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CHAIRMAN’S COLUMN

Proceed with caution!
I

n the Summer issue of the Journal I made reference to
the economic recovery, citing favourable forecasts from
the International Monetary Fund (IMF) which indicated
that the UK had the fastest growing economy in the G7. I
also cited other key economic indicators such as the fall in
unemployment ﬁgures and improving house prices, particularly
in the south, where the average house price in London, is now
more than £½ million.
I did add a cautionary note, and indeed, the headline for
the piece was, “The current economic recovery may well be
fragile......”. In highlighting my reasons for this cautionary note,
I outlined research by Professor James Mitchell of Warwick
University, which showed that house prices were overvalued
in 10 out of 13 UK regions and an article by the respected
economist and author Fred Harrison, who predicted the last
property crash, indicated that historically, these crashes follow a
9/18 year cycle.
It would appear that the cautionary note was well founded
and we could well be heading towards another recession.
Germany for example, Europe’s power-house economy and
the fourth largest in the world, could be plunged into recession.
Pressure from the crises in the Eurozone and from Russia, its two
biggest trading partners, has economists increasingly worried.
Exports are falling and there has been
bad news from big German brands
such as BMW, Lidl and E.ON. This,
coupled with weak job ﬁgures and
stumbling consumer conﬁdence,
has all added to the economic
gloom.
Interestingly enough, these
ﬁgures emerged the day after
Formula One boss Ernie Ecclestone
said that Europe was “ﬁnished”.
Apparently, he had predicted
ten years ago that
Europe would
become a “third
world economy”.
Built on Germany
and France,
“France has gone
and Germany
doesn’t look
good,” he said.
Although
the ﬁgures
have been
explained away
by Chancellor
Angela
Merkel,

economists say that the underlying growth trend has slowed
down, with one stating that the big drop in industrial
production all but conﬁrmed that German industry was back in
recession.
Such developments have already resulted in a signiﬁcant
drop in the German DAX and a corresponding drop in the FTSE.
This of course, has implications for everyone. With Europe on
the ropes, and the UK economy steady at best, the Bank of
England has left interest rates at the record low of 0.5% and,
according to city experts, interest rates are unlikely to increase
before May’s General Election. Little wonder there is a need for
caution!
On the domestic front we continue to strive to improve
our services to members. In my Chairman’s Statement in the
2013 published accounts, I made reference to signiﬁcant
improvements in communications and that it was most
gratifying to receive compliments from Institute members
and other professionals on the quality and content of the
newsletters and the Journal. The latest comment comes from
Institute member Clive Dixon and reads:

Dear Dr Muir
May I congratulate the Institute
on the content of the Autumn
2014
Journal. Read every word, one
of the best.
The Autumn articles portray the
still current today, albeit in a dif importance of our profession,
ferent environment:
Page 4 – your address – moral
ity
highlighting inequalities by Profes is the centre of all life –
sor Sandel.
Page 15 – Humaneering (new wo
rd) – we used similar practices
, for
without it we would have failed
in our efforts to promote work
stu
dy.
Page 19 – matching people to
type 1 and or type 2 work and
how
difficult it can sometimes be.
Page 29 – excellent content fro
m Scott-Grant which mirrors my
own experiences over the years
as an industrial engineer in steel
fabrication.
Each of the above still set cha
llenges
my only regret, at my age, is tha for our Institute Members and
tI
used to. However, make no mistak cannot participate the way I
e, the experience and knowledge
are
still there.

Clive Dixon CGLI, FMS, MCMI
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Institute Chairman Dr Andrew
Muir, presents Dr Akbar Jaffari
CEO of Jafcon with his Approved
Education Provider Certiﬁcate.

In addition to improvements in communications, we continue
to drive our strategy on education. We have commenced
a project to resurrect a distance learning package for the
Institute’s Diploma and have also supported a recent submission
to the NOCN to have a diploma entitled The Management of
Productivity certiﬁed by Ofqual. We anticipate that there will be
signiﬁcant demand for both these qualiﬁcations from overseas
clients. We also expect that students satisfying the academic
standards of the Diploma in the Management of Productivity
would qualify for corporate membership of the Institute.
Continuing on with the education theme, I had a meeting
with the Institute’s examiners/assessors to discuss a number of
issues relating to the Time Study Practical Examination. This
was the ﬁrst time that I’ve met them and I must say that I was
impressed by their enthusiasm, commitment and knowledge of
the process. The general conclusion of the meeting was that the
process was operating fairly well, although there was a need
to freshen-up one or two areas. The intention is, therefore, to
re-visit these areas over the next few months and update them
accordingly.
In October we had a visit from the CEO of Jafcon, Dr Akbar
Jaffari, who made a presentation to Council on his company’s
three part productivity improvement programme. Dr Jaffari
gave an outline of the programme which was recently approved
by the Institute. He also provided some food for thought by
saying that the approach to productivity in Bahrain, where it
cost $4 to produce a barrel of oil for which the world paid $100,
was slightly different to what we in the West were used to! (see
panel opposite).
Finally, as we move towards the end of another busy year at
the Institute, may I take this opportunity to wish you and your
family a very happy Christmas and a prosperous and productive
New Year.
Dr Andrew Muir

