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CHAIRMAN’S COLUMN

Getting the measure
of productivity
I

n the Winter edition of the journal I made reference to
a presentation to the Institute’s Council of Management
by Dr Akbar Jaffari, CEO of Jafcon, Bahrain. During his
presentation Dr Jaffari provided food for thought by saying
that productivity was slightly different in his country, where
it cost $4 to produce a barrel of oil for which the world paid
$100. Isn’t it amazing how, in just a few months, the price of
oil has dropped to almost half and, at $50 dollars a barrel, has
all sorts of implications for the global economy.
I used this drop in oil price as an example when responding
to an article by Chris Giles, entitled ‘Productivity will make
or break the next Government’ published in the Financial
Times in December, 2014. The article referred to the Office
for Budgetary Responsibility’s Autumn Statement, which
assessed the sensitivity of its forecasts to its various paths for
productivity.
The Statement, which is some
234 pages long, provides
two scenarios in terms
of productivity. In the
weak case scenario,
it predicts that a
0.5% improvement
in productivity
would result in there
being a 2% deficit by
2019/20, this despite
continuing with tight
public spending plans.
In its strong case
scenario, it

suggests that a 4% increase in productivity would result in the
deficit being eliminated by 2016/17 and there would be no
need for further austerity.
What Chris Giles’ argues, is that these scenarios show that
productivity will determine whether the 2015 general election
is ‘a-must-win’ or ‘better-to-lose’ election, and goes on to
say, that despite improvements in the economy and better
numbers in key indicators such as unemployment, productivity
remains a problem. He continues by saying that with so much
riding on productivity, why are we no closer to understanding
it and the reasons for its decline? He finally concludes by
saying: “As we do not understand the mechanisms we can
only hope for a brighter future.”
The fact that the article is referring to productivity
measures at a macro-economic level, is an area that we, at
the Institute, rarely get involved with. Generally speaking,
we operate at the micro-economic level, concentrating
on operational issues within the organisation (work
measurement and production improvement techniques) which
is reflected in our education syllabus. The assumption is, that
by concentrating on improvements at an organisational level,
the cumulative outcome will take care of itself and improve
the productivity of the country as a whole.
This is not to say that we have not in the past dealt
with productivity on UK-wide basis. In the late 90s, for
example, we teamed up with NTC Research to produce some
national statistics. These stats were referred to as the ‘IMS
Productivity Index’ and were compiled using data collected
from a panel of 1400 manufacturing and service companies
located throughout the UK. However, the value of data was
considered to be limited in relation to the cost of producing
it, and the process was eventually dropped.
Productivity, as we all know, is an economic measure
of output per unit of input, where inputs include labour
and capital. At a macro-economic level, output is typically
measured in revenues and other GDP components. As Chris
Giles’ rightly points out, productivity gains are vital to the
economy, because they allow us to accomplish more with less.
These are measured and tracked by economists as an indicator
for predicting future levels of GDP growth.
Of course, what Chris Giles is seeking, is some sort of cause
and effect diagram for productivity. I’m sure most of us will
recall using charts such as the Phillips Curve (correlation of
inflation against unemployment) and other such concepts
during our careers, but as economists readily point out, in
today’s complex global economy these concepts are of limited
value. For example, OPEC decides to let the oil flow and
saturate the market and the price of oil drops significantly.
This has major implications for the oil industry and, in
particular, new oil extraction techniques such as fracking. At
$50 a barrel, fracking becomes uneconomic and no matter
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how much you try to improve the productivity/efficiency of
the fracking production process, it is impossible to compete.
These supply and demand issues are, of course, key factors
in all industries. As stated in the OBR report, the Eurozone is
the UK’s biggest market and, with demand in Europe being
sluggish, the implications for the UK economy are obvious.
So, in answer to Chris Giles’ question, we do know how
to measure productivity and we know how improve it. We
also understand the mechanisms. However, it is influences
and decisions that are taken out of our control that have
implications for productivity and indeed the economy as a
whole.
Dr Andrew Muir
Chairman

Chairman’s update
The Institute’s newest Approved Education Provider
registers its first batch of students
I’m pleased to announce that Jafcon, our newest Approved
Education Provider, has registered its first batch of students
with the Institute. There are 20 students in total who have
commenced Stage One of Jafcon’s Three Stage Productivity
Improvement Programme. This is most encouraging and, I am
sure, that as the partnership develops, there will be significant
benefits for both organisations.

Amazon faces a potentially massive fine over its
controversial tax affairs......
Regular readers of my Chairman’s Column will be aware of the
concerns I’ve expressed, about global organisations using tax
avoidance schemes to reduce the amount of tax paid in the
countries where they conduct their business. Amazon was one of
those organisations and I cited how the online retail giant had
paid a meagre £4.2 million in UK tax last year on sales of £4.3
billion. Officially, it is based in Luxembourg for tax purposes.
Well, I’m please to advise that the European Commission
ruled the Luxembourg arrangement probably constituted ‘state
aid’ and may be against the law. Amazon, which pays fees to
Luxembourg in return for the tax status, must now defend itself
before a final EC judgement.

The ‘bottom’ of the supply chain!
Entitled ‘Alabam’ this life size bronze statue in Boulder City
in the US, was erected to commemorate those who swept the
outhouses and kept them supplied with toilet rolls during the
building of the Hoover Dam. Is this the ultimate recognition for
the ‘bottom’ of the supply chain?
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SCOTTISH REGION
Elmwood College HND Golf
Management Student’s Fife
Golf Challenge
The 2015 Fife Golf Challenge, will take place at Elmwood Golf
Course, Stratheden, Cupar KY15 5RS, at 1pm on Friday 8 May.
Once again, the event will be organised by Elmwood College’s
Golf Management students, who will handle everything from
tee-times to prize-giving. This will then form part of their
assessed work for their HND.
Why not come along and help support the students?
Scottish Region Secretary

EAST MIDLANDS
A visit has been arranged to the JCB plant at Rochester,
Staffordshire at 1pm on Monday,11 May 2015.
The tour is planned to begin with a welcome from the
JCB guides and followed by a short presentation in the JCB
theatre of the companies range of products and its global
manufacturing facilities.
The tour will then move to an assembly line of the world
famous backhoe loader machine. The members will see how
the machine is built, from the delivery of sheet steel, profiling,
laser cutting, welding, paint shop, and assembly to the finished
product. Finally, a visit to the office facilities will be made.
All friends with visiting members must be over 15 years old
and wear closed toed shoes.
Any further details of this event can be obtained from John
Davies, Regional Secretary, tel: 0115 9284953,
or email: daviesj@bramcote.fsbusiness.co.uk.

WEST MIDLANDS
West Midlands Region – Spring events
At the West Midlands Region Board Meeting on 10 January the
following Spring programme of events were approved:
A visit in March to the RAF Museum, Restoration Workshop,
Cosford for a free behind the scenes tour of one of Britain’s most
important vintage aircraft restoration centres. At the present
time the unique German Dornier Do17 bomber shot down
into the English Channel during the Battle of Britain is being
restored, together with a WWII Handley Page Hampden bomber
and Vickers Wellington bomber.
In April, there will be free guided tour of the Rolls-Royce
Heritage Centre, to view Rolls-Royce’s unique collection of
aircraft engines and vehicles. This is an opportunity to learn
more about the development of Rolls-Royce engineering
excellence over the last 100 years. This is the largest collection
of aero engines in the country, ranging from World War I era

piston engines and the famous Merlin, right up to modern day
jet engines. There are a small number of vintage cars, harking
back to the early days of Rolls-Royce and the start of the motor
car era. There are also examples of engines and motor cars from
distinguished names such as Armstrong Siddeley and Napier,
whose companies became part of the Rolls-Royce group in their
latter years.
Finally in May, a free visit and tour of the Avoncroft Museum,
Bromsgrove, which is home to over 30 historic buildings and
structures which have been rescued and re-built in rural
Worcestershire, including a working windmill. The Museum is
spread over 19 acres and includes a wildflower meadow, period
gardens, a traditional cider and perry orchard, as well as the
collection of buildings. An ideal family outing,
We look forward to welcoming our members to these events.
John Hopkinson
Chair West Midlands Region
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Workplace safety improves
business productivity
A University of Melbourne Centre for Workplace Leadership report
has identified links between workplace health and safety measures
and better business performance, including increased productivity,
lower costs, greater innovation and higher profitability.
The report found that the introduction of safety measures
reduce the likeliness of poor health in workers and protects
businesses against long term risks and costs.
Director of the Centre for Workplace Leadership and author
of the report, Professor Peter Gahan, said that this was a crucial
area for businesses to address, as the cost was high for poor
safety records. “Productivity declines when poor safety means
that employees are injured in and out of the office. Finding and
training suitable replacements is far more expensive than reducing
risks in the workplace in the first place,” Professor Gahan said.
“There is a strong case to be made that Australian businesses need
to invest more to protect employees from accident, and to protect
themselves from the costs associated with workplace injury.”
In Australia, almost 130,000 serious workers’ compensation
claims were made from 2011-12. This represents more than 12
claims per 1000 employees. Employees who claim for a serious
injury are away from work for an average of 12 weeks. During
this same period 228 workers died due to a workplace injury or
accident.

Depression affecting 30 million
people across the EU

According to the World Health Organisation, depression has
become the main cause of disability worldwide, affecting 350
million people, most of whom are working age adults. In Europe
alone, more than 30 million people suffer from depression,
making it one of the top three causes of disease burden in all EU
member states.
Depression is a severe and complex medical condition,
characterised by symptoms such as sadness, concentration
difficulties, indecisiveness or forgetfulness. One in two people
with depression are untreated and the risk of dying prematurely
for people suffering from depression, is 40%-60% greater than
the general population.
Depression has a corrosive effect on the individual’s ability to
function at home, at work and within everyday social networks. In
Europe, an estimated one of every 10 working people takes time
off each year because of depression. Costs due to mental ill health
are estimated to equate to approximately 4% of the EU’s GDP, with
depression alone costing Europe’s businesses almost €92bn per year
in loss of productivity due to sick leave and early retirement.
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affects health
and productivity

PRODUCTIVITY NEWS

A new report from the World Green Building Council finds
‘overwhelming evidence’ that office design significantly
impacts the health, wellbeing and productivity of staff.
Health, Wellbeing and Productivity in Offices: The Next
Chapter for Green Building finds that a range of factors
– from air quality and lighting, to views of nature and
interior layout – can affect the health, satisfaction and job
performance of office workers.
The report, sponsored by JLL, Lend Lease and Skanska, also
presents a simple toolkit that businesses can use to measure
the health, wellbeing and productivity of their buildings and
inform financial decision-making.
Understanding the link between workers and their
workplace helps to drive the business case for higher quality,
healthy and greener buildings, valued by investors, developers
and tenants alike.
With salaries and benefits typically responsible for 90%
of an organisation’s expenditure, any higher construction
or occupation costs are far outweighed by even small
improvements in staff performance.
Jane Henley, CEO of the World Green Building Council,
said: “The evidence linking good office design and
improved health, wellbeing and productivity of staff is now
overwhelming. There is unquestionably a clear business case
for investing in, developing and occupying healthier, greener
buildings.
The full report can be seen at: http://bit.ly/1sgCdq0

Ireland’s food industry productivity highest in Europe
Ireland has the highest productivity levels per employee in
the EU, according to a report on competitiveness in the sector.
Productivity levels in the food industry vary among EU Member
States, from the lowest labour productivity levels in Estonia and
Bulgaria (€20,900 and €9,900 per employee, respectively) to
the highest levels in Ireland (€126,800 per employee) and the
Netherlands (€98,700 per employee).
The report outlines that while the EU continues to be the
world’s leading food and drink exporter, the EU market share of
global exports of food and drink products has slowly declined
over the last few years (from 20.1% in 2001 to 17.8% in 2010),
mostly to the benefit of emerging economies: Brazil, China,
Thailand and Argentina.
It also says that the food industry is characterised by
fragmentation. While there are a few European multinational
companies competing worldwide with a wide variety of
products, 99% of all enterprises in the food sector are small and
medium-sized enterprises.

An app to increase productivity
Apps are now a vital part of everyday life. There are 1.3million
apps available on Android, while Apple users are able to choose
from 1.2million apps. Apps can save you time and resources,
and ultimately help you become more productive.
Evernote is one of the most popular apps for productivity and

is essentially a digital notebook that stores photos, web pages,
PDFs, audio files and notes that you can then be accessed from
any computer or smartphone. Its major feature is a function
which enables the user to add tags to each note to make them
easier to find later, using the search facility.

PRODUCTIVITY NEWS
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Is remote
working
always
productive

Google redesigns the office environment
Google has taken office design to a whole new level, putting people and HR at the core of office
design. Google blew away the tired-out, cobweb-ridden, mundane office formula and created
a new, vibrant employee-centred working environment. They decided that the office should
have lots of space, free gourmet food, games rooms, snack rooms, breakout areas, relaxation
tanks, slides, fireman’s poles, workout spaces, basketball areas, conference hubs and gondolas.
Essentially, Google has invented a whole new science of human-centred office design and sent
engagement levels through the roof as a result.
It’s clear that in order to improve engagement levels in the business, it’s this type of humancentred office design that should be implemented in all offices now.
Google has vast financial resources, but even small companies can achieve similar results at little
cost. Recent research at the University of Exeter indicated that employees who have some input in
the layout and design of their office are healthier, more satisfied and 32% more productive.
Another research project by the University of Kentucky found that allowing employees to
personalise their desks, resulted in a feeling of well-being among the employees.

