono
(1933-2021) of lateral thinking fame: “If it isn’t broken then break
it; everything can be improved”; and Alvin Toffler (1928-2016), a
futurist with emphasis on the effects of technology on cultures2,3.
Both men had the ability to take a seed of an idea and develop
possible future scenarios. Today, we have a plethora of clues of
what the future holds for alpha and beta generations. Clearly, the
future will be one very different to that of today; yet still needing
the analytics and soft systems provided by management services
for continuous improvement in productivity.

Generational Profiling
Behavioural geneticists and social scientists4 enjoy defining and
profiling societies; arguing that we are constructs of the time in
which we live; and become sufficiently different, one generation
to another as a result of multicomplex forces at play. The world
constantly changes, and so do we. The most obvious example of
changes and the consequential impact on society would be the
internet, mobile phones, even credit cards. Looking further back,
we might include automobiles, commercial flights, television
and supermarkets. Every generation would have been impacted
from these types of changes on their lifestyle. Generations can
therefore be epitomised and described by change.
An arbitrary and convenient generational boundary (for ease of
discussion) might be simply stated as seven generations: Builders
(1925-45), Baby Boomers (1946-64), X’s (1965-79), Y’s Millennials
(1980-94), Z’s (1995-09), Alpha’s (2010-24), and Beta’s (2025-2040).
Encompassed within each of the generations there are
significant life-changing developments. Some might say for
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the better or, even, worse. For each generation we might
classify key differences through the prism and array of selected
categories including, as examples: personal traits, occupations,
technologies, and education etc. The key lies in understanding
the characteristics that define a generation. Moreover, building
a matrix makes for a fascinating Boxing Day activity! What
generation first had the Rubric’s Cube? (Answer on last page).
The problem of conducting empirical research to identify data
representing the future is, that most respondents draw heavily on
current experiences when looking forward to anticipating future
scenarios. With that said, I asked several people with knowledge
and experience of strategic planning to complete a blank matrix
depicting what might describe each generation. Their combined
result is depicted in Table 2(a). Interestingly, for the most part,
their descriptions of generations – Builders (1925-45), Baby
Boomers (1946-64), X’s (1965-79), Y’s Millennials (1980-94), and
Z’s (1995-09) were similar to published attributes and personal
characteristics5 as shown in Table 2(b).

The Big Picture
Generation alpha is already a growing and lucrative consumer
market. In 2018 we saw the first of millennials’ children enter
primary school. Significantly, these children will be the wealthiest,
most highly educated and technologically connected generation
to-date. While their parents, the millennials, are digital nomads
and migrants, their children, alphas and betas, will have a digital
comprehension that is ingrained and second nature. Generations
alpha and beta are the first to be truly integrated with smart
technology throughout their lives – voice recognition devices
will be the mainstay of daily life; keyboards and driving licences
all redundant. Gen Z’s grew up when social media was being
established, and mobile technologies were in development – for
gen Z’s the digital app-based services are useful devices. For
alphas and betas, it is a lifestyle.
Institutions and businesses will need new ways of interacting
and communicating with alphas and betas – radically different
to their parents’ channels of communication. New business
opportunities will arise, driving the need for slick-agile supply
chains and logistics models. In education and training, alphas will
be frustrated by an auditory structured curriculum, preferring
instead a visual, interactive hands-on method. They will acquire
problem solving skills and experience from peer-to-peer learning.
Connected classrooms will be the norm. Virtual-reality expanding
the class-room to any place, anywhere. Clearly this goes far
beyond current ‘progressive’ schools that have shifted from the
traditional forms of interacting methods, by anticipating the
incoming alpha students. We see the use of iPads rather than
textbooks, and online sharing work with teachers and classmates.
A global reach and network to match the business world will be
commonplace in education and training models.
Generation alpha, and even more so gen beta, will grow up
interacting with AI, robotics, numerous digital platforms, as
well as humans. Such skills will underpin their learning needs.
As will be their want, speed must be of the essence. For them,
boredom and frustration will be the antithesis of creativity
and accomplishment. A focus of their social consciousness
will undoubtedly be the environment. Even more than their
predecessors, generation alpha will have through personalised
online newscasts, access to a myriad of social issues, particularly
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Do you need to build more effective strategies to
gain business excellence?
Do you want to achieve corporate goals by aligning
continuous improvement with your business strategy?
Do you want a culture that fosters continuous
learning, advocates flexibility, and is driven by
customers’ expectations?
Do you want a management team with skills that can
handle ongoing change to bring about bottom-line
gains?
Do you need a framework of measures that
quantifies the benefits of continuous improvements?
Do you want an effective way to resolve trade-offs
where there are resource constraints?
Do you have a robust process to understand markets
and competitors?
Do you believe that your channels of communication
and integration between teams needs an overhaul?
Table 1: Key questions used in 1997 survey

Management Services Winter 2021

Technology

Life-style/Living
standards

Generation

Personal Traits

Occupations

Builders/Silent
(1925-45)

Stoic; Financial prudence;
Interpersonal respect;
Determined; Resilient;
Excellent work ethic; Sensible;
Resourceful and practical;
Self-sacrifice; Traditional values;
Thriftiness.

Social-economic class
system. Job for life. Trade
focused. Industrialisation.
Women not expected to
be in workforce

Post WW2 advances in
communication; Heavy
industrialisation.

Fairly austere;
Council housing;
Christmas a special
time; Similarities to
previous generation

Basic 3-Rs. University
for the wealthy/elite;
Apprentices and
Trainees;

Steady employment;
Self-employed

Baby Boomers
(1946-64)

Strong work ethic; Self-assured;
Competitive; Goal-centric;
Resourceful; Team player;
Self-disciplined; Economically
influential.

Flow-over of class system.
Haves and Have nots;
Trade apprentices still
common. High spec
manufacturing. Women’s
rights

Exponential growth in
solid-state electronics;
Colour TV’s, Moon
landings

Personal grooming;
Beginning of home
ownership; Overseas
holidays

Good education but
still segregated as
before; National Health
System

Follow in dad’s
footprints. Buy a
house. Travel the
world. Save the
planet. Green Peace.

X’s (1965-79)

Independent; Self-sufficient;
Values diversity; Like a
challenge; Resourceful;
Attracted to gadgets; Cynical;
Disaffected with politics; Values
independence; Strives for
work-life balance

World transitioned to
a consumer economy.
Nations specialise
into shipbuilding,
cars, aviation. Tourism
gains. Glass ceilings.
Globalisation of large
business.

Dawn of the Digital-age;
Entrepreneurship;
New industries; Mass
production; Flexible
manufacturing systems;
Efficiency v effectiveness;
Productivity interventions;
Focus on unit costs;
Mechatronics.

Home ownership;
Ongoing career
development to
support loans and
better lifestyles.

University education
available to all.
Attracted to
teaching profession;
Collaborative learning

Individual personal
goals. Enter the
entrepreneur. People
begin to believe
they can make their
own mark in the
world.

Y’s/Millennials
(1980-94)

Self-expressive; Confident;
Narcissistic; Creative; Seeking
self-validation; Social media
addicts; Difficult to manage
and lead; Socially minded

Highly tech savvy; Service
industry increases to
>70 % More women in
workforce also taking high
positions. Global markets,
partnerships in industry.
Discrimination Acts

Increased computing
power /miniaturisation;
Household robotics;
Quantum mechanics and
AI; Machine learning

Christmas can be
almost every day.
Online retailing;
Shrewd consumers;
High debt/ credit
card maxed

Higher education
levels are now seen
as necessary for
certain jobs. Equal
opportunities. The
Internet breaks down
barriers on many fronts.
Most highly educated
generation

Dual incomes;
Living the dream;
Social and racial
equality.

Z’s (1995-09)

Digital natives; Politicised;
Environmental activists;
Pragmatic; Racial diversity;
High-incidences of single
parenting; Blurred roles;
Technological innovators.

New industries open up.
Opportunities restricted
only by your imagination.
Trade and industry
relegated to developing
economies. Equal
opportunities.

Kids are brought up
on tablets and apps;
Developments dominated
by mega Tech Networks;
AI; Robotics; Quantum
computing; Blockchain.

Economically tied
to parents; Wary
of the future;
Pioneering vision;
Entrepreneurial

Online MOOCs
learning; Follow the
sun personal tutoring;

To design a new
app and become
rich; Be an online
influencer; Own
holiday home

Alpha’s
(2010-24)

Hands-on; High-contact social
awareness; Authentic leaders;
Socially engaged in causes

Gig economy; Skill-based
career; Gig project-based
contracts; Bio-chemists;
Social Welfare Officers;
Geoengineering

3-D printing; Electronic
wallet; Smart domestic
appliances; QR personal
data capture; Bio-metrics;
Internet of things;
Crypto-currency

e-Health; Glamping
in exotic locations;
Nomadic;
Internationalists;
Highrise living

Experiential grounded
learning; Most
knowledgeable in
history; Multiple digital
platforms; Extensive
networkers

Become more
globally connected;
Enhance social
interaction;
Maximise positive
opportunities

Beta’s
(2025-2040)

Butterfly attention span;
Natural affinity with AI,
robotics and pharma-bots;
Highly optimistic and
adventurous; Wealthy; Less
socially engaged

Over 90% employment
in the creative industries:
software, leisure;
healthcare/therapeutic;
environmental custodians;
WFH and local business
hubs

Hydrogen automated
personal vehicles; Bio
technology; Thermal
desalination; Renewables;
AI; M/c Learning;
Scramjet; Space-X travel

Cyber social
interaction; Aroundthe-clock living;
Hypersonic travel;
Shared domiciles

Virtual-sensoryemersion- learning;
Life-long knowledge
development; Skills
passports (3 years
duration); Bespoke
learning; Social-media
main-stay to
information

Self-actualisation
determines direction
taken;

Education/Learning

Aspirational Goals

Table 2 (a): Generational periods – Differentia

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

Look for details in www.scott-grant.co.uk/study-productivity
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1930s
Silent
Generation

1940s

Born 1928-1945
Rule followers, duty,
loyalty, development
and learning;
self-reliant, engaged,
expect respect for
their experience.