Many a true word
I had occasion to visit Boulder City, Nevada, in the US last month,
which was set up to house the workers and their families who
built the Hoover Dam and was interested to read a story about
Frank T Crowe, the tough, sharp witted boss of the project, who
responded to a question from American comedian Will Rogers
who asked: “How many men do you have working on the
site?”, “About half of them!” Crowe shot back. To which Rogers
replied: “Mr Crowe, I’m supposed to be the comedian!”
How many times during our careers as productivity
practitioners have we found this to be the case? As they say,
many a true word spoken in jest!
The Chairman

Institute welcomes new
training provider
In the Summer edition of the Journal the Chairman Dr Andrew
Muir was pleased to announce that Jafcon, a management
consultancy based in Bahrain, had had its three part productivity
improvement programme approved by the Institute. Jafcon
offers industrial and business consultancy services to clients,
principally in Bahrain, the Middle East and North Africa.
Established in 1990 its chief executive Dr Akbar Jaffari, was the
ﬁrst Arab national to become a Fellow of the Institute and has
been a member since 1979.
Dr Jaffari attended the Council of Management meeting held
on the 17 October 2014 at the George Hotel, Lichﬁeld where,
following a presentation to Council, he was presented with his
company’s certiﬁcate.

Meritorious service award for leader of OLJ
International Governance Initiative
IMS Fellow and leader of international corporate governance
initiative receives meritorious service medal.
Professor Colin Coulson-Thomas was presented with the
Meritorious Service Medal of the Order of St Lazarus, at an event
in Exeter Cathedral on 25 October ‘for outstanding loyalty and
devotion to the aims of the Order at national and international
level, and enduring service.’ The Professor, who currently leads
the Order’s International Governance Initiative has held one
ofﬁce or another in this international organisation for 26 years.
For 17 of these years his roles included being a Trustee of the St
Lazarus Charitable Trust.
The Order’s International Governance Initiative is concerned
with raising the standards of corporate and public sector
governance around the world and particularly where corruption
is endemic. In furthering this aim Coulson-Thomas has spoken
at over 300 national and international events in more than 40
countries on matters relating to corporate governance, directors
and boards. See page 18 for Colin’s latest article.
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WEST MIDLANDS REGION

From Spitﬁres to Jaguars
Spitﬁre ﬁghter and Lancaster bomber production throughout
the war. Producing thousands of aircraft – more than 11,400
Spitﬁres and over 340 four-engined Lancaster bombers – the
completed aircraft were towed across the road to the Castle
Bromwich airﬁeld (now a housing estate) and ﬂown to the
various operational squadrons of the RAF.
The Castle Bromwich plant is now the centre of production for
the revitalised Jaguar marque, producing F-type sports car and
XJ and XF saloon models of the luxury car brand.
The latest Jaguar car models are of aluminium construction to
reduce weight and improve the car’s performance and economy.
The body shells are riveted and bonded (glued) together by
robots to achieve high degrees of consistency and quality rather
than being welded, which is the usual practice for steel car
bodies.
There are about a thousand robots at the plant and a manual
work force of about 3000, so a rough ratio of one robot for
every three human workers. The robots tend to be concentrated
in the car body assembly area and the human effort is mainly in
the ﬁnal ﬁnishing stages of the car’s production.
Jaguar cars is a success story for the British motor industry and
Jaguar have recently announced their small Jaguar saloon car –
the Jaguar XE, which should help to guarantee their continued
success with exports across the World.

Postscript:

On Thursday 9 October, a party from the West Midlands Region
had a conducted tour of the Jaguar car assembly plant at
Castle Bromwich, Birmingham. The original Castle Bromwich
plant was built on a 1400 acre site as part of the World War
two armaments production programme and was the centre for

Shortly after the visit, Jaguar Land Rover opened their new
factory in China, a joint venture with a local Chinese car
manufacturer. The new factory will produce the Jaguar XF
saloon and Land Rover Evoque four wheel drive vehicle for the
Chinese market, and being produced locally, will not be subject
to Chinese Government import duties.

EAST MIDLANDS REGION

Exciting plans for 2015
This Region has had a history of organising many excellent,
well-supported visits to local industrial plants and this has
prompted the Board to continue the practice.
A visit was planned to a sugar reﬁning plant in
Nottinghamshire in November, but regrettably, the Company
Management decided for operational reasons, to postpone all
such visits from outside organisations during the immediate
future.
However, the Board has now approached several organisations

with the view to making visits during 2015. These include the
JCB manufacturing plant in May 2015. Other potential places
which are being contacted and under consideration include the
Red Bull organisation (racing cars) and Waitrose (retailers)
Further information about these and other activities/
information will be shown on the Region’s website and/or from
John Davies at daviesj@bramcote.fsbusiness.co.ukor by phone
0115 9284953.
John Davies, Regional Secretary
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WEST MIDLANDS REGION