Increasingly British workers
are working from home but
new research by IT services
company Ricoh UK suggests
that three quarters of British
employees working from home
feel less productive than when
they are working in an office
environment. It appears that
the prime reason for this is the
lack of technology they have
available to work at home.
Motivation and trust issues
are also obstacles to productive
remote working. When left
to your own devices at home,
some employees feel the
need to deal with mundane
domestic chores, or less obliged
to work as hard as they would
if they felt their boss breathing
down their neck.
Another development in
remote working is a study by
O2 which has found that some
131 million hours in 2014 were
spent working from coffee
shops or cafes.

Productivity in North and South Korea
A report by the Hyundai Research Institute (HRI) has indicated
that North Korea lags more than 30 years behind South Korea in
terms of labour productivity, due mainly to the reclusive country’s
decades of stunted economic growth.
According to the report, the average North Korean worker was
estimated to have produced 2.7 million won (US$2,552) worth
of goods or services annually as of the end of 2012. The average
South Korean labourer reached that level of productivity in 1980.
In 1990, North Korea’s worker productivity was estimated at 1.6
million won, while South Korea’s workers produced seven times
more than their northern counterparts.
“North Korea’s labour productivity rose only 69% in the past
22 years,” the HRI report said. “The so-called ‘Arduous March’
retarded the country’s economic growth in the 1990s.”
Over the cited period, the North-South gap in labour
productivity widened to 21-fold in 2012 from seven-fold in 1990.
The Arduous March, or the March of Suffering, was a failed
state propaganda campaign in 1993, to overcome the famine
stemming from floods and droughts in the aftermath of the
collapse of the Soviet Union.
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BOOK REVIEW
Riding the creative
rollercoaster
Title: 	Riding the Creative Rollercoaster: How Leaders
Evoke Creativity, Productivity and Innovation
(Kindle Edition)
Author:
Nick Udall
Publisher: Kogan Page; 1 edition (3 February 2014)
ASIN:
B00I3LG35E
Pages:
260
Leadership is about creating opportunities for teams,
functions, organisations, and even ecosystems of
organisations, to create innovation at all levels. This
pioneering book explores how creative teams and
evocative leadership can build cultures of innovation and
breakthrough strategies. It will help leaders develop the
capacity and drive needed to lead their teams through
the highs and lows of the creative process, or the ‘creative
rollercoaster’, and release the powerful creative potential
of teams and organisations. Rewriting the rules of
innovation, each chapter reveals a different part of the
puzzle, giving the reader a rich tapestry of new insights to
re-order and re-pattern what leadership in today’s world
can achieve.
Riding The Creative Rollercoaster teaches the reader how
to appreciate the highs and the lows of true creativity, by
exploring the skills and methods that lead to breakthrough
solutions for the future. It contains stories, research,
experience and beliefs that highlight the path towards a
shift in the culture of business that will result in heightened
levels of innovation and success.
In this book Nick Udall explores and fully explains a
framework to help the reader assist his organisation in
achieving a more efficient and productive organisation. The
book is strongly recommended to anyone who aspires to lead
a truly innovative organisation.
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The right tools for the job
Why many processes are destined to fail by David Parker.

O

perations management has many definitions and guises.
At its simplest level, it is the administration of business
practices to create the highest level of efficiency, in
transforming resources in order to maximise the profit of the
firm. Most recently this has in many cases, been re-cast into an
operationalised expression of risk management.
Nowadays, we seem to be striving for perfection that derives
from processes that invariably have to transform inaccurate
inputs – in whatever form such inputs may take: materials,
information, resources. Why then, are we surprised when the
quality of outputs fail to meet our expectations? The drive for
perfection has led to tightly-coupled enterprise-wide integrated
systems, for example enterprise resource planning (ERP); and
the never ending search for efficiency in the desire for increased
profitability that leads inevitably to increased standardisation.

Whilst this has undoubtedly yielded efficiency savings and the
concomitant increases in marginal profitability, there have been
a number of non-attributable costs, not necessarily financial
in nature – at least initially- but which none the less have
significant long term financial and social impact.
It might be argued that our myopic vision to build
exacting processes has allowed us to lose sight of some
important facts, namely, that invariably we have to work
in a space where exactitude is a luxury, materials are
inaccurate, precise information is lacking and we have no
prior experience of the process with which we are engaged.
In such circumstances where inputs are imprecise, why do we
attempt to build tightly engineered processes? It might be
argued we should be relying far more on experience, skills
and human decision making.

12
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‘One of the most successful companies that have
striven for perfection by standardising inputs and using
tightly-coupled enterprise-wide processes is McDonald’s.
Likewise, Toyota has continually outperformed its
rivals by ensuring its manufacturing components are
free from defects and that the car assembly follows
choreographed steps. Domino’s lets you order a pizza
from your mobile phone app, track its progress during
cooking, and be alerted prior to delivery. These are
examples of companies that are delivering on customer
value propositions that embrace consistency, value
for money, speedy supply, and dependability. The
critical vulnerability in their offering, however, often
lies beyond their control. Domino’s for example is
plagued by inaccurate drop-off addresses and access to
properties. Until a late delivery occurs the customer is
satisfied with the process.’

Does it make sense, therefore, for an organisation to invest in
developing and maintaining a meticulously engineered process
that complies with the latest quality standards when it is open
to so many variable conditions that are often outside of its
control? Would targeted staff recruitment, more training, and
empowerment to make speedy decisions, bring greater returns
and customer satisfaction?
For example, can patient satisfaction be improved by getting
doctors to use a standardised questionnaire for diagnosing their
illness? Would this improve a doctor’s efficiency or effectiveness?
In pursuit of standardisation and a consistent process regime,
how far are we prepared to go? Would we be willing to travel
by airplane knowing that it is being flown by automated
robotics? It would certainly be efficient. Should restaurant
staff meet and greet customers using a scripted salutation to
maintain conformity? Should standardisation and the quest for
tight management control be the aim of operations managers?
Such decisions about process design are common day
events for operations managers, yet the consequences need
to be weighed against the critical criteria that underpin the
notion of success. Clearly there are activities that should
never be standardised; whilst there are others that can easily
be accommodated within a standardised process; and there
are times when an intertwining is the optimum solution. For
example, decision support systems derived from mass data
allow expert systems to guide decision making – say, when
undertaking a difficult and rare medical procedure.
But what are the criteria for making such process design
decisions? Process standardisation taught on business courses,
is fundamental to Six Sigma quality programs, and practiced by
managers and consultants worldwide. Manufacturing companies
have made improvements in quality and efficiency by emulating
the Toyota Production System, which combines rigorous work
methods. Process standardisation has also pervaded the service
sector in pursuit of removing waste in all its forms (muda in
Toyota parlance).
We argue, however, that now we have become blind to the
alternative of standardisation and application of tightly-coupled
process controls. We see process standardisation at all cost, with
little regard for where it is or not applicable. This is not to say
that process standardisation should not be strived for, but rather
we need to consider when it is not applicable.

Our objective with this article is to identify when standardised,
engineered, tightly-coupled processes are applicable, or when it
is better to take an experienced skills-based approach, and when
a combined, integrated, approach may be the optimum solution.
We offer a skills-based solution over a standardised, tightlycoupled process imperative when particular criteria are evident.

What is a skills-based process?
Skills in individuals are recognisable when competencies more
than match critical event requirements. This is often seen where
quick judgmental decisions are needed, but information is
incomplete; when customer requirements differ and individual
choices and solutions are needed; raw materials vary in quality
and variations in processing are therefore necessary; or where
there is a high amount of customer contact.
What we describe as skills-based might also be described as
craftsmanship, creativity, resourcefulness, inventiveness, quickwitted, practical, and even sometimes just commonsensical.
At the high-end of the skills-based spectrum, such attributes
are invariably seen in professionals and trades-people, with
the common feature being variability in the process, inputs
and its outputs. Skills-based actions are needed in situations
when non-conformity prevails – when customers’ needs, the
work environment and materials, are not totally predictable.
Moreover, often customers want bespoke, variable, and unique
outputs and are willing to pay a premium for a distinctive
service. Such niche commodities can therefore command a
premium price for the necessary skills required.

Invariably we have to work in a
space where exactitude is a luxury,
materials are inaccurate, precise
information is lacking and we have
no prior experience of the process
with which we are engaged.
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However, if such conditions are not prevalent and customers
are not looking for individuality, then mass-customisation
or a fully automated process are alternative methods. If the
organisation operates in a highly inconsistent market and
customers want individuality, and are prepared to pay the
premium, then it needs to develop skills-based processes. If there
is lack of technical knowledge or insufficient skills, additional
support can be given by expert systems. (Figure 1, Decision
Matrix depicts these four key process choices.)
Historically speaking, we have to thank Frederick Taylor and
contemporaries for what we now call ‘scientific management’.
Using precision engineering and enforcing standardisation,
highly variable conditions have been reduced. But to ignore the
likelihood of variation is to flout the inevitability of potential
failure. Take the inconsistencies in terrain and geology over the
length of a thousand kilometres of a proposed new highway.
Look at the differences in patients that present at a surgery,
all apparently having headaches. Consider how individually
students prefer to learn.
Clearly, the costs and barriers associated with reducing the
variability of many of the processes we are associated with,
far outweigh the benefits. Traditional scientific management
espouses the mantra of inspecting and eliminating risks. With
it, has grown an industry of industrial engineers and quality
controllers. Responsibility for customer quality has been
transferred to someone other than the person completing
the task.
Senior managers at the Raffles Gateway Hotel recognised that
staff were ignoring the emotions of guests; and as a result, the
customer relationships were perceived as uncaring. Staff had
become automatons to the information system that required
real-time updating. Guests had become second to the hotel’s
information process in the staff’s priority list.
What became clear to senior management was that no
amount of training would prepare staff for every situation.
Recruitment of the right type of person and empowerment to
make decisions was needed. Body language, proactive actions
and courteous language were high priorities. Consequently
customer satisfaction metrics across the range have improved
significantly.
Unpredictable environmental conditions can actually be a
good thing; and often it is what customers are looking for. A
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Figure 2: Consequences of
wrong process choice
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‘A recently introduced strategy of McDonald’s to stop
sliding sales is to offer greater customer choices to its
stalwart products. Such variations will inevitably add
complexity and additional associated time for delivery;
but the regime brought about by standardised menus is
clearly no longer working and customers are looking for
choices. A change in process has similarly been made by
the Raffles Gateway Hotel, in Nadi, Fiji. Customer-facing
staff were scrupulously trained in ‘how to engage’
and ‘act with guests.’ This resulted in stereotyped,
clinical, passive and customer relations perceived as
uncaring. Over time a gregarious and caring person has
been employed, with awareness to react to dynamic
situations. For example, when a husband, wife and small
child arrived late one evening after a gruelling flight,
the receptionist recognised the high stress levels, so
upgraded their room, sent complimentary champagne,
and gifted a teddy bear to the young child.’

hand crafted piece of pottery will stimulate greater market
demand compared to mass produced products. Likewise, civil
engineers often have to overcome the challenges that nature
throws up when building roads, tunnels, bridges and similar
constructions. It is impossible to anticipate and plan the range of
risks that are likely to beset such work. Moreover, it is impossible
to determine an exact measure of quality in such situations other
than ensuring the result is ‘fit for purpose’ and safe.
Skills-based processes can reliably produce innovative
outcomes that many highly-engineered, standardised, and
tightly-coupled processes cannot achieve. While a scripted
greeting and forced smile at the front desk of the Raffles
Gateway Hotel ensure a basic level of customer relationship, a
natural greeting crafted by an employee will pick-up on postural
echoes (‘body language’) verbal and non-verbal cues to ﬁt that
particular guest and at that particular time.
When there is confusion as to when to start and end skillsbased processes and when to start and end engineered,
standardised, tightly-coupled processes there are noticeable
consequences: as shown for differing situations in figure 2.
Where the product and market demand indicates low
variation and high sustainable demand there is an argument for
standardised, tightly-coupled automated process – see the top
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Senior managers at the Raffles
Gateway Hotel recognised staff
were ignoring the emotions of
guests and as a result,
customer relations were
perceived as uncaring.

right-side quadrant of figure 1 and figure 2. The consequence
of not following this path leads to waste (muda): from lost sales
and market opportunities, wasted time, and failure to gain from
economies of scale.
When there is need for a high measure of standardisation,
complemented by relatively low levels of engineered processes,
such as in mass customisation (see figure 1, top-left quadrant),
failure to recognise this leads to ‘false starts’ (see figure 2).
We see indecision in setting market direction, poor supplier
relationships and inaccurate forecasting. Located on the cusp to
possible automation – due to high standardisation – makes this
segment highly problematic and a decision area of high risks.
A low degree of engineered process and standardisation,
as shown in the bottom-left quadrant of figure 1, necessitates
extensive competencies and skills. Non-recognition of the
situation results in ‘frustration’ (see figure 2). Most prominent
are: time delays, quality issues, budget blowouts, and customer
complaints.
The bottom-right quadrant of figure 1 affords tremendous
opportunities yet is the least applied – controls through
standardisation are low, with (computer-based) engineering
being cutting-edge decision-support expert systems. There is
‘confusion’ (see figure 2) if not recognised due to: variability
through low standardisation, mistrusting the process results, and
excess mistakes.