1950s
Baby Boomers

Born 1946-1964
Workaholics,
materialistic, driven
by personal success;
optimistic, team-oriented,
embrace technology but
prefer direct personal
communication

1960s

1970s
Generation X

1980s

Born 1965-1980
Independent, self-directed,
sceptical of authority;
adaptable, focused
on results, motivated
by need for security;
prefer working alone;
technologically literate

1990s
Millennials

Born 1981-1996
Confident, multitaskers;
idealistic; expect feedback
and rewards at work; seek
work-life balance; want
meaningful work, corporate
social responsibility,
sustainability and diversity;
technology experts

Table 2 (b: Snapshot: Generational periods

climate change and environmental sustainability. Consequently,
global warming will be at the forefront of their hearts and minds.
Business too must step up and face the reality of the paradigm
shift needed to engage with gens alpha-beta. Organisations will
need to understand how to appeal to and engage with this highly
tech-savvy workforce. Already, alternative work arrangements
have become more common in the broader, often gig, economy.
We are seeing business leaders and entrepreneurs rapidly trying
to plan and optimise their own workforce culture, pressured by
the need to improve service, move faster, and find new skills. Even
the aspirations of millennials and gen Z are far different from
previous generations. A recent study6 found that 70% of gen Z
workers want their work to support their personal interests. The
social model where you work to retirement over a 40-year period,
to a more ‘open ended portfolio experience’ model will not be
acceptable to alpha-beta generations.
For those born between 2010 and 2040, generation alpha and
beta, the demographic and economic environment will be shaped
by a range of factors. For example:
•

•

•

•
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Parents’ age at birth of their first child is continually rising.
More first children are born to parents aged 30-35 than to
those aged 20-25. In the near future this means that many
more people who are well into their 50s will still be seeing
their children through higher education and the employment
search trauma. Consequently, dependency on parents will last
longer: KIPPERS (kids in parents’ pockets eroding retirement
savings).
People will be reducing full-time employment much earlier,
so the children may still be at home when the parents have
retired.
The divorce rate will remain high, as will the start-up rate for
second marriages. Children of second marriages will often be
born when their parents, or at least the father, are well into
their 30s and sometimes 40s.
Seniors will live far longer, hence a much higher proportion

•

2000s

2010s

Generation Z

Born 1997 – 2012
Digital natives; short
attention spans,
creative, open-minded;
motivated not by
money but by flexible
lifestyle; committed to
social responsibility;
enjoy working in small
structured teams

of people in their 50s will have parents who are alive. These
parents may need financial support.
The average age of those taking out a mortgage for the first
time is currently 31 years of age. There is a strong likelihood
that the house will not have been purchased in their lifetime
and alpha-beta dependents will take over the mortgage.

The emersion of generation alpha-beta into the digital age
cannot be represented by a self-effacing descriptor: the glass
generation7. It is as erroneous as digital pioneers (gen Y) and
digital natives (gen Z) – both having learned to use computers at
some stage during their adult life. Significantly, gen-alpha is the
first to be born into an advanced technological society for the
entirety of their lives. Their ‘glass-fronted devices’ will be their
main medium of communication, incorporating voice recognition
data input and facial authentication.

Society’s Green Shoots
Already we are seeing an evolution across numerous fronts in
society, not least in our living longer. Interestingly, the associated
consequences are now coming to the fore8. In the UK there are
more than 10 million people aged over 50 in employment9. This
means that over 50s now make up nearly one third of the entire
UK workforce, up from around one in five (21%) in the early
1990s. Looking ahead, by 2035 (gen Beta), the projection is that
more than 30% of the population will be over 65 years old.
In the aged-care sector we are witnessing a better quality of
life that supports purposefulness, and economic independence.
Alpha-beta gens will experience shared-housing, giving greater
companionship, reduced living costs, while remaining in familiar
communities and supporting one another. Generations alpha-beta
will have decades of high-quality life beyond 60 years. As they
are digital natives, they will embrace a raft of smart assistance
life-styles, such as assisted technology living (ATL) that will literally
open new doors for 4th-age living at home.
Discussion around the impact on society of artificial intelligence
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Organisations will need to
understand how to appeal to
and engage with this highly
tech-savvy workforce.

(AI) e-health-automation, for gens alpha-beta, alternates between
the euphoric to the astounding10. There will be few areas where
the impact of robotics is more profound than clinical healthcare,
dispensing of medicine and surgery. There is nothing outlandishly
futuristic about e-health-automation and robotics – as numerous
examples of today’s healthbots bear witness. Assistance in
diagnosis (particularly supported by Big Data analytics, machine
learning, and AI), aftercare, bespoke healthy lifestyle plans will be
the norm. In all probability, it is in the health services sector that
advances in technology will be the most pronounced.
All indications are that generation alpha-beta will be vicarious,
highly curious about the world and the natural environment;
coupled with a realisation that the potential for social media to
embrace the wisdom of the crowd (make that: cloud) and create
change for the better.

The Future’s Bright
In all likelihood, gen-alpha, 0 to 11-year olds and, more certainly,
gen-beta, the as yet unborn, will embrace information and
knowledge extensively via smart learning environments. Some
of these are still in their proof of concept, while for other
knowledge-transfer methods it is at the final honing stage of
refinement. Both gens alpha and beta will have greater access to
more information from a younger age than anyone previously.
Machine-learning, virtual reality, and AI will ultimately bring
simplicity to an otherwise highly complex world.
The 24/7 continuous connectivity to global networks makes
alpha-beta’s outlook on all things international, alarmingly
precise. That, in turn, is especially relevant to our domestic geopolitics. However, on the downside, while alpha-beta are open
to influences, much of it will be filtered information – either
intentionally screened or through personal bias. Digital ubiquity
supports deluge communication channels (that makes today’s
mass media look placid by comparison). In the case of alpha’s,
they would have been born in a period of record births, totalling
almost two billion globally by 2024. It makes them the largest
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generation in the history of the world. Undoubtedly marketers’
wildest dream. Making gen-alpha a wealthy target of similar
desires and aspirations.
Generation alpha and beta have only experienced inter-intra
digital connectivity. All forms of technology and personalisedcustomisation are second-nature (note: not mass-customisation
used today when attempting to meet the personal requirements
of a customer’s preference). Never before has a generation been
afforded such seismic shifts in social and commercial norms.
Saying that, clearly the COVID pandemic has escalated things to a
new norm. We have experienced forced change that has created
significant impacts on every layer of society: education, work,
recreation, and social interaction. Arguably, it has been social
isolation and restrictions in relational norms that have had the
biggest negative impact on our well-being. Perhaps alpha-betas
will have greater resistance to future change as a result of living
in an advanced-technological society (?).
In this wireless-wifi world, alpha-betas technology will be
developing and expanding at an exponential rate – as will their
networks, associations, and ubiquitous vocabulary. Mobility,
flexibility and adaptability will be key operative requirements to
support their fast-moving lives. Today the average time spent in
an occupational role is about three years. In the future, projectbased, temporary short-term contracts will be the norm. Many
future occupations we can only speculate on, but almost certainly
geoengineering, environmental services, biochemistry, healthcare
and therapeutics, artificial intelligence, and leisure will all feature
large.
Generation alpha, and more so beta, will flourish in a
world that has few limitations from today’s discriminations:
age, disability, race, ethnicity, sex, gender identity or religion.
Globalisation will be driven by digital connections in virtual
networks, linking individuals to their professional and personal
contacts. Augmented by satellite technology, this is the utility of
our future generations, and which will underpin all aspects of
smart cities, societies and economies.

Adaptive Management Services
COVID has focused our minds on the limitations of the previous
norm, and has required alternative ways to operate both
commercially and socially. Businesses and consumers globally
have experienced disruptions to every facet of daily life. While,
hopefully, this is a unique and limited event, it has highlighted
the structural pressures on our somewhat arcane business models.
Moreover, it has highlighted that we have become increasingly
reliant on technology and e-commerce for resilience and
sustainability.
To meet current and future business needs, our profession must
complement our current strengths to embrace the skills of the
technological revolution that we are heading towards. Skill-sets
must include: the internet of things (IoT), machine learning (ML),
artificial intelligence (AI), virtual reality, and Big Data analytics.
The focus will be on increasing manufacturing productivity and
provide tailored personal experiences in delivery of services. The
pandemic has emphasised and shaped consumer expectations
around speed and dependability; with the key differentiation
between companies being simple, unique personalised ordering
and reliable delivery via e-commerce channels. The tyranny
of distance is no longer a barrier. Customers are expecting
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organisations to do more to demonstrate environmental and
sustainability strategic intent. Organisations that fail to satisfy
customers’ needs will commercially fail.
As a profession, our strengths lie in our ability to embrace
change. The future will require adaptability and flexibility; while
pursuing simplicity in the face of ever-increasing complexity.
Our professional resilience is couched in scientific theory of
management; and this will continue to stand us in good stead.
Management services will evolve to meet the demands of the
post-digital era – the humanisation of technologies through
interplay between digital, biological, scientific and cultural.
What we can be assured of, is that there will be a need for our
underlying philosophy and practitioner skills, underpinned by a
history of experimentation. After all, we are and always will be
problem solvers.
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Evaluating
Director and Board
Effectiveness
Professor Colin Coulson-Thomas.