A library for the digital
information age
A party from the West Midlands Region on Monday 20 October,
had a guided tour of the new Birmingham Central Library at
Centenary Square, Birmingham. This spectacular building which
was opened on 3 September 2013 at a cost of £183 million,
was shortlisted for the prestigious 2014 RIBA Sterling national
architectural prize.
The library collections held in old Central Library in
Chamberlain Square have been rehoused in the new building
in a much brighter, more modern condition, suited to the
digital age.
The concrete structure of the old Central Library is due to be
demolished very shortly.
The tour started with observation area at the top of the
building which gives panoramic views across the city. Also at
the top of the building is the Shakespeare Library room – the
complete room with ornate wood panelling built in the 1890s
has been carefully re-built in the new Library.
The ﬂoors of the Central Library provide over 10,000 square
metres of space and are connected by lifts, escalators and
moving walkways around an open central core. Despite all this
machinery, the noise levels in the library areas are subdued.
On the upper ﬂoors there are open terraced gardens with
sitting areas.
The Library contains some of the nation’s most important

collections of documents and archives which are stored in
special low oxygen conditions to reduce the risk of ﬁre. A major
long term project is to scan and digitise the documents held in
the various collections and make them available online.
The Library is a resource for all Birmingham citizens, which
provides, as well as the reference and research functions, a
traditional lending library, a business and enterprise section
to encourage local entrepreneurs, local history, music and ﬁlm
libraries and exhibition areas.
A very interesting visit and tour of an important national
resource for the digital information age.
John Hopkinson, Chair, West Midlands Region

SCOTTISH REGION

Programme of Events
The programme of events for 2015 is currently being put together and will be published in the
next edition of the Journal. In the meantime, two events which will take place next year will be,
The Fife Golf Challenge, organised by Elmwood College HND Golf Management Students, in May;
and the Adam Smith Festival in June – make space in your diary for these events!

10
24

OBITUARY
Mr Neil Arthur who was a Fellow of the Institute and a regular attendee at regional events,
died peacefully at the age of 56 years after a long illness. He will be sadly missed. Our sincere
condolences to his family and friends.
Scottish Region Secretary

31
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A question of
productivity in the
National Health Service

PRODUCTIVITY NEWS

R

unning a healthcare system is expensive. Currently
in the UK we spend about 8% of our Gross Domestic
Product (GDP) on the National Health Service (NHS).
The UK’s Government Ofﬁce for Budget Responsibility predicts
that by 2061, we could be spending as much as 17% of GDP
on healthcare – or roughly half of every pound raised in
government revenue.
NHS England Chief Executive Simon Stevens has set out a
blueprint for further investment in the NHS in the ‘NHS FiveYear Forward View’. It’s an ambitious plan that would see
funding redirected from hospitals into the community and GP
surgeries – where procedures such as minor surgeries or scans
would be carried out – and greater integration between primary
and secondary care. To achieve this blueprint, the NHS needs an
additional £8 billion over the next Parliament (over the existing
real-term budget increases) to overhaul the health service.
The plan, however, is big on vision but lacks detail on how
exactly that £8 billion be spent and, more importantly, when we
will see a return on this investment.
What is really needed is productivity growth in the NHS. To ﬁll
the funding gap, the NHS needs to grow productivity by 3-5%.
It’s currently growing by less than 1%. But at the heart of the
Five-Year Forward proposal is the promise that productivity can
increase from a 0.8% improvement each year to a staggering
3%. A big question mark must lay over the ability of the NHS to
achieve an increase in productivity of 3%, when the NHS record
on productivity improvement is poor.
A bold vision for the NHS is important, but can we be sure that
an additional investment of £8 billion can achieve signiﬁcant
growth in NHS productivity?

Employment law
Employee
developments in 2013 development
and 2014

T

he Chartered Institute of Personnel & Development
(CIPD) regularly produces a series of factsheets
and recently issued one called Employment Law
Developments in 2013 and 2014, which summarises the major
employment law developments and expected changes.
Information given in the factsheet relates to both UK and
European law. It also contains useful links to enable access to
the full text of all the law mentioned in the factsheet.
The fact sheet can be viewed at the following webpage:
http://www.cipd.co.uk/hr-resources/factsheets/employmentlaw developments.aspx
law-developments.aspx

through community
action

T

he Chartered Institute of Personnel & Development
(CIPD) has released a report titled Volunteering to learn:
Employee development through community action. The
report has its primary focus on volunteering activities that
seek to build the skills of young people. This is an interesting
report that clearly highlights the link between volunteering and
employee development.
The report indicates that those employees undertaking
volunteering frequently cited as a beneﬁt, that they gaining
community awareness and a wider appreciation of diversity
within society. Development of coaching and mentoring skills is
also frequently cited as a primary beneﬁt of volunteering.
The full report can be viewed at: http://www.cipd.co.uk/
binaries/volunteering-to-learn-employee-development-throughcommunity-action_2014.pdf
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Academic
productivity