How to select the process-mix
Once organisations design, install and implement processes, they
are loath to change, even when market conditions indicate their
process alignment is no longer appropriate. The dilemma for
operational executives is, therefore, should they build processes
first and then create market demand or select processes to meet
current and future customer needs? Each strategy has inherent
risks.
However, engineered, standardised, tightly-coupled
processes are capital intensive when compared with skilledbased processes. Nonetheless, it does not require experienced
personnel supported by continued training. However, it offers
little flexibility to market fluctuations or growth and expansion.
The fundamental criteria when deciding on the single
preferred process or mix of processes includes: Which will satisfy
customers? What are competitors doing? Where do our current
strengths lay? Where is there opportunity for market expansion?
What will provide the greatest return on investment?
Clearly, there are some activities and functions that lend
themselves to automation – for example, low-value, mass
market commodities. But never lose sight that there may be an
opportunity to create a niche requiring artisan craft skills. Such
a strategy could be a point of differentiation. The production
process of the Morgan motorcar has hardly changed since
inception in 1910; its hand crafted, timber framed construction
attracts hundreds of buyers willing to wait years for the limited
numbers produced.
The best place to start in gaining understanding of process
design is with the end customer. We must stop second-guessing
and assuming that we know what customers like. So, when
Toyota asked customers about design features, they discovered
there was no need to have miniscule gaps around doors and
trunk lids; tolerances could be relaxed, and customers were
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happy as long as there were no leaks. Likewise, customers were
content to have a piece of hardboard covered with carpet in the
boot-trunk on top of the spare wheel. So the heavy-gauge sheet
metal was replaced. In fact, we often overlook the possibility
that customers can be persuaded to value variations.
It is not difficult to list services and products that are better
suited to highly engineered, standardised, tightly-coupled
processes. The process aims to reduce variation in output – and
this is achieved by tightly controlling inputs. But this means only
a limited range of outputs can be produced from a single process.
Thus, recognisable automated processes that achieve consistent
output characteristics include: automated teller machines (ATMs),
pharmaceutical plants, manufacture of metal fasteners such as
nuts, bolts, washers, screws etc and food processing.
Where decision-support expert systems are most appropriate
might be in business process automation (BPA) environments.
For example, an expense claim supported by receipts is
submitted to the finance department, where the details are
typed into an enterprise-wide accounts package that reconciles
the information and, after approval, makes payment to the
claimant. Such processes reduce mistakes and expedite the
claimant’s payment. The combination of automated technology
and human decision-making is complementary and endeavours
to improve efficiency and effectiveness.
Mass customisation uses highly engineered processes to
produce a limited range of variations in output. Assembleto-order products like Daimler AG’s Smart car, Dell’s personal
computers, and BMW’s ‘build your own’ allow customers to
select variations from a selected range of choices – such as
paint colour, side-panels, interior features, wheel trims, and so
forth. The Raffles Gateway Hotel gives guests choices from a
pillow menu, types of linen and towels, and mattress postures.
However, mass customisation gives limited choices to customers
and invariably places increased demands and complexity on
scheduling, inventory and forecasting.
Misaligned processes with market conditions (as depicted
in figure 2) fail to meet customers’ needs. Such volatile
conditions are better suited to skill-based processes so
changing conditions can be quickly accommodated. Speed
and volume (features of standardised and automated outputs)
are not primary requirements in unpredictable conditions. If
standardised inputs cannot be controlled and customers can
be persuaded to value it, skill based processing is the solution.
However, if customers will not allow variation, the focus should
be on identifying its causes and creating a standard process.
Often niche markets – that invariably lend themselves to
creative skills-based methods – are seen as opportunistic business
prospects. The perils that belay such strategies are often due
an unrealistic perception of demand. While web-based selling
extends the reach of these distinctive products and services, it is
too easy to interpret initial demand as a sign of sustainability.
If process variability has been overcome or customers no
longer value individuality derived from a skills-based process,
then there is a risk that competitors will meet the market
demand. We often see new product launches that have yet
to establish market dominance and initially rely on skillsbased processes that are overtaken by competitors that use
automation from the start. Prime-mover advantage is lost due
to failure to change quickly.
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Supporting the process-mix
A legacy of yesteryear management paradigms and associated
organisational structures, has resulted in ‘rigidity.’ The position
taken supports the notion that process problems are solved
through structural, reductionist, and detailed task-breakdown.
Variability and risks are managed through complex up-front
planning.
In a skills-based operational environment, especially,
there is a need for agile leadership, using techniques that
exploit understanding of autonomous human behaviour.
Creative, empowered people need freedom to hone skills and
experiment – to learn from mistakes and to develop from
successes. Performance and reward take on a new meaning in
this setting; with individuality, responsiveness and customer
relationship being at the heart of target measures. People
need to be continuously joined to the ‘voice of the customer.’
Our experience as researchers and consultants has shown
that limitations of many managers restrict their attitudes to
believing that:
• Tight control procedures are needed to regulate and
maintain direction
• Hierarchical organisational structures are means of
establishing order
• Increased control results in reduced risks
• Employees are an interchangeable resource
• Risks are adequately predictable to be managed (albeit using
complex and time-consuming up-front planning).
It is small wonder, therefore, that alternative (agile) leadership
approaches appear as informal and chaotic; even egalitarian
to the point of actively fostering insubordination and overlycasual in their approach to problem solving and delivering
tasks. In contrast, what we have seen in more enlightened
organisations is that skilled and motivated people only need
local tactical rules and capacity. High-performing teams
develop collective behaviour that is characterised by an
overlaying order, self-organisation, and a collective intelligence
that is greater than the sum of the parts.
We have witnessed these practices, with managers being
adaptive, situational leaders – responding to emergent
situations, guiding, establishing simple generative rules and
encouraging constant feedback, and collaboration.
What we see in operations management that are vigilant to
changes in process needs and respond accordingly, is a set of
behaviours: adopting a guiding vision, collaborative working
style, having simple rules and a light touch, within a relatively
flat organisation structure.
When a strategic intent is translated into a declaration of
the greater purpose of the organisation and communicated to
all, it has a powerful effect on behaviour. The agile manager
can guide the team and continuously influence behaviour
by defining, disseminating and sustaining a guiding vision.
Self-organisation and emergent order are due in part to rich
interactions between people. These phenomena are explained
by expressing the sum of the interactions connectivity with
each person working in alignment with others.
A manger’s light touch requires just enough regulation to
foster emergent order. In many organisations, everything is
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seen through the prism of control: change control, risk control
and people control. Elaborate methodologies, tools and
practices have evolved to try and manage an out-of-control
world. We often see immaculate schedules requiring frequent
updating to reflect the reality of changing circumstances.
Complex start-to-finish plans laid out in advance carry a certain
naïve optimism that the future will not stray too far from what
has been laid out.
In the zealousness of imposing more and more control,
managers have forgotten the original purpose; to give
directive. Unfortunately, the world is characterised by
probabilities, not certainties. Unknown and unforeseen events
can befall the best of plans in an instant. So, operational
resilience must be a primary aspect of any strategy. Fragility
of business plans (that might be expressed as probability x
uncertainty) has beset numerous organisations.
We know that without any control, there exists a certain
level of order due to self-organisation, depending on the team
skills and group dynamics. Initially, as control increases, order
increases somewhat linearly, and reaches a plateau quickly,
decreasing very rapidly afterwards. Visionary managers have
a delicate mix of emergent and planned direction – but guide
with a ‘light touch’.

Applying the different processes
Businesses invariably use all or most process choices (as
illustrated in figure 1). Consequently operational managers
must differentiate each ones requirement and judiciously
manage the areas where they intersect. Evidence of failure to
separate becomes easily apparent (as described in figure 2).
Highly standardised processes are better suited to low-risk,
low-margin activities. For example, the re-ordering process
for nuts, bolts, washers, screws and similar types of metal
fasteners, would be better suited to a vendor-managed
automated process triggered by the electronic-point-of –sale
system. Whereas re-ordering of perishable and expensive
food ingredients need the keen eyes of a buyer attending the
market daily.
Given the different consequences that would result from
misaligned processes – for example, the metal fasteners and
perishable food – attempting to integrate disparate processes
is counterproductive. In education we are now seeing the use
of MOOCs (massive, open, online, courses) that allow students
to study and learn from foundation-level materials, so more
challenging material can be covered in a face-to-face setting
with a professor. Hence one process covers foundation-level
learning while another process takes the learning forward.
We have experienced situations where managers have used
skills-based processes to support and rectify highly standardised
processes. This is a dreadful situation, with highly experienced,
skilled people becoming appendages to an inadequate or
misaligned automated process, which ultimately results in
frustration and poor motivation.
Building teams of highly motivated, skilled and experienced
people requires investment – time to undertake the
correct selection process, finance to support an attractive
remuneration package, and continuing training. Other process
choices are far more capital intensive and would require a
very different business case to support selection. But, from
our experience, it is human capital that gives the greatest
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What we describe as skills-based might also
be described as craftsmanship, creativity,
resourcefulness, inventiveness, quickwitted, practical, and even sometimes just
commonsensical.

challenge to operations managers. Upskilling is far more
than just training; it involves gaining empathy with others –
especially customers – developing emotional intelligence, and
preparedness for speedy action when information is scarce.
It is noticeable that organisations that have strong staff
support and team development, have cultures that place
people at the forefront of their organisational growth and
development. Various tactics are seen in these companies, for
example customer relationships are not the responsibility of
marketing or sales, rather it is the operational staff that work
closely with customers. Inverting the organisation chart and
putting the customers at the top helps to define whether you
need standardisation or skills to continue to deliver value. In
this way they can recognise exactly what customers’ need firsthand.
If an organisation gets to the stage where failures are rare, it
suggests that process choice is correct. It may also indicate that
opportunity exists to increase standardisation. Recognisable
consequences of correct process selection are described in
figure 3.
The top-left quadrant, typically recognisable in masscustomisation processes, offering high-standardisation yet with
relatively low-level of engineered process (see figure 1) when
aligned to appropriate needs, offers an effective solution. The
Swatch Watch is one such example: customers can purchase
different coloured straps and cases that snap-on, making it
much more than a time-piece – it is now a customised fashion
accessory.
The top-right quadrant associated with automation (see
figure 1) is invariably used with a high-volume, low-variation
products. A vending machine is one such example, offering
limited choices but convenience and efficiency (see figure 3).
Associated risks and considerations that befall an automated
process include the limited life-expectancy of the process,
comparatively high-maintenance, and a need to quickly achieve
a return-on-investment.
There is a strong aspect of uniqueness (see figure 3) allied
to decision-support expert systems (see figure 1) combined
with reduced errors. The days are now gone when travelling
by car using solely a road-atlas meant almost certainly visits to
places unplanned. GPS now affords a comparatively uneventful
journey from A to B, plus places of interest to visit enroute,
estimated journey time, and real-time information on road
conditions.
Low-levels of standardisation and low-levels of engineering

(see figure 1) are better suited to human-skills based processes
that result in more flexibility to meet customers’ needs. The
vagaries of clients’ wants and needs, exercise architects’ skills,
professionalism and experience to create the final house
design – satisfying the balance of aesthetics, function, price,
and standards. While the final drafting and costing might use
software packages, it is the architect-client relationship that is
crucial to success.

Synopsis
We are not on a nostalgic quest for the return of an artisan,
craft-based world. Nor do we seek highly standardised
processes leading to full-automation and robotics so we can
pursue a life of leisure. Rather, we argue that there is a need to
recognise a process must align with varying customers’ needs.
Moreover, a reality check needs to recognise the limitations
that accompany the operational environment – both external
and internal constraints. We may wish to have an automated
process, but perhaps we cannot standardise sufficiently. In
contrast, we may want to create a niche market using craft
skills, but we may not have the right culture to nurture such
requirements. We need to recognise that a very different style
of leadership is needed to support process choices. Moreover,
operations managers must continually assess the sustainability
quotient of a process.
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Should businesses have
a socially responsible
purpose?
All human institutions have an overriding obligation to act in a way that serves
human dignity and promotes the common good, says Cardinal Vincent Nichols.

T

he CBI, as an employers organisation, is rightly concerned
about the serious erosion of public confidence and
trust in business. So this debate is necessary and timely.
It will be particularly valuable if it provokes an honest and
searching examination of the reasons for that decline in trust,
and what changes may need to be made by business to address
it seriously. I have been invited by the CBI to contribute as an
interested but independent challenger, and I am delighted to
do so. A thriving business sector, with people finding fulfilment
through productive work at the service of wider society is vitally
important. Business and society need each other. As one CEO has
put it “you cannot have a business that succeeds in a society that
fails”. We all know that there are many excellent businesses who
hold themselves to the highest standards and make that positive
contribution today. But we also know that the core problem is

real, and it is not one better PR can solve. There is a deeper issue
underlying the loss of trust which must be confronted for the
long term good of both business and society.
My starting point is simple. It is the good of the human
person. As a Catholic, I have a fundamental belief, along with
many others and indeed shared by very many people of no
faith, that we must start from the conviction that people really
matter. We are none of us simply producers, or consumers, or
employees. What we all share first and foremost is a common
humanity. Good societies are built on that fundamental respect
for the human person. All human institutions – whether public,
private, charitable or for profit, secular or faith based – have an
overriding obligation to act in a way that serves human dignity
and promotes the common good. When they fail to do that,
and the Catholic Church has experienced in recent years just
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such failures, then trust is eroded. Recovering trust or better,
recovering trustworthiness, is hard work and takes a long time.
At the end of 2011 I was asked by a number of business
leaders, who were deeply concerned about the loss of trust
in business, to work with them. They thought the wisdom
in the faith traditions about the good of humanity and how
organisations can best serve society had something important to
offer which was sorely needed.
At a conference in September 2013 to take forward the work
of what has become known as the Blueprint for Better Business,
one of the business leaders listed 10 ‘ills’ which she said needed
to be addressed. These were:
1.
2.
3.
4.