M

anagement services practitioners use a variety of
approaches, methodologies and techniques to analyse,
assess and improve the productivity and performance
of groups, activities and operations in different settings and
contexts. Assignments may be commissioned in public, private,
professional and voluntary sector organisations. Depending
upon the brief or terms of reference, experienced professionals
often encounter similar issues in different settings. This may also
be the case with board evaluations.
When the team to be reviewed is an organisation’s board,
there are some considerations that practitioners should bear in
mind, such as the distinct duties and responsibilities of company
directors. These are so extensive that in larger and more complex
organisations a management services professional may have to
work with other specialists, each of whom reviews particular
areas of responsibility. An applicable corporate governance code
may also expect a board to regularly carry an evaluation of its
own performance (FRC, 2018).
Certain chief officers and specialists may have views on aspects
of a board’s performance. These might need to be collected and
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reconciled with the results of a board’s own self-assessment,
which itself may involve any external, objective or specialist
inputs it requests. When confronted with a first assignment,
a practitioner should remember that the board itself should
be concerned with efficiency in the use of a company’s
human, financial and other resources and effectiveness in the
achievement of corporate purpose, goals and objectives.

Directorial Duties and Responsibilities
While every board may be different and made up of particular
people and personalities, company directors have common
and shared legal duties and responsibilities which are set out
in applicable Companies Acts and other legislation. A company
secretary or chief legal officer should be able to advise on
whether or not the actions of directors are in accordance with
such legislation, relevant regulations and applicable codes of
practice or license conditions, and might be expected by a board
to take the lead in this area of assessment.
Previous groups examined by a management services
practitioner may have been responsible for a particular task
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or activity within part of an organisation. A board should
be concerned with the totality of an entity’s activities and
operations and its relationships with stakeholders. It should
provide will, purpose, vision, goals, objectives and strategic
direction, ensure required resources and capabilities are
accessed and available, and that a competent management
team and framework of policies and values are in place. It
should agree and monitor plans and performance, safeguard
physical, intellectual and intangible assets and ethical standards
and report performance.
Activities of boards often include: establishing purpose, vision,
goals, objectives and policies; setting business and financial
direction and strategy; ensuring an appropriate business
model, capability and culture; delegation to management
and control; and exercising responsibility to shareholders and
other interested parties. Some practitioners who are asked to
participate in a board review may find that their own experience
is especially relevant to certain areas of a board’s responsibilities.
Their involvement may also suggest other areas in which they
could make a contribution. An overview of board evaluation
issues can enable aspects that most require attention to be
identified (Coulson-Thomas, 2021b).

Board Self Assessments
The boards of companies with a premium listing should carry
out formal and rigorous annual evaluations of their own
performance and that of their committees and individual
members (FRC, 2018). Such reviews are sometimes quickly
undertaken to satisfy a governance requirement. Others boards
are more conscientious. They consult more widely and take steps
to ensure objectivity and independence, which could include
management services practitioner involvement and support.
The boards of many other companies and organisations might
also wish to carry out an annual evaluation and/or commission a
review of their performance. Diligent directors consciously learn
from experiences during and after board meetings. Confident
boards encourage feedback from stakeholders and welcome
opportunities to reflect, review, re-think, re-calibrate and
identify areas for improvement. Are directors raising, reducing
or managing expectations? A refresh may be needed.
Given the need to change direction in response to existential
challenges such as climate change, some boards might wish
to review the purpose of a company (Mayer, 2018). The
purpose, vision, goals, objectives, strategies and policies put
in place by some boards demotivate, inhibit innovation and
deter responsible risk taking. They limit outcomes and restrict
individual and organisational potential. With a different
framework and strategic direction and a more effective board,
could more be achieved? How might evaluations enable the
latent potential of a company’s capabilities and relationships to
be realised?

Common Board Failings
One should not assume directors are competent or that a board
is effective. Evaluations may reveal failings such as a lack of
challenge during board meetings, or a negative and compliance
mind-set rather than a more positive and entrepreneurial
one. Boards can lack awareness of issues, options and external
developments and/or focus upon internal and corporate
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requirements, at the expense longer-term customer, societal
and other interests. Corporate purpose, capabilities, culture and
strategy are not always aligned.
Some boards are rubber stamps, or pawns rather than
potentates (Lorsch, 1989). Their members might be easily
distracted and/or manipulated. Many boards miss opportunities
or pay insufficient attention to the interests of particular
stakeholder groups. Others meddle in operational matters rather
than provide a compelling and engaging strategic direction.
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While every board may be different and made
up of particular people and personalities,
company directors have common and shared
legal duties and responsibilities.

stakeholders should pay particular attention to how board
evaluations are undertaken, who is involved and the criteria
used to assess conduct and performance.

Evaluations and Evaluators
Boards should consider the scope of evaluations, when they
should occur, where and with what frequency, how they
should be conducted and who could add an independent
perspective. Some reviews do not embrace the governance
context within which a board operates or the support it receives
from executives such as a company secretary or chief financial,
risk, legal or compliance officer. Boards should both assess and
address their deficiencies.
Many boards seek help with evaluations, for example to
encourage and assist more critical, selfless and self-aware selfassessment by individual directors and a board collectively. Selfappraisal could be supplemented with peer appraisal and/or 360
degree assessment. Certain investors, key customers, high fliers
or first line reporters could be invited to comment in confidence
to an independent assessor on a board’s contribution and how it
is perceived.
Self and independent evaluations should be on the look-out
for board danger signals such as weak financial management,
ritualistic board meetings, ‘tick-box’ governance or people
‘going with the flow’. Assessors should be especially alert to the
risk of ‘groupthink’ (Janis, 1972). Risks may not be identified,
realistically assessed and actively managed. A risk appetite
that seems appropriate at one moment might be regarded as
irresponsible the next.

Governance Arrangements

Proposals with missing elements might be accepted or obstacles
and barriers not addressed. Under-achievement and failures may
be glossed over or rationalised.
Foresight is especially important in directors (Coulson-Thomas,
2021b). Boards do not always think through the consequences
and implications of their actions. The evaluation of compliance
and board performance should be alert to possible negative
impacts of board decisions. Weak, incompetent or negligent
boards can destroy value. Advisers and trusted and informed
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Corporate governance, structures, strategies, capabilities and
processes, strategic direction and support of the executive team,
should add value and be relevant and appropriate for what a
board is setting out to do. Some boards persist with inflexible
and annual approaches to corporate planning, rather than
intelligently steering an enterprise in real time as conditions,
expectations and possibilities change and relationships,
challenges and opportunities evolve.
Some reviews tick off what is in place against a corporate
governance checklist based upon an applicable corporate
governance code (eg FRC, 2018). However, entities can vary
greatly in terms of the positions they are in. How tailored are
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Some reviews tick off what is in place against
a corporate governance checklist based upon
an applicable corporate governance code.

governance arrangements, board structures and practices and
the contributions of individual directors to a company’s culture,
situation, circumstances and stage of development? Do they
evolve to cope with changing requirements and priorities? Are
governance principles observed and laws, regulations and codes
complied with?
A board chair should ensure a strategic focus, sufficient
time is allowed for the discussion of important matters and
that particular directors or a small clique do not exert undue
influence. Some direction setting processes are dominated by
certain individuals who are rarely challenged. Others suffer from
inadequate and/or out-of-date information, or are undermined
by an inadequate finance function. There may also be gaps or
over-laps in responsibilities.

Board Assessment Criteria
Stakeholder expectations, the challenges and opportunities
a company faces, and the situation, context and aspirations
of a board can influence whether it is regarded as effective,
efficient and capable. They might also affect what is
considered acceptable in such areas as attitudes, perspective,
ambition, agility, diversity, inclusiveness, flexibility, resilience,
responsiveness, willingness to act, openness and perceptiveness.
To what extent are a board and its members innovative,
proactive, responsible, ethical and transparent? Are they caring,
courageous, fair, inclusive, helpful and supportive? Do they
attract talented people, focus on what is important and learn
from their experience? Are they trusted and is what they are
seeking to accomplish responsible and sustainable? Statements
and policies should be supported by conduct and actions,
including within and across a company’s supply chains.
What do the directors think the purpose of the company
is and what it is for (Handy, 2002; Mayer, 2018)? To whom do
directors and boards consider themselves accountable and for
what? Responses to these questions can be revealing and helpful
in deciding whether or not a particular entity might make a
resilient and reliable collaborative partner in a collective effort
to address a shared existential challenge. They may give rise to
doubts about the extent to which a board might act responsibly
or could be trusted in certain situations.