U

Wages productivity
and foreign ownership

G

overnments have presumed that by offering ﬁnancial
incentives to foreign ﬁrms to locate in their country, the
higher productivity of these will spill over to domestic
ﬁrms. Nottingham University Centre for Research on Globalisation
and Labour Markets has undertaken a research project titled
Wages, Productivity and Foreign Ownership in UK Manufacturing.
The research project investigated if there is any productivity or
wage gap between foreign and domestic ﬁrms in the UK and if
the presence of foreign ﬁrms in a sector raises the productivity of
domestic ﬁrms in that sector. The research did indicate that foreign
ﬁrms do have higher productivity than domestic ﬁrms and they pay
higher wages even after controlling for the sectors in which they
are located and the size of afﬁliates. This differential is around 5%
in terms of total factor productivity and wages once productivity
differences are accounted for. The research however found no
aggregate evidence of intra-industry spillovers, although sector
and ﬁrm characteristics inﬂuence how they affect individual ﬁrms.
Firms with low productivity relative to the sector average gain less
from foreign ﬁrms, as do ﬁrms in sectors with low skills and low
levels of foreign competition.
The research also indicated that American ﬁrms appear to be the
most productive and best payers, with the productivity differential
being least for Japanese ﬁrms.
A full copy of the report can be seen at: http://www.nottingham.
ac.uk/gep/documents/papers/1999/99-14.pdf

niversities are becoming involved in a race to ensure
that they secure publication in respected professional
journals. They are seeking to achieve such publication
as it enhances their global university ranking, which assists in
obtaining government funding, better students and lecturers.
This quest for higher academic ranking is limited to a small
group of universities in any country. The vast majority of
universities are teaching institutions and have a limited, if any,
research mission or proﬁle. Only a thousand or so out of the
world’s 18,000 universities appear anywhere in the international
rankings.
There needs to be recognition that most universities are
teaching institutions and their emphasis should be on teaching
and learning – not on improving their research and publication
proﬁle.
Productivity for the majority of institutions in any academic
system should be the measurement of effective teaching and
a careful understanding of what students learn, as well as
ensuring that students who enter higher education complete
their studies.

Portugal’s national minimum wage

A

ccording to the Portuguese Employment Minister Pedro
Motas Soares, Portugal’s national minimum wage rise
must be linked to productivity. He stated: “Any rise in
the national minimum wage is an increase that is here to stay.
It is fundamental to link future rises in minimum salary with the
country’s productivity”.
Portugal’s national minimum wage has been 485 euros per
month since 2011. In September, the Portuguese government
and its social partners, with the exception of the country’s largest
worker’s trade union CGTP, reached an agreement to raise the
national minimum wage by 20 euros to 505 euros per month from
October 2014. Even with this increase Portugal remains a country
with the lowest minimum wage in Southern Europe.

10
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Dementia will cost employers over £3bn

A

recent report by the Centre for Economics and Business
for the Alzheimers Society, has predicted that a growing
demand on workers to provide dementia care to
relatives, will cost companies more than £3bn.
As the population of England ages, the number of people
with dementia is expected to rise to 1.09 million by 2030,
according to the report, which predicts that this will have a huge
impact on businesses, as the number of workers reducing hours,

Engaging youth in
agriculture increases
productivity

P

olicymakers need to adopt a comprehensive approach
to the challenges of youth unemployment by prioritising
higher productivity in agriculture, the World Bank has
recommended. The recommendation follows a recent report by

changing work patterns or even quitting, due to the demands of
caring, is expected to grow.
Findings also showed that the number of people likely to
have left employment to care for people with dementia is set
to rise from 50,000 in 2014, to 83,100 in 2030. Yet, if companies
increased their employment rate of dementia carers by just 2%
over the years to 2030, for example by offering more ﬂexible
terms of employment, the retention of these skilled and
experienced staff would deliver a saving of £415m.
With a growing need for those over the age of 65 to stay in
employment, by 2030, the cost of skills and experience lost from
the workforce due to dementia will rise from £628m to £1.16bn.
Businesses have started to recognise this issue, with 1 in 12
companies (8%) having made attempts to accommodate the
needs of a member of staff with dementia, and more than half
(52.1%) considering taking such action in the future. So far,
more than 20 major businesses have already signed up and are
committed to supporting staff and customers with dementia.
Over 100,000 employees from businesses including Lloyds
Pharmacy and M&S are now Dementia Friends and a host of
other companies such as Barclays, Lloyds Banking Group, Argos,
BT and Bourne Leisure (Butlins, Haven and Warner Leisure
Hotels) have also pledged for their staff to become Dementia
Friends.