Anything illegal
Mis-selling
Selling harmful products
Employing people in unsafe or harmful conditions or child
labour
5. Aggressively avoiding tax, even if strictly legal
6. Taking risks with the environment, even if strictly not illegal
7. Shutting factories without regard to the impact on
communities
8. A pay and bonus culture divorced from performance
and proportionality. Cheating for corporate or individual
advantage
10. Taking advantage of weak regulation and weak consumer
pressure to maximise at the expense of consumers.
This is a bracing list. It captures exactly the issues which weigh
with very many people in society within and outside the business
community.
But it is much easier to list the ills than to cure them. And it is
very clear that law and regulation alone, necessary as they are,
cannot be the sole answer.
At a seminar I organised in 2009, after the financial crisis, the
chairman of one of the major banks said the problem has been
that people have got used to asking just two questions: ‘is it
profitable?’, and ‘is it legal?’ And if the answer given to both
is ‘yes’, then other considerations are rendered irrelevant. You
can do what you like. He went on to say that such an approach
destroys the very basis of trust in the market which is the
foundation of all profitable activity. It is this culture that leads
to mis-selling, because there is no real care or concern for the
customer as a human person at all. Everything is subordinated to
the sole goal of maximising profit.

A blueprint for better business
The group of business leaders and other experts who have
recently been developing the Blueprint for Better Business
initiative grappled with this problem head on. Their answer was
that any account of the core purpose and identity of business
was missing. Why does the business exist? What needs does it
exist to meet?
Any business should be able to state clearly why it is there.
It should have a purpose which is compelling, attractive and
operational – that is, it should enable the business leader to look
at each of their products and services and ask “does selling this
take me towards delivering my true purpose or away from it?”
But not just any old purpose will do. A sustainable business
needs a purpose that enables its people to encounter and
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There is a deeper issue underlying
the loss of trust, which must be
confronted for the long term good
of both business and society.
respond to the true needs of society with the resources and
innovation at their disposal. That demands respecting the
human person, creating a common good (in which the business
and its investors share) and entering into a dialogue on being
true to purpose.
The Blueprint initiative has developed the ‘five principles of a
purpose driven business’ (www.blueprintforbusiness.org). These
embrace both the business purpose itself and the relationships
that are needed to build commitment and trust – with
customers and suppliers, with an extended workforce, with the
communities within which it works and with future generations.
And whilst the Blueprint sets aspirational goals, it also sets
out clear challenges around the perennial issues I listed above
that erode trust – inexplicable pay differentials, exploitation of
workers, suppliers and customers, tax planning to avoid a fair
contribution to society and abuse, or manipulation of regulation
for self-interest. And, most importantly, the five principles
commit businesses to seek inclusiveness of the underserved and
disadvantaged.
These principles are acknowledged to be relevant and
challenging to business. But they have not come from business.
Their origins and provenance are from without, from long
standing philosophy and faith traditions present in our society,
that focus on the human person and striving for a collective good.
From the smallest to the largest business, I have seen how
business can benefit from a definition of business behaviours
which comes from outside of business itself. Once people grasp
that this is not another iteration of CSR, but a radical
re-centering of the core of the business itself, then it becomes
truly liberating, and enables businesses to bring the best of
society’s values to the workplace and end the corrosive divided
life of different values in the workplace and within society.
I believe we need a combination of courageous leaders,
demonstrable change of behaviours and constructive challenge,
from within and beyond business. I also believe a common frame
of reference to define the role of business in society (what I call
the purpose of business) would be a great help. And we need
practical actions and open dialogue about business being true
to that purpose. The end result should be common standards
by which all people in business are judged, challenged and
appreciated. I encourage all of you to join in this conversation
so that business can play its fullest role within society for the
benefit of both.

About the Author
Cardinal Vincent Nichols was installed as the 11th Archbishop
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Creating transformation
in project management –
a point of view
The management of projects both simple
and complex is challenging, even when
measures of success are known and
understood says Dr John McManus.
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A

ny project manager who aspires to be an effective
project manager and leader, must not only lead
own project team efforts, but must also be seen to
do so by the organisation and wider business stakeholders.
Increasingly, they must do this against a background of a
progressively more complex and global business environment
far removed from the structured problems area of IT
management and convince their stakeholders and colleagues
that they truly understand the issues of managing projects in
a fast-paced, and often changing business environment.
In some respects, leadership is difficult to define in
absolute terms. Jim Kouzes and Barry Posner identified
a number of key practices that revealed how leaders get
extraordinary things done in their organisation. Kouzes and
Posner uncovered five practices of exemplary leadership –
the common practices associated with personal bests. Their
research indicates that organisations and their leaders who
engage in these five practices achieve desirable results. They
are more effective as leaders, more credible, more motivating,
and they attain teamwork, commitment, productivity, and
lower failure (Table 1).
One of the prime challenges faced by project managers, is
that of getting people to accept responsibility for their own
actions and take ownership of risk (put another way enabling
others to act). Although project management attracts creative
and bright individuals, many of them by nature tend to be
risk averse and, human nature being what it is, many abdicate
responsibility. Often project managers have to use a plethora
of emotional, motivational, and reward strategies for
different people – taken at face value this may be considered
a useful approach to achieving objectives, however, it is time
consuming and in many instances, counterproductive to
team building. For example, while the emotional part of the
team’s motivation can be built up by the project manager,
the material incentives can create a problem. If the project
team members are from the same organisation only, the
incentive scheme should be clear and valid for everyone and
there should be no difference either on the material or on the
emotional level.
In practice, project managers need to adopt different styles
to suit the environment and situation they find themselves
in; the line between manager and leader is forever being
redefined. One attribute a leader must possess is that of
seeing the ‘bigger picture’; (as in practice 3, table 1, page
23) doing things right is not good enough, the project
manager ‘must’ do the right thing. Contemporary writers on
the subject of leadership such as Bennis, argue that leaders
who do not possess this holistic ability are likely to have
short-lived careers. According to Bennis, exemplary leaders
are distinguished by their mastery of skills in experience,
judgement, and character.

Some pressing issues
Prior research by McManus and Wood-Harper (in 2003)
highlights that organisations look for a number of potential
skill sets in their project managers, the most important being
a solid understanding of the business and business objectives.
Also important was the standing and level of respect within
the organisation and commitment to setting the ‘tone
with senior management’. These attributes were seen as
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One of the prime challenges
faced by project managers is
that of getting people to accept
responsibility for their own
actions and take ownership
of risk.
key when selecting project managers. The role of project
manager as a leader continues to evolve and vary across
companies. For example, some project managers provide
business and technical assurance to senior management, while
others provide resources and domain knowledge to assist
management in meeting their objectives. In essence, project
management can encompass many roles, acting in different
capacities within different geographies and organisational
units. This poses some significant questions and challenges
within project management and project leadership. For
example:
•W
 hat specific skill sets are necessary for leaders in project
management?
•D
 oes the organisation have a compelling training
and development programme for leaders in project
management?
•D
 o leaders in project management have the capability to
apply the latest thinking and techniques?
Emerging trends in project management and leadership
point to a future where technical skills will have less currency,
than those associated with what is termed human-factor
management. A number of issues fitting this term are driving
the way organisations train their project managers to carry
out directives in their jurisdiction. This is not to negate the
importance of technical skills and domain knowledge, but
there is recognition that there is a greater need for skills in
dealing with intrapersonal and interpersonal issues, particularly
with stakeholders and senior levels of management.
Arguably successful project leadership is not solely
dependent on the possession of a single trait or skill. In my
experience, leadership is not a universal model of features
possessed by some individuals but should be viewed more as a
relationship between leadership and events, which may have
a political, economical, technical, or sociological dimension.
Studies on leadership emphasise the importance of leadership
skills and attitudes that can be acquired and are, therefore,
not inborn characteristics of the individual. If we accept
this point of view that leadership consists of a relationship
between the leader and the event dimension, and if we
recognise that these situational events are subject to
substantial changes with time, we must recognise that project
managers are in the business of managing risk as defined in
practice two (practice 2, Table 1).
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An understanding of culture, and how to act within it, is a
crucial skill for any project manager trying to achieve strategic
outcomes for their projects.
A question of culture
An understanding of culture, and how to act within it, is
a crucial skill for any project manager trying to achieve
strategic outcomes for their projects. In general, project
managers have the best perspective, because of their position
in the organisation, to see the dynamics of the culture, what
is, what should remain, and what needs transformation.
Edgar Schein suggests that an organisation’s culture develops
to help it cope with its environment. Project managers
are confronted with many complex issues during their
attempts to deliver outcomes in their projects. The project
manager’s success will depend, to a great extent, upon
their understanding of culture and the power bases within
the organisation. From their research into failed projects,
Professors McManus and Wood-Harper contend that many of
the problems confronting project managers can be traced to
their inability to analyse, evaluate and deliver outcomes in
complex cultural environments with multiple stakeholders.
Many project managers, when trying to implement new
strategies or a strategic plan leading to a new vision, will
discover that their strategies will fail if they are inconsistent
with the organisation’s culture. In essence, a project manager
who comes into an organisation prepared to shake the
organisation up and institute sweeping changes, often
experiences resistance to such changes and usually results in
the project being cancelled or in failure.
In any organisation there will be many stakeholders or
individuals hoping to influence events. Such individuals may
thrive on challenge and can exist at the highest levels of
power, by getting you to think things and to do things they
want you to think and do. In practice, project managers
are either unaware of these influences, or when they are,
vastly overestimate the amount of freedom or latitude
they really have (and this generally leads to conflict). In this
context project managers have to operate and survive many
situations and are generally reliant on the good will of other
peer managers. McManus and Wood-Harper have previously
argued that a comprehensive view of the interdependence of
a project manager-to-manager relationship should include not
only interdependence, but also total interdependence. The
total interdependence refers to the intensity of a relationship.
A high level of total interdependence is an indicator for a
strong, co-operative, long-term relationship, in which both
managers have invested.

Followership
Whilst many project managers are trained in technical skills,
few are trained in leadership. Project managers cannot
lead effectively if they have not first learned how to follow.
Ineffective followers have trouble distinguishing when it is
time to follow and when to lead. For the majority of project
managers, acquiring competencies and skills is an incremental
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PRACTICE/STEP

INTERPRETATION

1. Modelling the way

Setting the example, living out one's professed
values, and creating small wins

2. Challenge the process

Searching for and accepting challenging
opportunities, and taking risks

3. Inspiring a shared vision

Holding and communicating a vision of what is
possible, and getting everyone aligned to a common
purpose

4. Enabling others to act

Fostering collaboration and building energetic,
winning teams based on mutual trust, understanding,
and shared goals

5. Encouraging the heart

Recognising contributions and celebrating
accomplishments
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Table 1

process and without exception, those project managers
who acquire luminary and leadership status, would have
been followers at some point in their careers. Leadership
and leadership culture begins with great followership.
Exemplary leaders walk in the footsteps of previous leaders.
They can look back on their lives and quickly recount those
who mentored them, and who acted and modelled great
leadership for them.
Obviously, followers are the ones who experience the
actuality of a project manager’s approach to leadership and
are uniquely able to evaluate it and its effects. According to
Hollander the common elements shown in good leadership,
and not in bad, are such significant relational factors as
intangible rewards. The view held by Hollander is that
transformational leadership can be seen as an extension of
transactional leadership, in which there is greater leader
intensity and follower arousal. This amounts to having a large
fund of credits accorded to the leader by followers, thereby
granting esteem and more sway in being influential. Finally,
to achieve a response following, it is essential at the outset to
establish and build upon a culture of transactional leadership
before expecting an adequate response to transformational
leadership.

Enabling others to act
Projects are not delivered solely by project managers – they
are based on the accumulated efforts of individual followers.
As previously suggested, an effective project manager
needs to be a competent social architect. Professor John

Adair believes to be an effective manager you must identify
major issues associated with task, team and individual.
In the main, these attributes will be team related with
emphasis on behavioural aspects such as team structure,
trust and respect, or barriers to team leadership and team
building development and so on; project task and resource
related such as goals and objectives, planning and scope
management, and organisational. The latter will include
organisational development and involve stakeholders to
ensure visibility, resource availability and overall support for
the project throughout its lifecycle.
In my experience there are some things that team members
need from their project manager: expectation, opportunity,
feedback, guidance and reward. If these attributes were seen
as prerequisites, both the followers and their leader can be
expected to progress and develop interactively. The leader
focuses successively on telling, selling, gelling, and producing
project activities, in which the ideal is for the team to become
a self-directed work team. This will only occur as a result of
careful team development and typically advances interactively
through the stages of team building and evolution as
identified in practice 4 (Table 1).
Project managers who have built teams and led teams
know from experience, that you cannot always take the lead.
Sometimes it’s prudent and common sense to let followers
take the lead in initiatives not only does this help in their
personal development, but it helps build trust and confidence
between the project manager and those that follow.
Followers want leaders who are knowledgeable, who can
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To be an effective manager
you must identify major
issues associated with task,
team and individual.
maintain momentum, who bring and create energy, and pay
attention to the needs their team members. Project managers
with high levels of emotional intelligence understand the
people who follow them, why they are there and what’s in
it for them. Tom Peters put it concisely: “The most effective
leaders empower others to act and grow in support of a course
of action that both leaders and followers find value in.”
Ultimately, to deliver successful projects, project managers
need to work smart in shaping strategy and policy decisions.
Working smart means ensuring there is broad-based support
for the project, so you don’t spend limited resources
defending unsupported initiatives or forcing unwanted
outcomes on resistant stakeholders or individuals. Such
situations can be avoided by working collaboratively with
and influencing stakeholders, when addressing contentious
strategic or project issues. Collaborative relationships secure
the support of stakeholders and help ensure the development
of creative and durable outcomes.
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Networking for
business success
The Redrok approach, by Carl Evans.