Assessing Individual Directors
Individual directors can be assessed against a framework of
personal experience, knowledge, competences and qualities
(Coulson-Thomas, 2007). These can include factors such as
perspective, independence, objectivity, balance, judgement,
awareness, self-awareness, sensitivity, courage, commitment,
ethics and integrity. Personal qualities such as integrity are
especially important. Competence frameworks should be used
thoughtfully, as the contextual relevance of certain factors and
their relative importance may change.
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Are directors aware of what is expected of them and the
support that is available to them? It is especially important
that directors understand the distinction between direction
and management, and the differing duties, responsibilities,
accountabilities, perspectives and expectations of directors and
managers. Evaluations should separate the differing roles an
executive director might have as a director, manager and owner.
In relation to ethical conduct, is a board ensuring that
support is provided that makes it easy for people to do the right
thing and behave responsibly and difficult for them to do the
wrong thing? Boards that do not act ethically, responsibly, and
sustainability run reputational and other risks, ranging from
consumer boycotts to failure to recruit talented and concerned
staff. Evaluations of executive and independent non-executive
directors and subsidiary and main board directors could reflect
their particular expected contributions.

Areas to Focus Upon
Evaluations should be honest, dispassionate and address reality.
Some boards are unbalanced, lack diversity and have too
many self-interested mercenaries. Others may be complacent
and lackadaisical. How independent are some non-executive
directors? Despite laudable qualities, one also encounters
boards that lack the individual and collective intelligence and
understanding of complex areas needed to effectively discharge
their duties and responsibilities. Many boards also persist with
outdated business models. Do the directors view digital and
other technologies as disruptive or enabling?
Particular attention should be given to certain roles such as
board chair, Senior Independent Director and CEO, relationships
with and between key players, and how a board and its
members engage with stakeholders. There should be a clear
division of responsibility between board chair and CEO, ie
clarity on who is responsible for running the board and who has
executive responsibility for running a company’s business. Boards
vary in how effectively they use committees. When delegating
to a committee or management, directors should not abrogate
their own responsibility.
Many boards are largely inward looking and past and
present oriented, for example reviewing accounts, monitoring
performance and supervising management. They may
devote insufficient attention to outward looking and future
oriented aspects of their roles, such as providing direction and
formulating strategy. While reading the road ahead, directors
should be aware of the dangers of forecasts and limitations of
plans and planning (Coulson-Thomas, 2021b). Due regard should
be given to flexibility and resilience.

Directorial Knowledge and Skills
Board members need knowledge relating to the business
environment, the specific company and the particular board and
its people, personalities, practices and support (Coulson-Thomas,
2007). Financial knowledge and an understanding of due
diligence and solvency requirements can be especially helpful.
Directors should also be aware of their responsibilities in certain
areas such as financial reporting (ACCA, 2017).
Directors should understand the context within which a
company operates. They should have a holistic perspective, the
ability to look ahead and analytical and thinking skills, and
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be capable of taking decisions, As well as communications,
relationship building and other interpersonal skills, there are
competences related to the work of a board such as delegating
and monitoring, and the achievement of results through an
executive team. Individual directors may need to know how they
could better contribute to the work of a board.
Company specific knowledge could include the requirements
of stakeholders, strategic options and risks, strengths and
weaknesses, a company’s constitution and its purpose, vision,
goals, culture and strategy. How do the individual and collective
experience, skills and personal qualities of directors relate to the
challenges and opportunities facing a board, its aspirations and
the situation and context within which it operates? There may
be gaps and new or emerging requirements.

Conducting Evaluations
Evaluations should consider whether corporate purpose,
priorities, vision, objectives, strategy, capabilities, culture,
collaborations and other relationships are appropriate, aligned
and sustainable. They should link to priority corporate objectives
and address individual and team performance issues. Is a board
involved in collective activities to address a challenge such as
climate change? Preparation can include agreeing appraisal
criteria and the assembly of supporting evidence, whether
relating to an overall role, particular issue and/or opportunity
or key task. The advisors a to whom the board listens, inputs it
receives and its decisions can be telling.
Questions can be direct, such as whether a purpose and
vision are distinctive, compelling, engaging, communicated
and shared, or indirect, such as if the board were an animal
which would it be? Open-ended questions, such as what board
members would like more or less of, or a helps and hinders
analysis, can open-up discussions. Questions about focus and
priorities, and what would be done differently with hindsight
can also yield valuable clues.
Evaluations should consider both formal and informal
activities. Do independent directors share and discuss any
concerns or suggestions for improvement that individuals might
wish to raise between board meetings? This might allow root
causes of issues to be identified. As mentioned above, some
individuals may have multiple roles, for example as an owner,
executive and director. Others might be new to a board role
and still in need of induction or guidance relating to directorial
duties, responsibilities and specific competences.

Evaluating Board Meetings
A room full of good people can sometimes be just that, rather
than an effective board (Coulson-Thomas, 2007). Changes
of board membership can impact on boardroom dynamics.
Instead of directors complementing each other, some board
memberships are, or can become, unbalanced. They leave gaps
in some areas, while providing overkill in others. Evaluating and
observing board meetings and practices can expose resulting
impacts and risks and suggest remedies. Some boards are
reluctant to allow external evaluators into their meetings. What
is allowed to be observed may not be representative of other
proceedings.
Areas to consider range from the calendar and cycle of
business and meeting frequency, duration and attendance to
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A board chair should ensure a strategic focus,
sufficient time is allowed for the discussion of
important matters and that particular directors
or a small clique do not exert undue influence.

agenda setting, advice, information, reports and minutes, the
structure, location, timing and conduct of meetings, how they
are chaired, and the support directors receive and provide
to management. Quality of thinking, questioning, discussion
and debate needs to be followed by appropriate, justifiable,
responsible and timely decisions.
Board papers should be ‘fit for purpose’ to facilitate effective
decision-making and their rationale, legal standing and
confidentiality understood. Policies and practices relating to
meeting conduct, minutes, document distribution and retention,
and how digital technology is used vary. Reporting should be
fair and balanced (ACCA, 2017). Are integrated reports and
accounts prepared? How open and transparent is a board? Some
people have a tendency to exaggerate or downplay, or to be an
optimist or a pessimist.

Ensuring Balanced Assessment
A sense of balance, proportion and materiality is required when
carrying out evaluations (Coulson-Thomas, 2021a). Board and
director self-awareness and the objectivity of self-evaluations
can vary. One should not expect too much or too little in respect
of a particular board, or be taken in or overly influenced by the
qualities of individual board members, where divide and rule
practices apply or the whole is less than the sum of the parts.
Potential is not always translated into practice. Are board
members engaged, participating and positive? Are they
questioning and providing challenge, exercising independent
thought, making a difference and adding value? Do they
understand the sector in which a company operates? Are they
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displaying personal qualities such as integrity and foresight, and
focused on the company and its stakeholders rather than their
own interests, reputations and incomes?
Does the board support the executive team? Do the directors
encourage and enable responsible risk taking, innovation and
entrepreneurship? Are they open-minded and actively learning
and staying current? Are they trusted? Do they practise topdown command and control leadership, or a more open form of
listening leadership?

Evaluation Challenges
Independence, objectivity, balance and materiality should
not be assumed. Capturing stakeholder views and assessing
relationships and trust may be problematic. Relating
achievement to challenges and opportunities might involve
difficult and contested assessments of missed opportunities.
Is formulation and alignment of purpose, vision, objectives
and strategy followed by effective execution and responsible
implementation?
Board dynamics should not cloud assessment of corporate
outcomes. Association and cause and effect are sometimes
difficult to distinguish. Some boards have favourable winds
and their members are fortunate to benefit greatly from the
efforts of others. Within a boardroom team there may be
passengers as some directors contribute more than others. Care
should be taken to distinguish between quantity and quality of
participation.
Trends and direction of travel are sometimes not clear. Are
directors becoming better informed and more in tune with
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changing stakeholder aspirations? Is a board perceived as
relevant and vital, or as a hinder rather than a help in relation to
responsible risk taking and action to address shared existential
challenges? Is what it is seeking to achieve affordable, sensible,
inclusive and sustainable?

Evidence and Measures of Performance
Measures used when assessing performance should be
periodically reviewed (Coulson-Thomas, 2019). Indicators of
external views could range from finance and borrowing cost,
corporate reputation and collaborator confidence to stakeholder
loyalty, awards and perceived relevance to contemporary issues,
requirements and priorities. Internal evidence could include
implemented policies and strategies, mitigated risks, the extent
of compliance and the number and consequences of perceived
mistakes.
The value of ratio analysis, balanced scorecards, ‘triple bottom
line’, confidence accounting and ESG investment criteria can
vary according to situation, circumstances and context. One
should be alert to management accounting tricks, the gaming
of targets and negative externalities. Some evaluations rely too
heavily upon hard evidence that might not always be available
and relevant. The value of insight, intuition and feelings are
often overlooked.
Measuring achievement against opportunity can be more
demanding than comparing actual with a budget. One may
need to probe sustainability, the handling of trade-offs and the
implications of performance and environmental indicators that
feed into integrated reporting. What is or is not reported can be
extremely revealing.