the World Bank and Agence Française de Development titled
Youth Employment in Sub-Saharan Africa which projects increased
dominance of small-scale agriculture and household enterprises in
their economies.
Speaking at a youth conference hosted by the University of
Zimbabwe, World Bank senior ﬁnancial sector specialist Jennifer
Chien, said government would need to adopt a holistic approach
tailored for the needs of young people. “The policy advice we
would give is to adopt a very comprehensive approach, so as
not to just focus on vocational training and not to focus on just
increasing manufacturing (sector activity), as well as not focusing
on entrepreneurship, because not everybody wants to be an
entrepreneur,” she said.
Chien said small scale agriculture and household enterprises
which employ less than ﬁve people and are predominantly in the
informal sector, would continue to dominate economic activity. She
also said: “Policymakers need to prioritise higher youth productivity
in agriculture, as well as enable rental markets for land,” adding
that tailor made solutions could be adopted despite the majority of
land in Africa being customarily owned.
Zimbabwe is presently suffering from the negative
economic effects of low foreign investment, low agricultural
and manufacturing sector activity, as well as a high youth
unemployment rate estimated at above 80%.
Chien said that new opportunities existed in agriculture but
youth needed land and support to make it productive. “There is
growing demand for food produced on Africa’s farms, both for
domestic consumption and the export market. A manufacturing
strategy will not solve today’s youth employment challenges, but
will help the next generation,” she said.
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Awaken the Genius within –
A guide to lifelong learning skills
This book explores the importance of lifelong learning and its effect on us as individuals. It explores
the impact that learning can have on our wellbeing and how our learning capabilities are enhanced.
The book consists of eight chapters with each chapter detailing what you will learn in that
section. The ﬁrst covers the brain and details its enormous capacity, explaining that it is a vast
complex of connections networks that circulates information and determines how we think and
act. Subsequent chapters cover the topics of concentration, reading skills, learning maps, learning
from mistakes, lifelong learning skills, memory and creativity.
In this book you will learn how to use your brain more effectively at home, in study, in recreation
and at work. You will also learn how to concentrate better and develop the skills of effective
reading.
The author stresses the beneﬁts of lifelong learning and how learning these techniques will
enhance your creative ability in your personal, domestic and work life, enabling you to become a
more interesting, creative and successful person.
Samuel A Malone is a self-employed training consultant, lecturer and author of 20 books
published in Ireland, the UK and worldwide, on learning, personal development, study skills and
business management. Awaken the Genius Within is recommended reading; it is both interesting
and informative, perfect for students, professionals and all those who like discovering new ideas
and developing their brain power.

AUTHOR:
Samuel M Malone
PUBLISHER:
Glasnevin Publishing
(11 Jan 2014)
ASIN:
B00HTMW83O
PAGES: 226

Capital in the Twenty-First Century
Hardcover
Capital in the Twenty-First Century is a work of originality and rigor which seeks to reorient our
understanding of economic history and confronts us with sobering lessons for today.
What are the grand dynamics that drive the accumulation and distribution of capital?
Questions about the long-term evolution of inequality, the concentration of wealth, and the
prospects for economic growth lie at the heart of political economy. However, satisfactory
answers have been hard to ﬁnd for lack of adequate data and clear guiding theories. In
Capital in the Twenty-First Century, Thomas Piketty analyses a unique collection of data from
20 countries, ranging as far back as the 18th century, to uncover key economic and social
patterns. His ﬁndings will transform debate and set the agenda for the next generation of
thought about wealth and inequality.
Piketty shows that modern economic growth and the diffusion of knowledge have allowed
us to avoid inequalities on the apocalyptic scale predicted by Karl Marx. But we have not
modiﬁed the deep structures of capital and inequality as much as we thought in the decades
following World War II. The main driver of inequality – the tendency of returns on capital to
exceed the rate of economic growth – today threatens to generate extreme inequalities that
stir discontent and undermine democratic values.
This book is a deﬁnitive account of the historical evolution of inequality in advanced
economies; it is also explores capitalism’s inherent dynamics by exploring wealth and income
equalities over the past 200 years. The author challenges the belief that in modern democracies,
growth and productivity make each generation better off than the previous generation.

AUTHOR:
Thomas Piketty
PUBLISHER:
Belknap Press; First Edition
(March 2014)
ISBN: 067443000X
PAGES: 696
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OD strategies:
Installing a lean and continuous
improvement Culture
In this article Philip Atkinson outlines
the key issues which have to be
confronted in order to bring about
signiﬁcant cultural change, by using
OD (organisation development)
strategies to implement lean and
continuous improvement (CI). He
outlines the key steps, the challenges,
and the actions that have to be taken
to embark on this journey using
the ﬁve stage accelerated change
process. He states that lean CI change
initiatives require leadership and the
active commitment of the top team.
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Effective change management in lean continuous
improvement (CI)

T

o understand what makes change work you have to
understand the obverse – what conditions allow it to
fail? They ﬁt nicely under the following headings which
all have solutions focused on the most recent research in
organisation development (OD).
• Failing to understand what lean could do for your organisation
• Lack of leadership
• Failure to focus on strategic direction
• Integration on change with business plan
• Focusing on ‘techniques’ rather than ‘behaviours’
• Doing change to people rather than engaging with them
• Failing to develop a coherent and robust communication
intent and strategy and maintain the momentum to sustain,
interest and motivate

OD strategies are about shaping organisational
culture and behaviour
The contribution of OD (organisation development) to lean
CI is far more effective in bringing about signiﬁcant change
than traditional lean Six Sigma. OD is about applying tested
methodologies including cultural and behavioural change. It
requires a diagnosis and analysis of what is working, what is not
working, and calibrating and reﬁning change strategies to make
change more predictable in generating speciﬁc results.
OD is about developing a holistic approach to organisational
change, drawing upon traditional lean Six Sigma and also the
application of the behavioural sciences. This integration is what
has been sadly missing from the traditional lean Six Sigma
toolkit.
We use an OD model of change based on a hybrid of
the GE model of accelerated change process (ACP) and the
Kotter change model. This focuses on investing in a culture of
prevention and planning. It is critical to focus on our ﬁve stages.
Because change focuses on changing behaviours, there are often
unpredicted ‘unanticipated consequences’ that may arise as you
progress through the change cycle.
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A failure to understand and
access relevant feedback means
that we have no means of
knowing whether we are nearer
to or further away from our goal.
If these ‘unintended consequences’ are neglected or
marginalised, their impact can be compounded and seriously
divert you away from your goal. You have to listen to the
feedback of ‘unintended consequences’ and take serious note
as you progress through this ﬁve stage model. These ‘learnings’
should be factored into the subsequent stages of the ACP
change process.