W

hen a business is established, it naturally forms a
network of relationships with a host of stakeholders,
such as solicitors, accountants, financial institutions,
and subsequently customers and suppliers. Those early
relationships in a business’s life are seen to be important,
in order to facilitate and support the entrepreneurial spark
(Martinez and Aldrich, 2011)
As the business evolves, the ability of small business owners
and managers to continue to develop relationships and
networks, will be crucial to exposing the enterprise to new
opportunities (Felson, 2001, Mort and Weerawardena, 2006) and
spawning business ideas (de Klerk and Kroon, 2008).
Networking can therefore be considered to be the process
of establishing, developing, maintaining and utilising business
relationships, in order to create opportunities for the benefit
of all those in the network. It is this notion of ‘mutual benefit’
(Zofi and Meltzer, 2010) that should underpin any networking
activity, and therefore move the concept away from merely
trying to achieve personal gain from any interaction.

The Redrok approach to networking
For David Williams, managing director of Redrok (www.redrok.
co.uk), a small promotional merchandising business based in
Plymouth, networking has been vital to the growth of the
enterprise and continues to underpin its marketing effort.
For David, the emphasis is entirely focused on developing
relationships, rather than seeking financial gain. This perspective
is endorsed by Mahlutshana (2014) who similarly views
networking as being concerned with making connections rather
than trying to deliver a ‘sales pitch to prospects’, with a desire to
make genuine friendships (Schonsheck, 2000).
While Fiertag (2009) feels that the key to events is to plan
meticulously, with a corresponding set of formulated objectives,
David is keen to point out that it is equally important not trying
“to sell to the room” or to ensure people “remember who you
are”, but to “focus on the other person”. Takash (2004) agrees,
citing the use of open-ended questions and actively listening, to
reinforce that focus of attention.
This does however demand a more long-term perspective
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is adopted, especially if any gain is to be derived from the
relationship, but as Nierenberg (2014) advises, it is important not
to ‘force’ the relationship, but to see what naturally develops.
Nonetheless, David supports this ‘bon-ami’ approach by keeping
a detailed database of all contacts made, particularly profiling
any potentially useful personal information. This proved useful
recently, when Redrok received a couple of tickets to a Premiership
football game. David scanned through the database and found
a client who supported one of the teams and that individual was
offered first refusal. Equally, David likes to ‘map-back’ through
the database when an order comes in to trace the connections
that resulted in the business. As he explains: “People move jobs
through their careers, but if I’ve made a personal relationship, the
potential for business remains open wherever they work”.
A number of recent works have highlighted the use of social
media, such as Linkedin or Facebook to support networking
activities (Johnston, 2014). Green-Wilson (2011) for example,
recognises the value that social networks can have, especially
being able to connect with others via ‘virtual chat rooms’ or
online communities. This can, as Boiling et al (2014) and AssisDorr (2012) note, support information gathering that could
subsequently help with a targeted marketing campaign, or
assist the business identify emerging issues or news that could
impact on the business (Sink, 2010). Nonetheless, David Williams
favours face-to-face interrelationships: “Face to face will
always outlast any other method”. This is supported by Byham
(2010) and Hardwick et al (2012) who prefer to see beyond
the listing of friends on Facebook etc but deem networks to
be formed as part of a personal relationship, reinforced by
face-to-face exchanges. In addition, Kelley (2010) feels that
e-networking needs a more mindful approach, being selective
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with connections.
Consequently, David is always conscious about increasing his
network of personal contacts. Here, he took up golf, an interest
in rugby and became involved in the local chamber, all to enable
him to meet others with a view to developing relationships.

Conclusion
Networking is a cost-effective method of business marketing,
provided a long-term approach coupled with a genuine desire to
develop relationships on a personal, friendly basis is adopted. It
is therefore pertinent for managers to reflect not only on their
connections, and how these are used, but also on the approach
adopted at events, meetings and generally conducting business.
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Culture change
In this edition of Management Services, Cliff Moyce talks about the risks and
rewards of attempting culture change in an organisation.
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ulture change is arguably the most powerful tool for
transforming businesses, but it is also one of the least
well understood. Without it, many well documented
company turnarounds would not have happened (eg the
transformation of Marks & Spencer under Stuart Rose). Of
all the varieties of business change, it is culture change that
delivers the most important outcomes. However, it can be
the riskiest and most demanding type of change, and if done
badly it can make things worse.
Despite the fluffy name, culture change has been described
as a ‘brutal’ process (Burnes, 2009). Brutal, because if you
accept that culture is embodied in the values, beliefs and
behaviours of the individuals in an organisation, then you
also accept that not everyone will fit into the new culture.
Culture change almost always results in some members of
staff leaving and being replaced by people who are believed
to better embody the new culture. Of course, it would be
better if all the current personnel were to adopt the new
culture, but it happens rarely. And this is for a good reason –
culture is people.
There are many definitions of organisational culture. Some
are more useful than others. Simple and accurate is ‘how
things are done around here’ (Drennan, 1992). Another
is ‘... a pattern of beliefs and expectations shared by the
organisation’s members. These beliefs and expectations
produce norms and powerfully shape the behaviour of
individuals and groups in the organisation.’ (Schwartz and
Davis, 1981). It is the way culture shapes behaviours that is
the most important factor for those of us trying to improve
performance in organisations. Productivity improvement isn’t
just about method improvement and work design, it’s about
people as well.
Some writers argue that many companies lack a cohesive
culture that binds them together, and it is this lack of
cohesion that causes them problems. Similarly, the success of
Japanese companies in the 1970s and 1980s was attributed
in large part to them having strong and cohesive cultures.
Even though the production management and productivity
improvement techniques being used in Japan were imported
from the USA, it was the ability of Japanese companies to
embed those approaches into the culture, that separated
them from western competitors.
So what types of culture exist? Charles Handy (1986; as
cited in Burnes, 2009) suggested power culture (one or more
powerful figures at the top wielding control); role culture
(bureaucratic, mechanistic and rigid with people sticking to
their job descriptions); task culture (a focus on getting the
job done in which individual contributions are valued more
than job titles); and, a person culture (minimal structure with
everyone focused on keeping one senior person happy). These
archetypes do a good job of suggesting how it might feel
to work in those cultures, but they don’t give as good a feel
for customer experience (with the exception of role culture
– we all know what it is like dealing with a bureaucracy). But
before deciding what culture best describes your organisation,
bear in mind that differences often exist between claimed
and actual cultures; and, between different parts of the same

29

organisation (eg the famous head office v local office divide).
Unless you live in a country where industries are owned by
the state, employee behaviours towards customers will be
a major factor in the success your organisation. There is no
point claiming in your advertising that you put customers first
when you are not answering phone calls; not consulting on
planned changes to services and products; and not offering
eye contact in face-to-face dealings. Such an organisation will
not score highly on customer satisfaction. Talking of which,
customer satisfaction surveys are a great way of determining
your true culture.

Identifying a problem
So how do you know if you have a cultural problem in
the workplace? Most of us can spot behaviours that are
unhelpful or counter-productive and with a little thought,
discussion, and analysis, can figure out the faulty or outdated
assumptions driving the behaviours. If you are still in doubt
as to whether you have culture problem, there are various
cultural-risk tools available that guide you on the areas to
examine. However, many of them are rather inward facing. A
problem with culture usually means the elephant in the room,
not a needle in a haystack, so should be easy to spot.
Before considering how to go about changing culture for
the better, some health warnings need to be considered:
Ensure that culture change is really needed. If culture (ie
values, beliefs and behaviours) is not a causal factor in your
current problems, or is not an obvious barrier to achieving
your business goals, then why are you trying to fix it?
Do not overstep the mark. Explaining to people what sorts
of behaviours will be important from now on (and why) is
one thing, but telling them what to think is another. People
should always be free to voice their opinions on ‘how things
are done around here’ as doing so will keep the culture alive.
Don’t take success for granted. Culture is difficult to change
because it is based on deeply held beliefs and values; is wellpractised through previously-successful behaviours; and is
shaped by powerful organisational norms. There are examples
of desired culture change taking ten years to achieve. And
don’t think that because you are the boss, you are the culture!

Culture is difficult to change
because it is based on deeply
held beliefs and values; is wellpractised through previouslysuccessful behaviours;
and is shaped by powerful
organisational norms.
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So how to do the changing? My preferred approach is to
share how I perceive the problems in the organisation (being
careful to distinguish between symptoms and underlying
causal factors) and explain how I think it links to culture. For
example, what false or outdated assumptions, beliefs or values
may be underpinning the way people are behaving, and how
by changing those assumptions, there will be an improvement
in behaviours. The ensuing discussions and deliberations
always add to the analysis and provide further ideas on how
to achieve the required change. If new, improved behaviours
can be enshrined in formal processes and procedures, then
they should be. However, documented processes are often
‘shelfware’ and cultures are sometimes tricky to document.
Much better to start demonstrating the new behaviour
yourself and encourage others to do the same. When anyone
lapses back into the old behaviour, point it out to each other.
Once new behaviours have been shown to work, it is time to
enshrine them in the professional development, appraisal and
selection processes (but I recommend not before).
By comparison, textbook approaches can seem rather
managerialist and top-down in their approach, and also
rather cynical in their manipulation of the composition of
the workforce to achieve the desired result. But sometimes
desperate situations require desperate measures, so
these approaches should be regarded as valid in the right
circumstances. One of the best known approaches (Dobson,
1988) recommends:
Change recruitment, selection and redundancy policies to
alter the composition of the workforce, so that promotion
and employment prospects are dependent on those
concerned possessing or displaying the beliefs and values the
organisation wishes to promote.
Reorganise the workforce to ensure that those employees
and managers displaying the required traits occupy positions
of influence.
Communicate the new values.
Change systems, procedures and personnel policies, especially
those concerned with rewards and appraisals.
Dobson’s approach is stark. It starts after any analysis of causal
factors such as beliefs, values and behaviours has taken place
(assuming that said analysis has taken place at all); and, it takes
the bull by the horns in terms of changing the composition
of the ‘workforce’. But use of the word ‘workforce’ belies its
managerialist bent. In Dobson’s world, the workers are the
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Before deciding what culture best
describes your organisation, bear
in mind that differences often
exist between claimed and actual
cultures; and, between different
parts of the same organisation.
problem, not the managers. That is a common, often erroneous
and dangerous assumption to make in any organisational
situation. Worker v manager distinctions are outmoded and
have long since outlived their usefulness. Everyone is managing
work to one degree or another in most organisations these
days. But Dobson’s approach was developed in the 1980s when
managerialist thinking was still the norm (in fact, the culture!).
To summarise, culture change is important but risky, and
needs to be done well. Its strength comes from its recognition
that fundamental values and beliefs drive peoples behaviours
at work and it is these behaviours that are the public face of
your organisation. For these reasons, organisational leaders
and change practitioners should regard culture change as an
essential skill.
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Quality without fears?

QU

By Dr John Chamberlin.
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hen I commenced my PhD a decade ago, one of
the people I had a couple of mini ‘debates’ with
was John Seddon: one on the issue of Phil Crosby’s
(1980) comment: ‘Quality Is Free’ (and his book of the same
title); and the other to do with this thing called business process
reengineering (or BPR), which Seddon derided as a ‘fad’.
I stuck with this BPR thing, though, for the next four
years, because the core of my study (and consequent thesis;
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Chamberlin, 2008) was around the implementation – or
otherwise – of business process reengineering in the public
sector (specifically, in two local authorities), and one of my
appendices recounted this discussion with John on BPR:
although, I admit, it was my own interpretation of it.
I have massive respect for John Seddon, his (ie the Vanguard)
‘method’, and read each of his books as soon as they’re out. Like
the latest...
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If you haven’t yet bought, and read, The Whitehall Effect
(Seddon, 2014) – about the ‘waste’ inflicted upon our UK public
services, across the piece, and how, ‘for the 35 years since
Margaret Thatcher was elected, successive administrations
[have] consistently made things worse’ – then you should. If you
are involved in managing any sort of ‘service’ organisation –
whether public or private – especially one of any size, then you
need to read the book. It will open your eyes. Even though you
didn’t think they were closed!
In essence, this latest book by Seddon is still about the need
to take a teleological, evidence-based, systemic approach to
delivering public services, as opposed to the fatuous, ‘policybased evidence’ that is spouted daily by politicians on Radio 4’s
Today programme, and in the national press.
Whether ‘quality’ is ‘free’, or not, Seddon’s comments (2014:
55) that, ‘the counter-intuitive truth is that as quality improves,
costs fall’, and later (p 149), that, ‘quality really is cheaper’, are
pure Crosby. Three decades ago, Crosby’s subsequent best-seller,
Quality Without Tears (Crosby, 1984), took a similar – though
not the same – approach to embedding the then burgeoning
‘quality movement’ with some sort of systemic underpinnings.
He called it his ‘Four Absolutes Of Quality Management’ (ibid,
p64), fig 1:
Crosby’s second ‘absolute’ was defined as the ‘system’, and
his system was ‘prevention’; ie quality is designed in! This is
fundamentally important, because as Seddon has said many

times (eg 2007), it’s a ‘thinking thing’. It is management’s
thinking that has to change! And, as Deming (1986, p5)
emphasised: ‘Quality begins with the intent, which is fixed
by management.’ In other words, you have to intend that it
goes right for your customers. And, as part of this, you have
to understand the purpose of the service, or the organisation,
because that is what you are there to deliver.
In chapter 2 of Seddon’s much earlier book, Freedom from
command & control: a better way to make the work work
(2003: 26), – ‘The customer service centre as a system’ – he
uses the term ‘value demand’ (that which ‘the service centre
exists to serve’) and then ‘failure demand’ (that ‘created by
the organisation not working properly’). In this latest text he
clarifies value demand as, ‘the reason the service exists’ (p29),
and, ‘the demand the service exists to serve’ (p130). In other
words – lest we forget – it’s why we’re here.
Seddon defines value demand as representing ‘the demands
customers make for things they want, things that are of value
to them’ (ibid, 2003), which in Boehling and Joksch’s article
on examining TQM’s role, equates to, ‘quality is meeting the
customers’ requirements’ (Boehling & Joksch, 1990: 21). It’s not
a big jump, therefore, to align that with Crosby’s first ‘absolute’:
‘conformance to requirements’. Or, the requirements that
customers [have] for things they want’, or again, ‘things that are
of value to them’? As Tom Peters would say, ‘pure and simple!’
Again, in this latest text, Seddon clarifies failure demand as,