Considering Evaluation Findings
Root causes of observed symptoms should be explored. Some
boards exhibit an absence of moral compass. A board could be
reactive, defensive and rudderless. Its composition might be
limited and lacking in diversity of experience, perspectives and
thinking. Its members could lack sector knowledge and a sense
of proportion. They may be overcommitted and lack confidence.
They might rationalise and conceal, and not be open and
transparent.
There could be too much information and too little
understanding. Directors might focus on short-term and internal
issues rather than external challenges and opportunities. While
vigorous debate can be healthy, divisions within a board may
go beyond differences of opinion and prevent an agreed way
forward. On the other hand, ‘groupthink’ and a lazy consensus
can be dangerous and should be avoided (Janis, 1972).
Energy, commitment and drive can be a positive or negative
factor depending upon the awareness of a board and the
suitability of its strategic direction and strategy in the
circumstances. Where they are low, a board might be perceived
as composed of talkers or irrelevant. Where they are high, it
could be regarded as worth supporting or a threat according
to whether or not it is aware and direction and strategy are
appropriate.

Consequences of Evaluations
The consequences of appraisals and evaluations need to be
managed. Courage may be required to suggest a board chair
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is ineffective and/or that a chief executive is inappropriate.
Those appraised and their assessors may disagree. There might
be sources of bias to discuss and address. Discussion of reviews
can inform consideration of whether new appointments and/
or development are required. Directors themselves are often
reluctant to acknowledge their own individual and collective
development requirements (Coulson-Thomas, 2007).
Processes impacted could include the selection, appraisal,
remuneration and development of directors and the monitoring
of trends and developments in the business environment.
New directors should be selected to complement existing
skills, experience and qualities. The resulting mix and balance
should cover a board’s responsibilities. Individual and collective
feedback and next steps could build upon strengths and/or
address deficiencies.
Could a link between evaluation and remuneration sometimes
be harmful? Might it distort assessments because of possible
implications for remuneration in the light of a financial
situation? Should a board take factors other than annual
or other periodic evaluations into account when reviewing
remuneration policies?

Evaluating the evaluation process
A director and board evaluation process should be periodically
reviewed to assess its value and contribution. Are evaluations
identifying areas for improvement, encouraging suggestions,
capturing ideas and opening up new possibilities? Do they lead
to development activities, changes of practice and steps to
remedy deficiencies? (Coulson-Thomas, 2007)
How should a board assure its objectivity and assess the extent
of missed opportunities, under-used capabilities and untapped
potential, and identify missing elements? Is what has been
observed cause and effect, or an association with achievements
claimed by a board that result from activities of other people in
and across an organisation and its supply chain?
Some evaluations may be referred to but have limited impact.
What should happen to their reports? Are directors learning
individually and collectively from failure and disappointment?
Are they resilient and persistent? Do they lower aspirations
to match achievements, or try to reach their goals? Effective
evaluations can trigger exploration, renewal and development.
They can be a valuable experience for directors and others
involved in them. When taken seriously, conducted thoughtfully
and acted upon, they can benefit all stakeholders.
References available from Mel Armstrong, Editor:
Email: imsjournal011@gmail.com
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Employee Performance
Self-Management
In the first of a three-article
series, learn what happens
when today’s failing 50-yearold approach to employee
performance management (EPM)
is reconceived for today’s work,
workers, and workplaces.
By Dr James S Pepitone.

W

hat would you do if you were the person challenged
with not just fixing, but completely replacing your
organisation’s employee performance management
(EPM) system? A Chief Human Resources Officer (CHRO) who was
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given this challenge for a multinational corporation contacted me
at the Humaneering Technology Initiative (HTI) in late 2015, upon
the suggestion of executives with other units of the corporation
that HTI had been working with for several years.
The CHRO shared with me that the global corporation’s C-suite
executives recognised that the company’s EPM, despite decades
of attempted improvements, still did not deliver the intended
outcomes. Furthermore, they reasoned that the increasing
complexity of every organisation member’s work elevated the
importance of having a central process that assured high levels
of human performance across the entire organisation. Unwilling
to accept the status quo any longer, they decided it was time to
create a fresh approach to EPM.
After discussing the CHRO’s preferences, and given the highrisk associated with any pioneering development, I suggested a
multi-client approach for the initiative if we could find others
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Participant Insights and Learnings
I asked the participants for any insights and learnings
they especially wanted me to share with readers.
These lightly edited verbatim comments reflect
several themes.

[Vision] “We simply didn’t understand what was missing from
our performance management until we designed a system from
scratch. We were blinded by what was convenient.”
[Operations] “We discovered better ways to support
our company’s operations, including methods to increase
productivity and co-lead successful change initiatives for them.
We now have a deep understanding of people to complement
their engineering knowledge, so together we can optimise
people-dependent work systems and maximise business
outcomes.”
[Talent] “This sounds blasphemous, but we discovered that
“talent” isn’t what drives employee performance. It’s the
work. And we learned how to create knowledge-jobs, so every
employee performs like top talent. Even more, applying what
we learned from this project, we’ve since realised that it was
our prior obsession with the most talented employees that was
causing widespread employee disengagement. Now that we
work hard to appreciate every person for their contribution
to the business disengagement is no longer an issue and
productivity has shot up.”
[Managers] “Our old employee management system dumped
a huge load of time-wasting work on managers, and most were
rightly angered because of it. The new system does this work
for the manager, so they need to get involved only when they
want to make exceptions.”
[COVID] “When COVID hit we didn’t struggle as much as most
organisations. We were already set-up to work remotely with
those who could and to maintain closer communications with
employees we had to let go. Our rehiring has gone smoothly,
with most people eager to return.”
[Employees] “Employee approval for our new performance
management approach just hit 90%, climbing from 78%
immediately following the launch. An even better sign, many
employees talk about it like it’s THEIR system, because it actually
helps them improve their performance and these improvements
are automatically communicated to their manager.”
[Process] “It seemed terrifying at the time to start out with a
clean sheet of paper, but in retrospect it was liberating. Once
we got the hang of it, we never looked back at the old approach
except for a laugh.”
[Executives] “Don’t be intimidated by the challenge. Once your
executives see what’s possible, they will back you 100%. Our
executives blame themselves and not HR for hanging on to the
old performance management approach for so long with its
many problems. They will especially like seeing Operations and
HR working more closely together.”
[Renewed HR] “We [HR] not only created an amazing
performance management process, but we also found a
renewed sense of purpose. Humaneering’s a well-kept secret,
but essentially it is to human performance what engineering
is to machine performance. It gives HR the capacity to create
business value anywhere there’s people working. Since
this project, we’ve reorganised ourselves to launch several
productivity improvement initiatives, and we’re turning heads
with the impact we’re having. My new favourite experience is
reporting HR’s EBITDA contribution each quarter.”

Management Services Winter 2021

who shared their organisation’s thinking. In addition to sharing
the risk and cost, a multi-client design would incorporate the
needs of other businesses to increase the robustness of the final
design, plus it would provide the CHRO’s team with the support
of similarly challenged colleagues throughout the development
journey.
Eight additional organisations joined the project, including
two other business units from the same multinational
corporation. In late 2015, we set out to create a new alternative
to today’s approach to EPM.
This article is the first in a three-part series in Management
Services to share details of this project. It outlines the objectives
of today’s failing 50-year-old EPM, quotes McKinsey’s assessment
of how well its working and why executives have been slow
to replace it, and finally discusses the new design principles
adopted by management to address today’s different set of
organisation objectives and challenges.

Employee Performance Management (EPM)
A company’s EPM is no less than the ‘central nervous system’ of
organisation management and nexus for HR’s complex role. At a
strategic level, EPM’s purpose is to enable executives to accomplish
the company’s people-dependent work as profitably as possible.
At an operational level, EPM spans the
•
translation of human work into work roles and jobs;
•
recruiting and hiring of people into those jobs;
•
onboarding and support of people in their roles;
•
management of people and their work performance;
•
achievement of people-dependent objectives as
productively as possible.
Principal Approach
These objectives were translated based on industrial and
white-collar management methods in the 1970s into HR-driven
management practices to direct and control individual
employees. More specifically, these systems direct managers to
•

•

•

•

•

Set Employee Performance Expectations: Set explicit and
motivating performance expectations for individuals to
fulfil organisational objectives and maximise productivity
Monitor and Augment Employee Performance: Monitor
the performance of individuals and assure every employee
receives performance related feedback plus coaching to
enable their highest potential performance.
Provide Employee Compensation Incentives: Establish
equitable criteria for financial incentives and link individual
employee compensation to actual performance.
Support Employee Development: Identify the development
needs (ie, to correct underperformance) and opportunities
(ie, to guide growth) for individual employees and match
these needs with resources to support performance
improvement.
Appraise Employee Performance and Potential: Accurately
rate the overall performance and potential of each
employee to establish eligibility rankings for administrative
decisions (eg, high-potential status, bonus payouts, wage
increases, advancement opportunities, layoffs, downsizings).
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Appraisal
There is no lack of criticism about how the current approach
to EPM routinely falls short on every objective. Despite its logic
and long history, EPM has yet to adequately accomplished
its objectives and, in most organisations, is also the cause
of widespread time wasting and frustration by executives,
managers and employees alike. In the words of McKinsey:
The worst-kept secret in companies has long been
the fact that the yearly ritual of evaluating (and
sometimes rating and ranking) the performance of
employees epitomizes the absurdities of corporate life.
Managers and staff alike too often view performance
management as time consuming, excessively subjective,
demotivating, and ultimately unhelpful. In these cases,
it does little to improve the performance of employees.
It may even undermine their performance as they
struggle with ratings, worry about compensation, and
try to make sense of performance feedback.
Ahead of the Curve: The future of performance
management. McKinsey Quarterly, May 2016
Resistance to Change
It might seem surprising then that over 90% of large
organisations still use EPM at a time when employees are
increasingly scarce, recruiting is so competitive, and procedural
justice (ie, fair treatment) is such a huge issue for employees.
In the same McKinsey article noted above, they answer this
question directly.
‘The problem that prevents managers’ dissatisfaction
with the process from actually changing it is
uncertainty over what a revamped performance
management system ought to look like. If we
jettison year-end evaluations – well, then what? Will
employees just lean back? Will performance drop? And
how will people be paid?’
Ahead of the Curve: The future of performance
management. McKinsey Quarterly, May 2016
HTI came to a similar conclusion, prompting us in late 2015 to
propose the initiative discussed in this article. The challenge that
executives, including HR, were facing is they felt dependent on the
current EPM and fearful of ending it. Even worse, they could not
imagine a superior alternative that could replace it.