The ﬁve stage accelerated change process
(ACP) strategy
These stages are process ﬂows of actions created between the
client organisation and internal and external lean consultants.
These stages overlap each other and the actions inherent in
each stage impact on the next stage. Whilst engaging in the ﬁrst
stage, one must have given some consideration to developing
the second, third, fourth and ﬁfth stage.
As stated earlier, change is a systemic process. As we introduce
change in a ‘cultural and behavioural’ system or organisation,
we cannot account for all the activities that arise from particular
actions – these are ‘unintended consequences’. Therefore we
need to seek continual feedback from our actions and adapt as
we see necessary.

Paying attention to feedback is what makes
change work
Paying attention to feedback is the key issue in implementing
change. Without feedback, we do not know if we are on
course or lost. A failure to understand and access relevant

Failing to understand what Lean could
do for your organization

Lean is seen too much as a solution for manufacturing businesses only and has been poorly
applied to the service and the public sector. Only by integrating OD with Lean will the culture
of continuous improvement ever become a reality

Lack of Leadership from the Senior
management Team (SMT)

It is easy to commit and lead the process but many SMT’s lack the will, the momentum or the
understanding to do so. Leadership is about giving direction and promoting strong values by
which the organization can deliver to the customer.

Failure to Focus on Strategic Direction

Without strategic focus any road will get you to where you want to go. If Lean isn’t part of your
competitive strategy, then it’s purely an ‘add on’ which equates to no more than ‘ﬂavour of the
month’

Integration on Change with Business
Plan

Your change strategy should be integrated with your quarterly business plan and strategic
intent

Focusing on Techniques rather than
Behaviours

Until behaviour changes, nothing changes. Focus on behaviours that take you nearer your
customer focused goals

Doing change to people rather than
engaging with them

Trust your people. They are the most important resource you have, treat them with respect.
They can leverage change to bring about signiﬁcant improvement

Failing to develop a coherent and robust
communication intent and strategy and
maintain the momentum to sustain,
interest and motivate

We have yet to ﬁnd an organization that over communicates its intent and purpose for
continuous improvement. Tailor your communication goals and media to address key
stakeholders. Develop media and feedback mechanisms that illustrate whether you are
closer or further away from your goals.
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Methods to Sustain Lean CI

Key Activities

Leadership

• Lead by example
• Make the Change Team core leaders
• Develop a model of Leadership focused on change

Commitment

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

Passion & Enthusiasm

• Energize self before energizing others
• Use every opportunity to talk about the change
• Give motivational talks

Communication

• You cannot over communicate
• Communication is what is ‘received’ not what is sent
• Seek feedback on what people have received

Early Successes

• Document and present success stories
• Spread best practice to all corners of the organization
• Manipulate opportunities for success

Lessons Learned

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

Recognition & Reinforcement

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

Teamwork

• Encourage people to work cross functionally –most problems
reside in processes between functions
• Use ’change’ for team building
• Promote based upon team skills

Resource Allocation

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

Quantifying Progress

• Establish cause-effect relationships especially between a
change in culture leading to business results
• Develop metrics and feedback
• Listen to what people think and feel about the change

feedback means that we have no means of knowing whether
we are nearer to or further away from our goal. And although
feedback is critical in letting us ﬁne-tune our trajectory for
change, little resource and energy is devoted to capturing data
that indicates the extent to which we have made speciﬁc and
tangible progress.
For instance, we can launch a drive for change and run a series
of public presentations outlining the purpose of the programme,
and yet fail to assess the response to it. Many still have difﬁculty
evaluating the effectiveness of even the most basic training
course or workshops. Imagine if you had the attitude of curiosity
and the tools to measure progress during every stage of the
change or project for which you acted as internal lean or CI
consultant, what effect could this have on overall progress?

What to measure – culture and results
The average organisation fails to create the relevant metrics to
use feedback constructively. There is a need to document what it
is that causes results to be achieved and to understand precisely
what elements of the culture can be managed to achieve a
desired goal. Some organisations have not traced a sequence
of cause-effect relationships between ‘cultural and behavioural
inputs’ and ‘business outputs’. The real secret is developing a

scorecard approach between the vision we have for the business,
and the indices, or performance measures, which tell us whether
we are on course or not.
Organisation development is critical to driving change, and the
ﬁve stage ‘accelerated change’ approach is central in utilising OD
tools to implement a culture of continuous Improvement.

Qualitative measures of cultural change
It is possible to highlight speciﬁc ‘behavioural’ practices and
actions that will yield speciﬁc, tangible and meaningful results.
Too few practitioners understand how to build that process into
their organisations. This is a major competency gap for internal
lean Six Sigma OD consultants.
They need to understand not only quantitative, but, more
importantly, qualitative, means of measuring culture and
behaviour change. They need to be able to focus upon the
critical incidents that indicate whether a change has been
accepted or not, or whether a new process is working. The real
secret is to develop the behavioural tools to elicit the feedback
that gives us feedback on tangible progress.