The absolutes of quality management
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‘demand caused by a failure to do something or do something
right for the customer’ (p24). This failure demand is also known
as ‘rework’, and ‘waste’: anything that is done again because it
was not done correctly the first time (in the customer’s terms), or
had to be thrown away for the same reasons. This is what Crosby
(1984) refers to as the ‘cost of poor quality’; or, as in his fourth
‘absolute’, the ‘price of non-conformance’. You pay for it!
Sid Joynson claims: “The average British factory operates at
only 30% effectiveness because of the inefficiency built into
the system” (Joynson & Forrester, 1995: 12), highlighting these
systemic issues of failure and waste.
All this ‘waste’ in the UK’s public sector – that cost of poor
quality, the price of [and that we all pay for] non-conformance,
the massive amount of failure demand – is highlighted so
graphically by Gerald Scarfe on the front cover of Seddon’s new
book. As he says: ‘There are billions at stake, effectively tied up
in doing the wrong thing’ (p9). Our ‘billions’!
To bring home this ‘systemic waste’ in the organisations they
encounter, Seddon says that when their ‘leaders ... are invited
to accompany a tradesman on his round and for every job that
can’t be completed on the first visit (usually more than 40%
of them), they ask why.’ And that, ‘taking part in exercises
like this opens managers’ eyes to the real opportunities for
improvement.’
These were the points I was making in the Spring 2012 issue
of this Journal, in the article, ‘Management or leadership?’ It
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doesn’t matter what you call it – it matters what you do! (pp3034). Or, as Sid Joynson (ibid) called it, ‘GeYoHaDi’: occasionally,
you will have to get your hands dirty!
And this is what politicians – local and national – never
seem to do. For example, in November, in my local paper, I
railed against an article from the previous week headlined,
‘Ambulance service fails to hit targets’ (ANT, 29 October, p13)
with a letter headed, Get Rid of the Ambulance Service’s
Targets! – extract below:
Instead of imposing these arbitrary targets on their people,
these bosses should get out of their offices and ‘into the work’,
to then see how it ‘works’, because it is highly likely that they
don’t know. Targets, once imposed, become the de facto
‘purpose’ of the organisation, as opposed to the ‘service’ that
these good staff are supposed to be delivering. These ‘bosses’
should be out there, with the ambulance staff, for the bulk
of their highly-paid time, seeing how they can actually help
their staff to improve how ‘the work works’ – ie the ‘system’ –
instead of pressurising them with these meaningless targets,
which only gives them a stick to beat the staff with. Working
on the ‘system’, instead of the people, is likely to bring about
improvements in orders of magnitude way beyond those that
any ‘target-setters’ ever dare consider.
Three weeks later, on 2 December, I again attempted to protest

You have to understand the
purpose of the service, or the
organisation, because that is what
you are there to deliver.
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The average British factory
operates at only 30%
effectiveness because of
the inefficiency built into
the system.

this point in an email to James Naughtie, on the Radio 4 Today
programme:
Dear Sirs
Mr Naughtie has just spent a few minutes interviewing someone
called David Hodge, the Conservative Leader of Surrey County
Council. Yet again, the politicians demonstrate just how out of
touch they are. Mr Hodge was talking about ‘collaboration’ – ie
the ‘economies of scale’ – when there is now abundant evidence
that this is exactly the wrong thing to do.*
He was talking about the need to ‘reduce costs’, when again,
there is the same abundant evidence that when one ‘manages
by costs’, the costs – ie overall, end-to-end costs – actually go up.
These issues are exemplified with clarity in Professor John
Seddon’s latest book, The Whitehall Effect (pub 5 November),
and it is about time that someone on the Today Programme
interviewed Prof. Seddon, so that the sense he talks can be
given the air-time it deserves. Instead, challenging though your
interviewers may be, the politicians keep trotting out the same
old drivel, demonstrating that they don’t have a clue what is
going off at the frontline of these services that they profess to
know how to improve.

Please, please, please, get someone in your team to read this
book, and bring some sensible discussion into these debates, and
how our public services might actually be transformed?’
Obviously, I had no response.
* NB For more on this, read ‘Shared Illusions’ at:
http://bit.ly/1ErjpyL
The other, and very important problem caused by this adherence
to a target-driven culture, is the atmosphere of fear that it
brings to an organisation. As Seddon highlights, when he talks
about ‘targets and policing’ (2014: 81):
‘Police officers described a ‘bullying’ culture where they
were targeted on the number of arrests they made and
the number of stop-and-searches with a ratio of ‘positive’
outcomes. Failure to meet the target led to ‘action plans’
for individuals with, in worst cases, the threat of misconduct
procedures: “If you don’t achieve your four arrests this month,
then you’re on a hit list and your managers will come and get
you”.’
He notes (ibid) that the, ‘Public Administration Select
Committee added their voice to concerns about police data
integrity, describing the under-reporting of crime driven by
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Failure demand is also known as ‘rework’, and ‘waste’: anything that
is done again because it was not done correctly the first time (in the
customer’s terms), or had to be thrown away for the same reasons.
targets as reflecting the poor quality of police leadership,’ and
where Theresa May, the Home Secretary, had acknowledged
that even though ‘centrally-imposed police targets’ had been
‘scrapped’, they were now being ‘reintroduced by some forces
as a ‘security blanket”.’ The PASC’s report showed that they
were ‘driving fear not confidence.’
Later (p85) he mentions how the Francis report on the
‘unnecessary deaths at Mid Staffordshire NHS Foundation Trust
acknowledged the adverse influence of targets, but accepted
them as a normal and necessary means of control...’
Seddon notes where Francis’s recommendations: ‘argued
that inspection for compliance will drive sufficient fear
amongst healthcare professionals to improve – yet in his
analysis he pointed to a fear culture that is already pervasive
and dysfunctional. It is as though we can drive out fear by
putting up posters: ‘No fear here’. Francis didn’t understand
why there is a culture of fear.’
As I observed on the same subject in my own study (ibid:
105), much of this ‘fear’ stems from those at the top of these
organisations: ‘Once again there is little that has not been
said before. For example, Reis and Peña (2001) say that, ‘one
cannot force someone to be motivated. Conviction comes from
within,’ showing clear shades of Herzberg, et al (1959) and
Herzberg (1968a & 1968b); eg ‘KITA – the externally imposed
attempt by management to ‘install a generator’ in the
employee – has been demonstrated to be a total failure … The
only way to motivate the employee is to give him challenging
work in which he can assume responsibility’ (1968a, p53).
These days, of course, that would say ‘he/she’, but otherwise
there is nothing new.
The reinforcement, though, does no harm, in that they note
that, ‘The greatest fear of change lies at the top. A Cranfield
report on change shows that 90% of change initiatives are
sabotaged by the board before even taking off, due to their
own fears (Conn, et al, 1996)’; confirming, perhaps, the state
of executive ‘unreadiness’ at those levels?’
And, if it’s there at the top, you can guarantee it will be
cascaded down. As Garrett (1996) noted: ‘The fish rots from
the head’!
Overcoming this executive, management, and the
politicians’ ‘unreadiness’ is, I suggest, the major problem. As
Seddon (2014: 150) says, ‘And here’s the point: you can only
absorb counterintuitive truths by studying and seeing them
yourself.’
And he’s right, these executives, managers, and politicians,
need to ‘accompany a few tradesmen on their rounds’,
and that will open their ‘eyes to the real opportunities for
improvement.’
That’s, real improvement, systemic improvement, quality
improvement, and without the fears! And, it might also be
‘free’?
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At the Annual General Meeting to be held on Friday 2 October 2015 the following members of the Institute’s Council
of Management will retire.They are, however, all eligible for re-election:
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sent to the nominees as soon as the form is received.
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Memorandum and Articles of Association specify what it may do and how it should conduct its affairs.The business of
the Institute is managed by the Council of Management who may do anything within the Memorandum and Articles
of Association which is not contrary to any statute or is not required to be done by members in general meeting.This
responsibility is a collective one and Council normally act through Council meetings. Council may of course delegate
to committees or individuals but it has the final responsibility.
Council members are in a fiduciary relationship to the Institute and must exercise their powers for its benefit using
reasonable diligence and care.They are required to take proper account of the interests of the Institute’s employees, as
well as its members.They act as agents of the Institute and only become personally liable if they authorise any act or
expenditure outside the Constitution.They may not receive any remuneration or benefit as Council members except out
of pocket expenses; this includes benefit of any contract with the Institute by a company of which they own 100th of
the share capital or more.
Apart from presenting annual reports and accounts and appointing certain officers, the Memorandum and Articles
of Association lay no specific duties on the Council. Its responsibility is a general one of running the affairs of the
business. Any individual responsibility springs from authority given by the Council and this will clearly vary from
time to time. Council members are expected to serve a four year term of office and to attend all Council meetings
(normally two or three each year).To be a member of at least one committee (meeting three or four times a year)
and to represent Council at region, or specialist group meetings if called upon to do so.
Richard Bridges
Secretary
Note: Candidates must enclose a good quality photograph of themselves and up to 50 words indicating why they
wish to be elected to Council. This, together with the photo, will be published in the Summer Journal. Candidates
must also let me have a maximum of 150 words giving details of their industrial/public service/professional
experience relating to Management Services and/or past service to the Institute which will appear on the ballot
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Bags of fun at the Student of the Year Awards.

On top of the world
Rachel Jinks from Tesco Stores Limited scooped the prestigious award of IMS
Student of the Year 2014, beating a significant field of very capable people
from businesses around the world.

R

achel came to study with Scott-Grant Training in Manchester
as a productivity support manager with Tesco Stores and
completed her four week Institute of Management Services
Certificate course in 2014. Her results were the best of everyone
who had completed the course run by authorised training providers
for the Institute.
When she first heard that she had won this prestigious
international award Rachel said: “I was totally surprised – there
were some extremely good students just on the course modules
I was on, so naturally I was delighted to know I’d come out top. I
also got particular delight in beating my brother for a change. At
Tesco I’ve now joined a team of six, where I’m both the youngest
and the only female so I’m delighted that I’ve won the Student of
the Year for a number of reasons!” Her boss, Productivity Manager
Huw Davis beamed, “I’d like to think I spotted Rachel’s potential
when I interviewed and recruited her to join my productivity team.

The whole company is delighted at her achievement.”
There were three runners up to the Student of the Year Award
in 2014, all trained by Scott-Grant Training: two executive officers
from the Performance department in the Valuation Office Agency,
Johanna Cooper and Kimberley Ellinsworth and manufacturing
engineer Paul Jenkins from defence manufacturer L-3 TRL
Technology.
It was therefore a very full and lively award ceremony, when all
the winners and their managers came to Scott-Grant’s head office
and training centre in Manchester to receive their certificates and
gifts from both the Institute and Scott-Grant. On behalf of the IMS,
Treasurer David Blanchflower presented Rachel with her certificate,
a cheque and a new engraved crystal trophy.
Scott-Grant’s managing director Richard Taylor, gave certificates
and gifts to all the students, explaining that “it was a close run
‘contest’ among these exceptional students. Their performance
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was extremely high and it gives us significant pleasure to see how
they are now enjoying the added professional credibility they have
earned in their respective businesses.”
Rachel came back to Scott-Grant after completing her Certificate
course for a further week to become a MOST® practitioner. So
how were her five weeks of learning? She was very enthusiastic:
“I really enjoyed the learning experience, particularly because
it involved meeting people from other industries. I built a new
network outside of retail – we learnt from each other, sharing
issues and applications from our various industries. The classroom
environment at Scott-Grant was an excellent way to learn.”
Kimberley Ellinsworth from the VOA agreed: “Obviously ours
is very much a clerical environment so it was good to meet with
others from sectors like manufacturing and retail.”
Scott-Grant’s principal course tutor Colin Moran explained: “We
offer a structured but very flexible learning environment with lots
of lively discussions among the students. The range of industry
types represented by students on every course means that issues
from all their environments are discussed and resolved around the
table. Our range of practical exercises covers the same variety of
industries so everyone benefits.”