Design Principles
The project’s second phase included an ‘Ideation’ event that
brought together more than 200 of the project-team members
from across the participating organisations for a three-day event
to conceive the new EPM design.
The steering team decided before the Ideation event that two
major ‘inputs’ would guide the initial design attempt, even if
this meant substantial later modification or just starting over.
The first input was an HTI-prepared 10-hour asynchronous online
course titled ‘Human Work Performance in the Knowledge
Work Era’ (see below, Design Science, p. 39) that condensed
relevant guidance from humaneering’s transdisciplinary science
knowledge base into a design framework.
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The second input was a synthesis prepared by HTI of guiding
advice from executives, managers and employees across the
nine organisations. We were charged with not just tabulating
this guidance but combining it in such a way that it represented
shared sentiment.
Nine comprehensive principles emerged from the synthesis of
stakeholder comments. I briefly restate five here in my words.
Total Workforce
The new EPM should work for every employee, not just those
working at higher levels or considered high performers. Every
employee should feel that the EPM system supports their
on-the-job performance, helps them develop and improve, and
makes the full resources of the company available to them.
Diversity, Equity, and Inclusion (DEI)
The new EPM should promote diversity, equity and inclusion across
the organisation and its varied operations. Recruiting, hiring,
compensation, and all EPM related systems should continually
strive for increased representation of diverse populations, increased
fairness in employee treatment, and increased inclusion in every
opportunity available within the organisation.
Self-Management
The new EPM should make employees responsible for
managing their own performance. In addition, it should
provide employees with sufficient feedforward (eg, advance
guidance, training & development, management expectations)
and feedback (eg, formative performance metrics, periodic
performance assessments, 360 feedback) to enable this
self-management of their work and job/role performance.
Such information should be routinely available from the EPM,

Management Services Winter 2021

talent is only one of several factors that determines how well
aligned a worker is with a particular job and type of work.

so that employees do not have to depend on a manager to
provide it.
Self-Development
The new EPM should make employees responsible for their
own self-development and provide them with a sufficient
variety of development opportunities to satisfy the aspirations
of all employees to advance their careers within the company.
Furthermore, career development should become a top reason
why current employees choose to stay with the organisation and
future new hires choose to join it.
Procedural and Outcome Integrity
The new EPM should result in an unimpeachable level of
procedural and distributive justice so that employees can have
full confidence and trust in management’s decisions that impact
employees. The high costs of disengagement, low productivity,
and premature resignation that result from distrust are too
great to endure.

Design Science
HTI encouraged the participants to not only adopt the design
principles of greatest importance to all stakeholders, but also to use
the design components for knowledge work as their framework
for the new EPM approach. Each component of this framework –
including the ‘work’ performed, the ‘workplace’ (or situation), the
‘worker’ (or person who will perform the work), and the ‘job’ (or
agreement) that links the worker with the work and workplace – is
a strong driver of human performance.
For many people, this framework represents new thinking.
Anyone reading the HR or business press or reviewing search
terms could easily get the impression that ‘talent’ is the single
most important factor that determines job performance. In fact,

Management Services Winter 2021

Work
The single most important factor that determines human work
performance is the work that needs to be performed. Frederick
Taylor taught us this lesson for ‘physical tasks’, discovering there
was ‘one best way’ to perform a physical task and training
would enable employers to transform any able-bodied person
into a high-performing worker.
Peter Drucker credits standardisation-based training for the
increase in physical task productivity achieved during 20th
century, and further describes the need to increase knowledgework productivity as the top management challenge for the 21st
century (Post-Capitalist Society, 1993, pp. 32-38).
HTI solved the knowledge-work productivity challenge,
discovering that, once again, ‘work design’ drives human
performance and productivity, and yet the design elements,
criteria, and methods involved are entirely different from those
considered for physical task work (Productivity Mystery Solved,
Management Services Journal, Autumn 2021, pp. 23-30).
Upon learning this, managers quickly realise that through
a lack of priority and accrued (human) technical debt, the
productivity of most knowledge work today can be increased
by 2X, 5X or even 10X and more through practical efforts to
improve its delegation and support.
Even though most work today is knowledge work, it is only
marginally understood and continues to be managed as though
it is task work. This opportunity has substantial implications for
the new EPM system design.
Workplace
The second most important factor that determines human
performance is the workplace, or situation in which the work
is performed. This includes a wide range of elements from
where the work is performed (eg, office versus remote), how
the work and worker are managed, available co-workers and
support, organisation facilities and culture, accessible data and
equipment, and much more.
Elements of the workplace either support or frustrate the
knowledge worker. They either help the knowledge worker
perform in their role and create increased economic value, or
they somehow encumber and frustrate the knowledge worker
and reduce the economic value created. Most knowledge
workers easily recall situations in which they felt they could do
a better job if their own organisation would simply get out of
their way and let them do the work they were being paid to do.
The many implications for EPM include identifying workplace
factors that influence the performance of knowledge work and
making changes to better align these factors with this work.
Workers should be provided with deep knowledge concerning
the activities and behaviours associated with performance in
the job so they can diagnose on their own where to focus their
development. Additionally, workers need continuous direct
feedback from the work itself (ie, not a power-holding manager)
to determine how they are performing so they can make timely
adjustments without the dysfunctional perception of an implied
threat.
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Job
The third most important factor to human work performance
is the agreement that binds the worker with the employer.
Continued reliance on the fractured ‘psychological contract’
increases the vulnerability of this relationship to misunderstood
terms and expectations (ie, including those that are unstated)
that are important to either party.
A non-zero-sum (ie, win-win) agreement creates the most
favourable condition for high performance. Even so, most
organisations either intentionally or unwittingly establish
a zero-sum (ie, win-lose) agreement with workers, thereby
restraining human performance. This zero-sum premise is most
easily identified in compensation practices that compel most
employers to pay employees as little as they can rather than as
much as the employees are worth.
People need to know in accurate detail the job for which
they are applying so they can make an accurate assessment
whether the job is a good fit or not. This is difficult, if not
impossible, with most employers. Organisations that create a
win-win employment relationship with employees will enjoy a
performance advantage.
Worker
The final major factor in determining human work performance is
the worker, which includes a myriad of important factors ranging
from the person’s employment intention, relevant capabilities and
experience, culture fit, and more. Both employers and individuals
should be concerned with full disclosure of relevant information
so that each can make a fully informed decision.
Every kind of work and every job has unique capability
requirements. Human performance tends to be higher when
these requirements are determined, and potential workers
are assessed as having ‘person-job/role fit.’ However, no one
personal trait or cluster of traits will assure (ie, determine,
predict) human performance in a type of work, role, or job. The
most reliable, if not only accurate means for assessing ‘fit’ in a
role/job is real or simulated experience.

•

•

capability, in effect automating the Industrial Era role of
managers to assure that every employee experiences the
treatment that only the best managers could provide
The importance, methods, and effectiveness of involving
all affected stakeholders in the design and execution of
business strategy, and its potential to create a truly resilient
organisation and sustainable operations for the business
The potential for HR to have substantially greater impact
improving people-dependent business operations and
creating organisational competitive advantage; not only
would the new EPM improve performance, lower costs, speed
up the learning curve of new employees and assure business
operations of skill-ready employees when needed, now HR
could directly increase EBIDTA through its leadership of work
design for knowledge-work performance

Beginning this second phase with a clean slate, led to the
development of a master design that could then be customised
by each organisation according to its specific objectives,
operations, culture, etc. Back at their respective organisations,
the teams shared this master design with interested stakeholders
for further input.
The second article in this series, Reimagine the Manager’s Role
in Employee Performance (Spring 2022), will explore the final
design, including how the core components (ie, work, workplace,
job, worker) function interdependently to achieve management’s
objectives to both control and unleash organisation members to
maximise their performance and personal objectives.
The third and final article, HR Harvests Organisational EBITDA
(Summer 2022), will provide a ground-level perspective of how this
new approach is functioning day-to-day, month-to-month, quarterto-quarter, and year-to-year to support all stakeholders within the
participating organisations.

Point of No Return
Presentation of these two major inputs – relevant science
and stakeholder agreed design principles – at the Ideation
event, preceded a remarkable shift in the planning discussion.
References to the old EPM seemed to evaporate from the
conversation, replaced by palpable enthusiasm for the
opportunity to create an EPM system that works.
The participants were beyond elated, as were the executive
teams to which they subsequently reported. Finally, HR had
discovered a way to move past the legacy of Industrial Era
management and prepare their organisation for the Fourth
Industrial Revolution (4IR).
Most notable among the advances baked into the new EPM, it
fully recognised and capitalised on
•

•
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The shift in human work from standardised physical tasks
to more discretionary and collaborative knowledge work
that requires self-management and work design for
knowledge-work performance
The creation of a digital infrastructure (ie data, AI, IoT)
to augment human work with additional insights and
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Becoming Bullet
Proof and Resilient in
an Uncertain World
Philip Atkinson.