Stage 1: Leading change
Change often fails because it is not led with passion and
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Accelerated Change Process
Sustain Change &
Continuous Improvement
Shape Implementation
& Action Plan

Align all Constituents

Communicate a
Desire for Change

Lead the Change

Those who have designed the
lean or CI change program can
get so excited by it that they focus
more upon communicating the
‘features’ rather than the ‘beneﬁts’.
conviction. People do not commit to change because they fail to
see a ﬁrm commitment from those in Leadership positions. If the
major players in the business fail to consciously display positive
enthusiasm to the change, those who witness this behaviour
will not care either. They will tend to adopt a “sitting on the
fence” mentality. We believe that ‘Without leadership there
is no change’ – so leaders start modelling the way. Those who
sponsor a project or change need to be displaying behaviours
that demonstrate their full emotional support for that project –
lean or otherwise.
The ‘client’ or ‘sponsor’ really needs to exude enthusiasm for

the lean project. If the sponsor or client cannot get excited by
the project, why should anyone else? Their enthusiasm has to
be matched by the internal lean consultant or Facilitator, who
also must express the same energy, commitment and motivation
for working with the client, and this should be widely
acknowledged whenever the project is publicly discussed.

Stage 2: communicating and creating a desire for change
We are constantly amazed by the number of times organisations
have launched an initiative without communicating their
intentions fully to their workforce. This practice is a major reason
why change fails. Before launching lean CI, quality improvement,
customer focus or a cost reduction exercise, organisations should
think through the beneﬁts of informing people in advance of
any roll-out.
People should not be summoned to training Workshops or a
corporate roll out of a new initiative without understanding why
the change in operations is necessary, the tangible beneﬁts that
will accrue to the organisation when the change is implemented
and the role and the responsibility they will be expected to
adopt in supporting the initiative.
The role of change leadership is to inspire people to willingly
commit their own time to organisational improvement. People
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need to be aware that change is in the best interests of the
organisation.

or stakeholders. It is important to work through the core
constituents who would include staff, representative groups,
customers, consumers, end users and user groups, suppliers,
pressure groups, regulatory bodies and the media.
At this stage, mobilise all resources to make sure that the
vision of each stakeholder or constituent will formulate
is consistent with the visions of others. This is a massive
communications exercise not often practiced by those of the
‘rational-technical’ school of lean Six Sigma. Here, we are
focusing attention on the vision of what the business is to
become and should take special cognisance of the style or mind
set and behaviours that are reﬂected in that vision.

Communications strategy and predicting objections

Stage 4: Shaping an implementation plan

When devising any communications strategy, a good start is
to assess likely objections to the communication in advance of
its delivery. Compile a list of objections to the changes you are
trying to implement, and then develop a counter argument for
each, and turn these into positive beneﬁts that will accrue from
commitment to the program. That is the process of creating an
effective communications strategy.
Those who have designed the lean or CI change program can
get so excited by it that they focus more upon communicating
the ‘features’ rather than the ‘beneﬁts’. The features by
themselves are not particularly compelling. Instead, ‘the
beneﬁts’ that the business is about to gain in the future should
be highlighted. Remember to charge the beneﬁts with positive
feelings of emotional intensity. “What will you feel after the
changes have been implemented?” “How will it change your
world?”
People will only accept the change as legitimate if its
rationale, and resulting beneﬁts, are clearly explained.
‘Objection handling’ is a very powerful process for selling a new
initiative. Assess key objections in advance and develop credible
responses that are founded in reality. Then deliver these with
enthusiasm and gusto.
Communication is the key. There are few companies that
over communicate and truly get their messages across. Some
companies devote great amounts of managerial time to talking
at length – but the quality of communication must be measured
by what people receive, not what is sent. Stimulating a deep
curiosity for the change, and selling the beneﬁts, are key issues
needing to be promoted at every opportunity.
The ‘communication’ should create a compelling vision and
motivate people towards that future. Shaping a vision that
people can work towards is a core activity, and is not just
the responsibility of the senior team. It is only through the
interaction of all those involved in a structured process that
speciﬁc visions can be deﬁned.

Change has all too often been introduced into business without
being project managed. There is frequently an over reliance
on training workshops or the application of tools, rather than
relating to the overall implementation and installation of the
project. People need to know where they and their team ﬁt
into the process, leverage points for change and how one factor
causes another to work, as much about the beneﬁts of the
change as the features of what is to happen.
Lean change should be a ‘strategic process’ managed from
the top, but all too often, the management of lean is piecemeal
rather than by design. We need to create and practice a
solid methodology so people can see where they are going,
understand the disadvantages of not committing to lean CI –
comprehend the direction the business is pursuing, and have
a clear understanding of when the future desired state can be
achieved.

Changes should not be
haphazard but directly traceable
and observable, and result from
speciﬁc changes in behaviour.