A qualification with stature
It was particularly interesting to hear the students’ reaction to this
qualification. Firstly Rachel: “I’m now a retail industrial engineer
looking after maintaining current productivity models and
working in the business to support and advise on any potential
improvements. Industrial engineering appeals to me because I’m
using numeracy and analytical skills, logic, technical knowledge
and a good dose of common sense. After my maths degree, I was
looking for the right kind of work that would suit my approach
and mindset, and to become an IE for me, means I’ve now found
it. I feel I’ve found my professional ‘home’ as an IE. It’s definitely a
forward move for me.”
The reaction from Johanna Cooper from the Valuation Office
Agency added a further dimension. “When I see the vast number
of companies who are using the productivity tools and techniques
we have learnt, I can appreciate the stature of the qualification I
now have. I couldn’t see an industry type that wasn’t represented
in the list of organisations who have been trained by Scott-Grant
in the last year alone – so many recognisable blue chip and
high street names. It makes our results all the more impressive.”
Jo’s manager, head of performance Ian Chilton-Merryweather
commented: “Since I put together this new team of now six
professional industrial engineers in a carefully planned growth, we
have identified a 15% productivity gain in staff savings; we’ve had
a significant impact on the way work is being done in the Agency.”
Paul Jenkins has been a manufacturing engineer, for the last 14
years at L3-TRL Technology, and for more years before that. Four
other manufacturing engineers on his team have all completed the
IMS Certificate now. “We’ve added more strings to our bow with
the industrial engineering capability now. It suits our skill set. I for
one found that the IMS course was a real eye opener that gives
so many ways to see what is really going on in a business.” Paul’s
manager, Daniel Beard added: “Now industrial engineering work is
part of our daily routine to identify and remove waste.”
“This line-up of the students at the very top of their game is
indeed indicative of the spread of business sectors who want
their employees to have this professional qualification,” Richard
Taylor from Scott-Grant added. “As the UK’s leading training
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provider for productivity specialists, we see businesses of all sizes
and from all sectors looking to improve their productivity. They
are all experiencing pressures on costs, capacities and response.
We’re delighted to help them do this via our open and in-company
training.”

A healthy and lively interest
Scott-Grant’s course bookings increased again in 2014 on
previous years so there is still a healthy and lively interest in the
qualification. The Certificate is the foundation for people moving
up an organisation, often becoming managers in charge of
departments. Taylor said: “I note with interest that in the last seven
years, retail companies have been in the winners’ line up and in the
last four years the IMS Student of the Year has been female.
“We see much more interest and desire to provide better
understanding of productivity, industrial engineering and the
good use of time standards and targets at supervisor and middle
management level. The success of performance and productivity
improvements is so heavily dependent on these people doing it
day-to-day because across all business sectors they’re involved
in and can influence the best use of people and equipment.
Productivity is all about good organisation in the work place.
“There have been a number of progressive changes in
membership and grading issues to encourage people to move to
life membership of the Institute when they’ve got the Certificate.
I am glad to see and be part of the reason for IMS membership
growth.”
If you need help to identify, cost and implement ways to
improve the productivity, processes and performance of your
organisation, contact Scott-Grant via their website www.scottgrant.co.uk or see their advertisement in the centre of this Journal.

We offer a structured but very
flexible learning environment with
lots of lively discussions among
the students.
Celebrating success: (left to right) front row: Richard Taylor, Jo Cooper, Paul Jenkins,
Rachel Jinks, Kim Ellinsworth, David Blanchflower. Back row left to right: Ian ChiltonMerryweather, Huw Davis, Daniel Beard, Colin Moran.
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Sustaining change in
manufacturing companies
By Bob Lillis and Marek Szwejczewski.

W

hy do changes stick in some organisations, while
in others they peter out and decay? After all, for
most companies, it is a strategic imperative to
sustain change and its associated performance improvement.
Sustainability means that the new working practices and the
improved performance persist for an appropriate period of
time. The change has become the norm. It is ‘how we do things
around here’ and is not a one-off or a temporary improvement
but is on-going. Unfortunately, the failure rate of change
initiatives is high – 70-90% are believed to fail.
While studies have focused on the factors that minimise
initiative failure and help ensure the successful implementation
of the change, far less is understood about how to sustain
the initiative once the initial implementation period is over.
For example, research into change initiatives specifically in
manufacturing organisations, have tended to cohere around

either how to implement total quality management (TQM)
successfully or the success factors affecting the process of lean
production implementation. However, the most comprehensive
study into how to sustain any organisation’s change initiative
once it has been successfully implemented, was that carried
out by Buchanan et al (2005). Their thorough review of what
is known and written about sustaining organisational change
identified a set of 11 common factors. The outline definitions of
these factors are shown in Table 1.
For example, the influence of Leadership is commonly
accepted as important in successfully sustaining change. This
factor would include facets such as, has the senior leadership
team established a clear and consistent vision? Is the Leadership
also leading the change once the implementation phase is
over? Considering the factors in Table 1 and outline definitions
at face value, what is missing is any understanding of the
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FACTOR
Leadership
Individual
Managerial
Financial
Substantial
Organisational
Cultural
Political

DEFINITION
Setting the vision, goals and leading the change
Employees’ individual commitment
Managerial style, approach, and behaviours
Balance of costs and benefits
Perceived centrality, scale, fit with organisation
Policies, procedures, system, and structures
Shared belief, norms, and values
Stakeholder and coalition power and influence

Processual
Contextual
Temporal

Implementation methods used
External conditions and threats
Timing and pace of change activities

relevance of all 11 factors in different contexts and the
respective influence that each individual factor may have
on encouraging sustainability. For instance, does employees’
individual commitment to sustaining the change outweigh the
managerial style, approach and its behaviours? Is Leadership
more important than the Financial factor to sustaining change?
In other words, do some factors have more impact than others
on successfully sustaining change? In this article, we report
preliminary findings from stage one of a two stage research
project which sought to answer these questions.

Research study

Table 1: Buchanan et al (2005) factors with definitions.

Duration of
the Change
Programme
(in years
and all
Manufacturing
on-going)
Sector

Number of
Employees
Number Affected by
of Years the Change
in Role Programme

Respondents’
Job Title
Operations site
director
human resources
director
Deputy vice
president
European
operations director
Production manager
Regional operations
manager
Production manager
Managing director
General Manager
Head of integration
compliance
Service director
Global environment
manager
Operations director
Plant controller
Managing director

3.5
800

3.5

Food processing

5

100

1.5

Engineering

3

18,000

1.5

Metals

15

80

1.5

4

100

2.5

5

2
10
3.5

50

3

300

3.5

Petrochemical
Chemicals
(detergents)
Chemicals
(Coatings)
Semiconductors

4.5

200

3.5

Telecommunications

6

400

3.5

4

55,000

4.5

4
4.5
6

170
200
50

4.5
4.5
6.5

Machinery
Chemicals (paint/
coatings)
Cement
Car accessories
Plastics

SUB IND MAN FIN

13

1

-

4

LEA ORG CUL POL PRO CON

10

1

We divided the study into two separate but interconnected
empirical stages. The first consisted of in-depth interviews
with executives from 13 manufacturing companies which
had sustained a change initiative in their business. During
this stage, we investigated the relevance of the 11 factors.
Several propositions were developed, some of which are
reported here. Stage two seeks to test these propositions in
three manufacturing companies, one of which is Maserati in
Italy. We will be reporting the results of the second stage in a
subsequent issue.
The interviewees in stage one came from a sample of
individuals who had attended one of our courses at Cranfield
School of Management. In seeking an interview with a
particular manufacturing manager or manufacturing director,
we knew in advance that the potential respondent’s business
had undergone a change initiative, although the length of the
change period was unknown to us at the time of the interview
request. Table 2 provides a list of interviewee job titles, how
long the job holder had spent in that role, the number of
employees in the company affected by the change initiative
and the manufacturing sector of the business.
The duration of the change initiative varied from a minimum
of 1.5 years to 6.5 years and all were still ongoing. We felt
these periods of time would be of an appropriate duration to
justify a change initiative being called ‘sustained’.

Stage one findings

Table 2: Respondents’ identification and interview sample.

Extent of
factor’s
influence
Strongly
influential
throughout
Strongly
influential at the
start becoming
less influential
as change was
sustained
Not influential
at the start
becoming
more strongly
influential as
the change was
sustained
Did not appear
to influence
or arise as
significant
Total

41

-

7

6

Findings suggest that most of the factors had a role to play in
sustaining change, but their influence varied depending on the
stage of the change programme. Four types of influences were
gleaned which are shown in Table 3. These were:

7

i) The factor was strongly present at the start of the change and
throughout the change period.
-

-

-

7

3

1

-

6

3

6

-

12

13

-

-

11

13

-

1

-

-

-

-

2

-

-

-

-

3

-

13

13

13

13

13

13

13

13

13

13

Table 3: Frequency of influence of the 11 factors across the 13 companies.

ii) The factor was strongly present at the start of the change
but its influence waned as the change continued.
iii) The factor was not strongly present at the start of the
change but became more influential as the change
continued.
iv) The factor was not seemingly influential at any point in the
change or appears not to have arisen.
The research results of stage one indicated that 10 of the 11
factors identified by Buchanan et al (2005) had an impact on
the sustainability of change initiatives. The analysis of the
interview data indicated that the Temporal factor (the timing
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and pace of the change initiative) did not appear to contribute
to sustainability in our sample and is therefore not included in
Table 3.
The interviews suggested that factors differed in when they
had most influence. Based on the analyses, several propositions
were developed. The four propositions we consider to be of
most interest were:
P1 Leadership [setting the vision, purpose, goals, and challenges]
remains strongly influential throughout the duration of a
sustained change programme
P2 Political [stakeholder, coalition power and influence] is at
its most influential in the early stages of a sustained change
programme
P3 Managerial [managerial style, approach, behaviours] is at
its most influential in the later stages of a sustained change
programme
P4 Individual [employee’s individual commitment] is at its
most influential in the later stages of a sustained change
programme
Our data analyses in stage one also provided some interesting
interactions between the various factors. So for example, at
company 2 in the engineering sector, whose change period
at the time of interview had been 1.5 years and affecting
100 employees (Table 2), the factors Substantial, Financial,
Leadership, Political, Processual and Contextual were strongly
present at the start of the change programme and had
remained so throughout its duration. Four of the factors namely,
Individual, Managerial, Organisational and Cultural were not
strongly present at the commencement of the change but
became more influential as the change continued.
In addition, we were also interested in whether the company
had replaced its Managing Director or Chief Executive Officer
at the commencement of the change programme. We believed
that this could have been an important factor in sustaining
the change. It transpired that 7 of the 13 companies were so
affected and on the basis of these statistics, we consider the
impact of replacing a company’s MD or CEO on sustaining a
change programme is inconclusive and requires further research.

Conclusions
Sustaining change is not a simple procedure. Our research
findings suggest that managers need to put emphasis on
different factors at different stages of the change. It has long
been recognised that Leadership is important at the start of the
implementation process. Our research supports this view but in
addition points to just how critical it is later in the life of the
initiative. The leadership cannot afford to reduce its efforts once
the change initiative has been successfully launched. If it takes a
back-seat and hands over to the management team, such action
will invariably lead to sustainability failure.
The influence in sustaining change of the political aspect is
often forgotten. It is assumed that having good Leadership is
more important. However, concern with the political aspects
of the change initiative is vital if it is to be sustained. In the
interviews, most of the senior managers pointed to the fact that
they had obtained obvious and visible support for the initiative
from various stakeholders at the start of the implementation.
The research also suggests that getting the commitment of

the Individuals in the organisation at the start of the change
process may not be as important as some claim. However, to
succeed, the Leadership needs to get the commitment from most
of the Individuals once the implementation is complete in order
to sustain the change. A successful initiative launched can be
achieved without the vast majority being committed. However,
once the implementation phase is over, if the vast majority
of Individuals are not committed then the initiative is likely
to peter out and fail. The Managerial factor is also important
in sustaining the change initiative but only at the later stage
of the process. Managers have an important role in helping
the leadership team to ensure that the new ways of working
introduced by the change initiative are adhered too.
The research is still ongoing in stage two, with one case study
completed and a further two currently being conducted. Therefore,
it is too early in the study to categorically state the respective
influences of the various 11 factors on sustaining change in
manufacturing companies. We hope the research, by indicating
which factor to focus on during the various stages of the change
programme, will ultimately prove helpful to those manufacturers
keen on making change initiatives in their organisation stick.
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Work Reconsidered
Increasing productivity with humaneering (part 3).
By James Pepitone.

A

n executive who attended my presentation on
humaneering at the 1999 World Productivity Congress
in Edinburgh recently contacted me. He saw the first
two parts of this article (Autumn 2014 and Winter 2014)
and was curious to learn more about what had transpired
in the ensuing 15 years. After learning about this journey,
he suggested that other readers might also be interested
in these details. Following his advice, this final instalment
starts with some of that history before discussing the
problem humaneering was developed to solve, more about

humaneering’s architecture for human work systems, and a
few final thoughts on the case for humaneering.

Finding potential everywhere
Very early in my career I realised that I naturally perceive how
organisations can more fully utilise the productive capabilities
of their people, even for organisations already well managed
and successful. Not surprising, my insight steered me toward
a career of management consulting, which has since provided
me with a continuous stream of client situations in which to
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▼ Figure 1

Fragmented Science Disciplines
Humaneering harvests relevant science-based knowledge from theory and practice disciplines like these, and then translates this
insight into more useful guidance for management:
• Applied psychology

• Humanistic psychology

• Operations research

• Behavioural economics

• I/O Psychology

• Organisation behaviour

• Cognitive psychology

• Industrial engineering

• Organisation development

• Cognitive science

• Innovation science

• Positive psychology

• Complex adaptive systems

• Instructional design

• Social psychology

• Clinical psychology

• Leadership

• Sociobiology

• Developmental biology

• Knowledge management

• Sociocultural anthropology

• Educational psychology

• Managerial economics

• Sociotechnical systems

• Environmental sociology

• Management science

• Strategic management

• Human factors

• Neuroscience

• Systems science

• Human resources

• Operations management

• Work design

Subsequent efforts to integrate
most of these principles into
work design and management
methods yielded ‘surprising’
increases in productivity.
study the causes and cures for this waste.
One client situation during the mid-80s was particularly
enlightening. This large organisation of mostly engineers
engaged in innovative product design and development work
was experiencing declining productivity as the organisation
grew in size. Separate attempts by two major consulting firms
to reverse this trend were unsuccessful, so management looked
for other options and received a recommendation to retain my
much smaller practice and its unique focus on improving the
productivity of people-dependent operations.
Both the management and professional staff were by now
weary of consultants’ advice, which challenged us to seek an
original approach that still had high face validity. Keeping the
story short, we devised a process that engaged representatives
of the professional staff to join our consultants in a systematic
review of relevant human science literature, and to translate the
findings into a model for high productivity professional work.
To the client’s surprise, more than 80% of the human science
principles determined by its engineers to be essential for achieving
high levels of productivity, were either missing or violated in
the firm’s current approach to work design and management.
Subsequent efforts to integrate most of these principles into work
design and management methods yielded ‘surprising’ increases
in productivity. In management’s defence, it was also clear to
virtually everyone involved that there was no other practical way
management could have acquired this knowledge.
The literature review uncovered Professor Tiffin’s book, The
Psychology of Normal People (1940), and its use of the term

humaneering to label Tiffin’s vision for an applied science that
would give managers easy access to relevant human science
findings. (See part 1 for excerpts from this book.) Everyone
involved, including the client, thought the term humaneering
clearly conveyed the essence of the productivity model we created
together, so that is what we named it.