“A

s we move towards the start of the New Year,
no one can guarantee how the economy and
employment trends will recover after the COVID
pandemic has finally run its course. Leaders of organisations are
unsure how to adapt to change, and people dislike uncertainty
in their personal lives. In times of unprecedented change,
consider the positive impact on our lives if we could develop a
degree of resiliency that can be installed at the personal and
organisational levels. This is desirable compared to the current
state of fear about dealing with the unpredictable changes that
we will have to confront. Many people do not know how to
develop the personal and organisational resilience to master an
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uncertain future. Here, Philip Atkinson highlights the strategies
and tactics you can apply to put yourself in the best possible
shape personally and organisationally.”
All resilience building and change starts with self.
Organisations that become resilient have been changed
fundamentally by the deliberate intent and the behaviour
of key players to make that change a reality. Organisational
resilience cannot be built without a structured intervention
and leadership. In most organisations, the ‘resilience change
process’ is not hard-wired into the business. It does not happen
by accident nor can it be implemented randomly. It must be
a deliberate and a planned process and it exists only through
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What is a Resilient Organisation?
In general terms, resilience is defined as the ability to bounce back from
adversity, frustration, and misfortune, to survive a crisis, and thrive in
an uncertain world. Being resilient means it’s not the nature of adversity
that is most critical but is how we deal with it. When we face adversity,
misfortune, or frustration, our resilience helps us bounce back. A resilient
organisation has direction, strategy, structure and culture driven by
leadership to overcome the shocks and disruptions of unprecedented
events with minimal impact on service delivery. It is only possible to
create a resilient organisation when you manage and shape change
with honest leadership.

consultative and intelligent design. Installation is achieved
through a shared positive attitude, and demonstrating precise
behaviours focused on specific business outcomes.
Likewise, developing personal resilience does not happen
without thoughtful, personal reflection and intention, planning
before committing to act and seeing whether that action moves
you closer or further away from your goals. New habits must be
reinforced and practised daily to bring about that resilience.

All Change Comes About from Within
If you want to change how an organisation operates to
become more resilient, it must come from the people leading
it. That means that people guiding and giving direction to the
organisations must be sure that they know what they are doing,
and commit to building a culture of self-renewal and change.
Knowing that organisational resilience is not a magical
or mystical process, but requires strategic, creative thinking.
Constant action should be occupying the minds of business
leaders and their teams.

How Big is the Change We Must Make?
I am not sure whether senior management teams understand
the variety and depth of change that must happen. To build
resilience, you must want it profoundly and commit 100%
to bring that about. Some sectors and industries with ‘fixed
mindsets’ will have to commit to wholescale change. In contrast,
others will adapt quickly and quietly without a fuss because they
have fostered their natural business ‘growth’ cultures. Others
will have to radically review their relevance, identity, mission
and strategies. Here, we are thinking of the larger organisations;
and many state-owned, whose ‘mechanistic’ style needs to be
reshaped into a more organic model of change resiliency.

Post-COVID
We are only now starting to fully realise the potential
consequences of COVID, and the impact on our physical,
emotional, economic and spiritual wellbeing. Currently, we are
surrounded by doom and gloom; with the media pushing the
most pessimistic stories to an attentive and curious audience. We
can still take a degree of personal action to control and influence
our world, our future and the organisations in which we work.
In this article, we concentrate on actions we can take where
we have some degree of control. It is not just about having
a Pollyanna attitude that everything is rosily characterised
by irrepressible optimism and a tendency to find good in
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We are only now starting
to fully realise the
potential consequences
of COVID, and the
impact on our physical,
emotional, economic,
and spiritual wellbeing.
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everything. It is about stepping back and exploring options
rather than jumping to quick-fix solutions. How can we develop
a more optimistic approach to changes we must make to come
out of this individually and collectively, much more robust? We
will be drawing on research in the applied behavioural sciences
on mastering individual and collective change and looking at
how neuroscience can support us in shaping a robust future.
We will focus on the following:
•
•
•
•
•
•
•
•

Resiliency – current situation and public policy to
post-COVID
Fixed and growth mindsets
Until behaviour changes, nothing changes
The success cycle
The change or transition curve
Dealing with stress and pressure
Becoming resilient: characteristics of dealing with pressure
moments
How can we build resilience in business organisations?

skills and intelligence are not fixed, but expansive. With effort,
momentum, motivation and discipline, we develop our abilities
and adapt and change when we see a need to do so.
The fixed mindset tends to be prevalent in orthodox
commerce and business. It is often due to the reliance on
rationality, risk aversion, sticking to the transactional model,
adhering to the tried and tested rather than experimenting with
the new and innovative. The ‘growth’ mindset is much more
spontaneous and usually adopted by the more transformational
types, who perhaps are more focused on creativity, innovation,
and change, and are more attracted to taking thoughtful
risks in their personal and organisational growth behaviour. A
leadership culture reflecting the ‘growth’ mindset existing in
Tesla, SpaceX, Amazon, Apple and Microsoft comes to mind.

Characteristics

Fixed Mindset
Culture

Growth Mindset
Culture

Dominant Culture

Mechanistic,
command and
control

Expansive,
consultative

What is valued?

Command and
control

Initiative and
enterprise

Speed of Change
Implementation

Reactive and slow

Proactive, strategic
and speedy

Attitude towards
Risk

Risk-averse

Calculated
thoughtful risks

Career Aspirations

Orthodox
functional
hierarchy

Project driven by
multi-functional
teams

Management Style

Transactional

Transformational

Structure
– relationships

Bureaucratic

Matrix

Communication

Top-down

Multi- directional

Resilience – Current Situation – Post-COVID
Long-term unemployment is now a significant issue that many
people have encountered in recent months and years. When
the current British Government support, including the furlough
scheme, finally ended in Autumn 2021, many more people
became seriously anxious, not knowing whether they would ever
work again. Their ability to seek and gain work or pursue their
chosen career will become a severe phobic response for many.
Even in a stable environment, people are always worried
about their employability, but now this is real. Times have
changed significantly, and many industrial sectors are under
threat. What makes things worse is that these changes challenge
our thinking on what we considered as stable and secure jobs,
occupations, and careers.

Public Policy Must Change
The risk of large-scale unemployment is a significant issue
for the younger, unskilled, non-professional group. Those
middle-aged or nearing retirement are at risk, as are the young
school levers and graduates leaving tertiary education.
The following two decades will confront us with many
organisational and personal challenges. What follows is focused
on developing and implementing strategies to put oneself in the
best shape possible to master individual potential.

Develop a ‘Can Do’ Mindset
Success comes from having the right mindset, rather than
talent, abilities, education, and IQ. Attaining a high degree of
emotional intelligence (EQ) is essential to make any plans work.
When looking at personal change we should assess how well
we can manage our mindset. There is a viewpoint that the key
to any personal change is effectively controlling one’s mindset.
Carol Dweck proposed the idea of a ‘fixed’ or ‘growth’ mindset.
People with the ‘fixed’ mindset believe they only have a certain
level of limited skills. A ‘fixed’ mindset starts with believing
that your intelligence, talents, and abilities are defined as finite
in some way and are difficult to change, or indeed that you
cannot change them at all. A fixed mindset does not serve us
well. Whereas a growth mindset suggests learning new things,
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Bringing about Change: Until Behaviour
Changes, Nothing Changes
Whether it is in the context of organisational or personal
change, we need to go through a process that delivers positive
outcomes. Generally, we have to navigate through distinct
personal changes such as our feelings and emotions for change
to happen. This is based on the work of Elizabeth Kubler Ross
and subsequent research and ideas on the Change or Transition
Curve. Ostensibly, we are looking at improving how people
and organisations can change how people come to terms with
change. This work has been applied across a whole raft of
studies, from overcoming serious illness, coming to terms with
death, divorce and separation, change in career, managing
complex change in organisations, post-acquisition integration
etc. This model of how behaviour change regaining resilience
happens, holds up well when relating it to situations where
behaviour change is the desired outcome.
Most importantly, before we explore the change curve, it is
necessary to show that everybody experiences the emotions
displayed on the Change Curve diagram as a normal process
and how we react over time. The key message of the Change
Curve is that we can positively influence our future in changing
our behaviour, by anticipating and accepting the emotions
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we will encounter. If we recognise that we have ownership of
the change, and have a role to play, we generally accept the
change and move through the steps more quickly and with
less disruption. We can build inner resilience and make our
organisations more effective and better equipped to deal with
adversity by compressing the changes in the Change Curve into a
short time frame.

How the Change Curve Works
Generally speaking, most people can adapt if they know what
is expected of them. Some people can do it quickly – others are
much slower. What usually makes the difference between a slow
and fast response to change is when people can influence the
process and share in the ownership of the change. When people
feel they do not have a personal license or control of things, this
can lead to a state of emotional avoidance.
For instance, the ramifications of COVID will have had severe
consequences for people’s lives, careers and futures. The
intensity of this event is more significant than what most people
call normal and may initially create a shock to their wellbeing.
Additionally, people may not take the potential consequences
seriously enough. They may deny their emotional disruption and
display some form of resistance to the idea that things will play
out as the media and politicians predict. This denial stage only
lasts for a short period, where this temporary state of shock will
deepen into a state of worry and concern about their future.
If this continues, they may experience a loss of control or even
become depressed in the longer-term about the change.
The Change Curve works when positive ways out of the crisis
flourish (such as Vaccines becoming available and an inoculation
programme is published), and people can explore, learn,
discover, and adjust to the new normal.
The key is to help people move along the curve as quickly as
possible, which means using our people and influence skills to

The Change Curve
Adjustment
Resistance

Shock

EMOTIONAL
RESPONSE

Discovery

Worried

Loss of
Control
Exploration
Depression

TIME
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build resilience. Unfortunately, the average person or manager
does not always possess these skills. Knowing where you and
others are located on the curve enables us to help others move
on to the following stages.

Moving Beyond Shock and Resistance
You will note from the Change Curve that we can quickly turn
things around if we can pick up resistance at an early stage
and deal with it. If you avoid dealing with resistance, you
create problems for yourself in the future. The main issue is to
recognise resistance and denial in their many forms, and strive
to remove those creating resistance. Often it is just a case of
tackling the fear of not knowing how to change.

Knowing How to Develop Resilience and
Change with the Success Cycle
This leads us to understand the process whereby people can
and do change. I use a well-known process called the ‘success
cycle’ focused on four critical stages in sequence. Personal
change depends on us running our mind through what
enables and limits us in what we do. We call these our personal
beliefs. Whether we think we can or cannot, we are right. Our
empowering beliefs push us forward, and our limiting beliefs
stop us from taking action.
The success cycle is a natural flow. It all starts with our beliefs
and perceptions about the potential that resides within each
of us. What we choose to believe about ourselves and how we
see things operating in the world determines whether we act
according to our potential. Many never achieve their potential
and accept their role in business, relationships and life as their
fate and do not take action and responsibility for shaping and
creating their future.
However, when we act and do something, we will get
results. Whether those results are favourable or not, it is still

Potential

Action

The Success Cycle
Belief
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Results

an outcome. It may not be the positive outcome we want, but
taking action gives us feedback on what works and what does
not, enabling us to appraise things and start to work at the
process until we get the outcome we want. The success cycle
is driven by how we respond to feedback, which prompts the
continuance of the cycle again. If we don’t get the result we
want, we need to start the process again, do something new,
and continue until we get what we want.
It is interesting that if most people don’t get what they want,
they give up. I have heard people say, “I have applied for three
middle manager jobs in my department and never get further
than the shortlist – looks like I need to find something else
then”, or “I failed to get into the fast-track programme, so I am
thinking of going back to my old job”. Most people give up too
quickly. Tip: it would help to reflect on this process and aim to
act time and again until we get what we want.

Resilience: Dealing with Stress and Pressure
Nowadays, we have a strange relationship with the word
‘stress’. It is pervasive and appears to be all around us. Talk to
any colleague or friend, and they will expose you to their latest
stressor. They may refer to overwork, low moods, fatigue. It
appears to be everywhere and affect everyone. Stress is a much
over-used term. Stress became a popular term in the 1950s and
has now become the number one item of conversation with
most people. Still, it was initially identified in 1936 when Hans
Selye coined and defined it as ‘the nonspecific response of the
body to any demand for change’.
Stress is the hinterland in which you operate in terms of
busyness, tight time constraints, noise, the general environment,
how people respond or look at you in a certain way. You could
experience it by overthinking, worrying about inconsequential
things. Unfortunately, we are continually bombarded with
being in a state of ‘readiness arousal’, always ready for the next

Whether it is in the
context of organisational
or personal change, we
need to go through a
process that delivers
positive outcomes.
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stressor. These reactions inevitably drain you, distract you, and
derail you from doing your best.
Stress is your negative interpretation of things that you are
exposed to that make you feel uncomfortable.
Dealing with stress is a lifestyle issue – dealing with pressure,
however, is very different. Becoming resilient is dealing with
pressure points or moments in your life – not the general
busyness of life itself.
Becoming resilient is about identifying pressure moments in
our lives, and preparing to inoculate ourselves with strategies
to deal with these pressure moments better. We will talk about
four leading attitudes and behaviours that will help people cope
with this pressure shortly. Just now, focus on those events that
create pressure for you.
You will find they include situations where you have little
or no control of circumstances and how they play out. In
many cases, you will probably inadvertently put pressure on
yourself and be the creator of your pressure moments. This is
a significant problem experienced by various teams, and it is
not so surprising to find that pressure management strategies
are lacking in many organisations. When rectified, it allows
individuals to maximise their creative and intellectual resources,
rather than have them diminished.
Addressing the critical learning issues and assessment of the
difference between background stress and pressure points
enable us to think about how we each personally can reflect on
our pressure points.
Research suggests that it is desirable and possible to develop
L&D strategies to equip organisations to become more resilient.
This has to be led from the top by a team committed to
developing the right behaviours to instil a culture of resiliency
and incorporate it into their leadership model.

Becoming Resilient: Characteristics of
Dealing with Pressure Moments
We have always been keen users of psychometrics to assess the
capability of leaders at different levels within an organisation.
We use them in various settings, from personal and team
coaching to leadership training, career development, assessment
centres and recruitment. We only use those tests that the
various licensing authorities have approved, such as the
British Psychological Society (BPS). Profiling as a process has
to be evaluated and assessed, and verified, unless you want
people administering testing regimes without a behavioural
background and credentials. Our arsenal of profiling includes
a variety of ability tests and personality profiling such as 16PF,
OPQ, MBTI and Fibo B, which are well known, well researched
and quoted in research and behaviour studies reporting.
There are several traits, types and behaviours that would
indicate that there are critical markers associated with those
who demonstrate a strong core of inner resilience. The Institute
of Health and Potential have a valued contribution to make in
addition to our research in psychometrics. Broadly, they identify
four core sets of behaviours, whether these are traits or types
that typify individuals with superior resilience. There include
confidence, optimism, tenacity and enthusiasm.

Rethinking the nature of pressure
moments

In a moment of pressure, you have to deliver on
behaviour to counteract that pressure, or you are going
nowhere
•
•
•
•
•

•
•
•
•

Just to be clear, everything at work becomes
equally essential – you’ll have to assess real
priorities as there are only 24 hours in the day
You probably are not a member of special forces,
a Marine or an air traffic controller, so you don’t
need to be as resilient as their standards dictate
Wrongly confusing background stress with pressure
moments reduces our abilities needlessly
We know there is pressure on you to perform, but
how can you change your thinking to support what
is realistic?
Are you over-reacting to pressure moments? Ask
yourself: Does the situation call for my reaction, or
am I wearing myself out needlessly when I don’t
need to?
When we confuse daily background stress for
pressure moments, we react physically, emotionally,
and behaviourally in an unhelpful manner.
Have you thought of reframing the pressure points
to take them into perspective?
Are your reactions appropriate for the nature of
the pressure points?
Are you experiencing any distorted
thinking?

How Can We Build Resilience?
We need direction to make any change happen. We need
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Confidence

•
•
•
•
•

Optimism

•
•
•
•
•

Tenacity

•
•
•
•
•
•

Enthusiasm •
•
•
•
•

Seen as an antidote to the negative
effects of pressure
See pressure situations as challenges to
be overcome, not avoided
Work harder, show more determination
and grit
Are in control, centred and emotionally
stronger?
Master their verbal and non-verbal
presence
Are positive about the future – no
matter what
Tend to progress faster, earn more and
work hard
Participate and immerse themselves in
their work
Work better with teams and harmonise
any conflict
Are excited by rather than fearing
change
Know and express the need to prepare,
plan and exert effort
Tend to persevere and have stickability
Developed a psychological edge to
perform better
Remain engaged over the long haul
Persistence is a greater asset than talent
Are fast rather than slow thinking
Display enlightened arousal for change
Know they can do this, and win others
to their cause
Display winner behaviour and
encourage others
Full of energy, always can find a way
Communicates excitement,
engagement and positivity to all

leadership from the top of our organisations. This leadership
needs to focus on our business missions and identity and equip
our people with the best skills and behaviour.
We have four strategies that will work to build inner resilience
within people and organisations. We believe that you should
always work from the inside and build a strong core with a
group of leaders who can act as facilitators at senior levels. This
thinking and subsequent team development need to roll out via
crucial strategic projects. Work on core projects that will dictate
80% of the results to have the most impact on the business.
There is a combination of approaches that are integrated into
one strategic thrust for building organisational resilience.
The work of growth mindset starts the ball rolling and gets
people to reject the orthodoxy of silo thinking and think
creativity outside their functional responsibilities. Built onto
this is working using the action learning model of the success
cycle to install core beliefs and this should guide the work
of the change and resilience using the Change Curve. The
Change Curve is useful in highlighting where all the various
organisational players are positioned emotionally. It allows
you to assess where resistance to change is highest and where
you need to work on building resilience into the culture of the
business. You can also plan the tactics to take to support moving
people and teams faster along the curve or compressing the
curve so your outcome is quickly achieved.
Then you need to differentiate between background stress
noise and real pressure moments when people feel most at
risk. This should enable you to start the process of learning and
development to equip actors with the tools to roll out the four key
behaviours of confidence, optimism, resilience and enthusiasm.
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