Using the productivity model
In the years that followed, my firm utilised this productivity model
as a reference tool when diagnosing other client situations. It
enabled faster, more accurate diagnosis of the typically illusive
conditions that were impeding human performance and
productivity. We updated it as solutions to client challenges
created new knowledge, and as scholars published relevant new
research findings. By the mid-90s, the original productivity model
had evolved into a comprehensive set of tools and instructions
for the design, diagnosis and development of high-productivity
people-dependent operations.
Still, it was not until my article, ‘A Case for Humaneering’,
appeared in IIE Solutions (May 2002), a publication of the
Institute of Industrial Engineers, that the pathway for creating a
humaneering applied science became clear. The article prompted
a retired engineer to contact me. He was troubled with how
engineering thinking was being applied throughout human
affairs (eg, work, education, medicine) without a balancing
consideration of people and their human nature. He said that
when he saw the article, he finally imagined a way to address this
problem.
We combined our interests to imagine humaneering one day
becoming a universal applied human science, much like Tiffin
envisioned. We planned a 10-year initiative that would start fresh
and rely heavily on open-source input from scholars, practitioners
and managers. Humaneering would be developed for the public
good, which meant that we would need to proceed without
drawing attention and protect humaneering from getting into
proprietary hands. He contributed the necessary funding and
a network of helpful industry contacts, and I contributed my
accumulated intellectual property and donated my time to lead
the development process.
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Fragmented science
The plan for humaneering’s development was to harvest
human-science knowledge from all theory and practice disciplines
with insight to offer, and then to somehow synthesise this
knowledge into more useful management guidance. The
resulting principles, methods and tools would be utilised in much
the same way that engineering already enabled organisations to
apply the physical sciences.
Consider this. In 2002, Professor Sara L. Rynes and colleagues at
the University of Iowa reported in the academic journal, Human
Resource Management (Summer, p149-174), findings of a survey
sponsored by the Society for Human Resource Management
(SHRM). The purpose of the research was to determine how
well higher level HR professionals in the US know the most
indisputable scientific findings relevant to managing human
resources.
The 959 respondents to this test averaged a disappointing score
of 57% correct answers, and further reported that less than 1%
of them read the leading research journals for their discipline. My
dissertation research in 2009 utilised this same test with mid- to
high-level managers in the US (eg more than half had 16+ years
of experience, had a master’s degree, and worked for a company
with over 10,000 employees). Management scored no better than
the HR professionals. Follow-up interviews revealed a closed cycle
of knowledge exchange between higher level HR professionals
and management.
As Tiffin could imagine even 75 years ago, the challenge to
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The performance achieved by
a job role is mostly determined
by the effectiveness within and
interaction between these three
components.
utilising science-based knowledge extends well beyond just
getting HR professionals and management informed about
their respective science disciplines. Research relevant to human
performance is now pursued in more than 100 theory or practice
disciplines, each specialising in a virtual silo of discovery.
Figure 1 lists some of the more recognised disciplines
providing meaningful insight during the recent development of
humaneering. The involved scholars assessed that even the most
helpful individual discipline contributed less than 20% of the
knowledge that proved essential for creating humaneering’s ‘job
role work system’ architecture. Who among us can honestly say
that we possess the relevant knowledge from all these disciplines?
Even if it was practical for HR professionals and management
to do so, just accessing this knowledge would not be sufficient.
It would be necessary to also translate and synthesise this
knowledge. Adding to the challenge, many disciplines overlap
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▼ Figure 2

JOB ROLE WORK SYSTEM ARCHITECTURE
COMPONENT SYSTEMS

JOB ROLE WORK SYSTEM

Work

Worker

Work Environment

Work System

Focus

Value

Fit

Effort

Performance

Objective

Maximise potential
economic value of job role

Maximise ‘fit’ of workers
to job role

Maximise personal effort
of workers in job role

Maximise economic value
created by human capital

Goal

Conceive job role to enable
workers to maximise the
economic value created
when achieving the job
role’s business process
function

Select, develop and
support individual
workers to maximise their
‘goodness of fit’ to the
Work (for T2)* and Work
Environment (for T1)*
component systems

Develop and maintain
work environment to
maximise individual
worker effort (for T2)*
and job role economic
value (for T1)*

Work System is managed
through the design of
its component system
architecture to maximise
the productiveness of
human capital in creating
economic value while
achieving the job role’s
business process function

Drivers of
Performance

Function & contribution
Responsibilities & tasks
Employment terms
Management approach
Opportunity & advantage
Enabling technology

Career aspiration
Self-concept and motives
McClelland competencies
Demonstrated strengths
Personality & behaviour
Expertise & experience

Respect & assistance
Improvement support
Workplace culture
Management systems
Co-worker behaviour
Facilities and tools

Component systems:
Work
Worker
Work environment

Performance
Index**
Optimal
Range to Date

1.0

X

1.0

X

1.0

=

1.0

.08 to .41

X

.19 to .53

X

.13 to .59

=

.04 to .12

* T1 and T2 refer to Type 1 (task) and Type 2 (responsibility) work. See Part 1 and Part 2 of this article for additional detail.
** The Performance Index is a theoretical measure of human work system effectiveness. Following in-person assessment, index values are assigned to the Component
Systems by the business managers involved. The multiplicative effect indicated attempts to approximate rationally the witnessed interconnectedness of the Component
Systems within the Work System. The Range to date noted reflects values assigned by host company managers during humaneering field tests (see Part 1 and Part 2 for more
on these tests). The relatively low values are attributed to causes within management’s control: (1) neglected opportunities to create increased economic value, (2) tolerated
constraints to effectiveness, and (3) unintended misalignment within and among component systems.

in focus, but disagree in their approach and theories. Finally, it
would be necessary to subject any resulting recommendations to
application testing within actual business operations. Hence the
value of humaneering, which does all of this to develop sciencebased methods to achieve more productive human work.

Just progress or a paradigm change
Humaneering’s goal is similar to other applied sciences (eg,
engineering, meteorology), which is to facilitate the use of
science-based knowledge and methods to deal with actual
challenges. The challenge on which humaneering is focused is
how to design and manage human work to maximise a worker’s
productivity (ie, economic value created/total compensation).
What started with the harvesting of relevant knowledge from
diverse theory and and practice disciplines quickly uncovered
knowledge gaps, conflicts between disciplines, over-promoted
research findings, and other challenges to utilising this
knowledge. Then, when testing research-identified variables
for their operational impact, we found over and over that just
because variables statistically ‘correlate’ with performance in the
research data does not mean that they either cause or constrain
business results. We were quickly reminded that job roles are
work systems and their output is the emergent result of many
systemic forces.
Once all the facts were in, it became clear that what currently
passes for the design and management of human work no longer
makes much sense. Yes, the current approach does yield results.

But management should be asking . . . How much better could
our people’s performance be if we shifted to work design and
management methods enlightened by the relevant science?
Figure 2 provides a tabular illustration of what humaneering
reveals to best represent the high-level architecture of human
work – a job role centred work system.
The job role (ie, process role, position) has proven to be the
most effective level for analysis of human performance and
the design of work. It functions as the nexus of a work system
that results in human performance. How a job role is designed
will determine its output. Job roles with a large population of
employees (eg, >10) or with a critical impact on performance (eg,
customer-facing, P&L responsibility, rare expertise) are especially
fertile opportunities for high-leverage increases in business
growth and profitability.
Referring to figure 2, the Job Role Work System Architecture
represents the basic structural design of the job role work system.
This system includes three dominating components, each of which
is itself a system whose effectiveness is determined by multiple
variables. We refer to these Component Systems simply as the
Work, Worker, and Work Environment, yet each includes many
interdependent performance drivers. Distinguished from legacy
management methods and the linear and deterministic view of
human performance on which they are based, this architecture
gives management a more accurate and enabling perspective of
human work’s emergent and systemic nature.
Figure 2 lists several examples of Potential Drivers of
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Performance. The actual drivers of performance in any job role
will vary based on the specific situation. Maximum performance
in any job role requires a customised work system with just the
right structure of performance-driving elements designed into
the Work, Worker, and Work Environment component systems.
Current job roles, when redesigned with humaneering to
maximise the achievement of management’s objectives and
include at least 20% Type 2 work, can be expected to yield
improved productivity on a magnitude of 4X to 10X, within 4 to
24 months and without capital investment. This is the conclusion
of host-company managers involved in the beta field tests of
humaneering after witnessing firsthand humaneering’s impact in
their operations. (See parts 1 and 2 of this article for additional
details on these field tests.)
This substantial potential is also reflected in figure 2 as a
Performance Index, a concept the host-company managers
helped to conceive. The figures reported as Range to
Date include more than 50 job role assessments in large
organisations, and involve management’s input and consensus.
The implied multiplicative effect of each Component System
on Work System performance is still a speculative conjecture,
yet has thus far proven to be a reasonable way to project the
impact of underperforming Component Systems.
It has been said many times by Deming and others, and
ignored just as often, that people perform in accordance
with the design of the system within which they work.
Humaneering’s development confirms this observation, and
now makes it possible for organisations to manage human
work by designing job role work systems to produce the desired
results. This view of job role performance makes it easier
for management to realise the potential to ‘dial up’ human
performance by redesigning a job role’s work system to bring it
into greater alignment with business objectives.

A case for humaneering
The time is quickly approaching, if not already upon us, when
management will need to reconceive its approach for managing
people and improving their productivity. Now the challenge to
increasing productivity is not simply a matter of reducing the
labour in products and services. It is to create more economic
value from all of the people organisations employ.
Most readers will be familiar with Toyota’s success during
the past 70 years, much of which can be attributed to their
innovation in management. Turning ordinary production
workers into engaged problem solvers, they taught people
with no more than a high school education about process
control and statistics, provided them with the responsibility
and tools, and challenged them to identify problems on the
production line.
In humaneering terms, Toyota management added Type 2
(responsibility) work to a mostly Type 1 (task) job role, and in
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so doing, substantially increased their workforce productivity.
Still today, Toyota’s employees come up with more suggestions
for improvement than any other company, such that every day
management gets more value from its employees than do its
competitors get from theirs. (See parts 1 and 2 of this article
for additional insight into Type 1 and Type 2 work.)
If we think about the human capabilities that companies
have needed and rewarded in the past, they consist of the
largely physical qualities of endurance, obedience, diligence
and intellect required to perform Type 1 work. And as
outsourcing and offshoring have demonstrated during the
past 20 years, these human capabilities are now easily found
by any company at commodity prices. These capabilities are
still necessary, yet they are no longer sufficient to compete
in today’s economy. To stay ahead of competitors, companies
need even more from their employees, including the uniquely
human capabilities such as expertise, commitment, initiativetaking and creativity required to perform Type 2 work.
Management’s challenge will be to reconsider the way
work is designed and managed, because in comparison these
capabilities are rare and require work conditions that are
dramatically different. Management can’t just direct people to
be committed or creative. People have to want to be this way
based on how they feel about their work, their manager, and
the situation in which they work.
This presents a fundamental challenge to today’s
predominant Type 1 approach to the design and management
of most work performed by people. Managers have all too
often relied on their power to order, incentivise, and threaten
people to behave a certain way. This is not as effective for Type
2 work. Essentially, managers will be challenged to create job
roles and work environments that evoke from people their
desire, capability, and full potential. This requires a dramatic
change in how organisations design and manage human work.
But how do organisations and managers break free of
legacy best practices that very soon will not be good enough?
Humaneering provides a solution in much the same way that
engineering provided the solution for how to design and
manage industrial work a century ago. The problem then was
how to turn people into programmable labour. The problem
today is how to inspire and support the higher-level human
capabilities of people. Henry Ford was known to lament that
every time he hired “a pair of hands, he would also get a
head.” Now it is the head and heart that are most valuable.
And they are brought to work willingly, or not at all.
Managers would do well to challenge some of their
fundamental assumptions about how to best design and
manage work so as to elicit each person’s personal-best
performance. A low-risk high-yield approach to do this is to
experiment with humaneering and experience firsthand what’s
now possible.

experiments and technology transfer. His career started with
ten years in industry roles, including positions as VP of sales
and general manager for publicly traded companies, and
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author of four books and numerous articles, some of which
discuss humaneering as it has evolved. Connect with Jim on
LinkedIn at www.linkedin.com/in/drjimpepitone/ and email
him at james.pepitone@designedwork.com.
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