Stage 3: Aligning constituencies
Time should be devoted to ensuring that everybody involved
in or affected by the change is aware of who does what, when,
where and how. This requires a plan for action with speciﬁc
measures and timeframes with milestones. By examining how
stakeholders or constituencies interact, it is possible to smooth
the transition and prepare for objections in advance, which
leads to the detail in the next stage.
Here it is important to work out the speciﬁc motivations
and degrees of cooperation between various constituents

Stage 5: Sustaining change and continuous improvement
Lean change is not a ‘rational-technical’ process. Experience
shows that for lean to work, it needs to be sustained and
supported by key people in the organisation. It is not enough to
run or launch an event and believe it will implement by chance
without further stimulus. Effective change needs to be fuelled
by enthusiastic people, feeding back success stories of how the
change has beneﬁted the organisation.
Change is not a single inoculation to the system. It should
be a transfusion of positive energy, injecting new life-blood at
the right time into those areas of the business that need rapid
revitalisation. We must also remember that as we are feeding
one particular initiative, other projects may also be competing
for attention and scarce resources, taking the attention of
people. Sustaining a drive will determine the effectiveness
of the initiative, and will tell us how well we managed to
institutionalise the change into the organisation to become
‘business as usual’.
Our overall goal is to continuously reinforce the message
of the beneﬁts of the program in a very visible and tangible
manner. The change has to be integrated into the evolving
culture of the business to become the norm, and there will be
many instances of how processes will require redesign to take
account of improvements and an enhancement to how your
work is accomplished.
When we compare the effectiveness of the ‘traditional’ to
the ﬁve stage accelerated change process we ﬁnd (see diagram)
that because we have invested much more time into leading
the Process (Lead), and taken the time to communicate the
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Effectiveness of Change Processes
Accelerated Change Process
Traditional Change Process

Lead

Comm

Align

Action

CI

lead

Comm

Align

Action

CI

Diagram on Change Effectiveness: Methods & Key Activities.

intent of the lean CI drive (comm), and taken time to align all
stakeholders and constituencies (align), and developed a ﬁrm
and robust implementation plan (action), we are in a much
more powerful position to see that continuous improvement (CI)
becomes a dominant element or driver of the culture.
It is incredibly important that people understand the tools,
processes and techniques for leveraging change. For this reason,
it is important to have a common core of knowledge and
techniques that can be applied and documented.

Integration of lean CI & OD is vital
The ﬁnal area in ‘sustaining change’ is measuring, monitoring
and quantifying progress. It is important to quantify the change
in the culture because most people cannot directly link business
improvement and results to a culture change driving lean CI.
Culture change is establishing strict causal relationships between
the culture of the business and performance improvement.
We should be able to quantify the relationship between
business process improvement and bottom line results, equate
effective teamwork with customer retention, or the acquisition
of training skills to winning new customers. That’s why we
have to integrate lean with OD. If we fail to form cause- effect
relationships, why should anybody commit to the changes?
Changes should not be haphazard but directly traceable
and observable, and result from speciﬁc changes in behaviour.
Monitoring change should reﬂect key milestones and build
further commitment and momentum for the future. We need to
strive continually to monitor and quantify progress. If we train
and educate, and observe changes in behaviour, we can reward
those behaviours. These behaviours become welcoming beacons
illustrative for others in differentiating behaviour’s which we
encourage from those we do not.
These changes themselves will result, at some stage, in
realignment of the infra-structure of the business and the way
work is performed. Finally, we need to develop not just the
ability to change, but also the capacity to change. Our overall
vision is to build this capability of lean CI into the infrastructure
and culture of the business.
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Transforming public services
Public services impact directly upon individual citizens and organisations,
including businesses and their customers, clients and employees,
says Professor Colin Coulson-Thomas.

T

he quality of the services provided by public bodies is an
issue for business and community leaders, in areas ranging
from education and health to transport infrastructure,
the quality, price and availability of different utilities and the
effective management of the economy.

Challenges facing public services
Public sector organisations in many countries face ﬁnancial
constraints and/or increases in demand that are outstripping
available resources. Previous options such as extra funding,
bringing in expensive consultants, or recruiting additional and
high quality staff to meet the ambitions of policy makers might
not be affordable.
At the same time, users, tax payers and voters – and their
elected representatives – are often impatient for responses and

results. While still calling for improvements and new initiatives,
they may not be prepared to wait for multi-year transformation
programmes to deliver results, even if these were cost effective
and likely to succeed.
As expectations rise and new possibilities emerge, many public
sector leaders face the challenge of doing more with less. How
can they work with the people they have, as well as existing
budgets, to quickly build higher performance organisations that
can achieve multiple objectives and provide clear beneﬁts to
various stakeholders? Are there approaches that management
services practitioners can deploy to enable reform?
Around the world policy makers are introducing
e-Government initiatives and the greater bandwidth that
cabling up can provide, is leading to intelligent homes and smart
communities and cities that provide citizens with new working
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Many boards should question
the approaches, initiatives and
programmes being adopted
to create high performance
organisations.
and lifestyle options. Annual entries to The Next Generation
Digital Challenge Awards document achievements in urban and
rural areas. Is it possible to have quicker impacts using existing
people, current infrastructure and technologies that are widely
available?
In the report Transforming Public Services the author sets out
one approach for ‘squaring the circle’ that does not require any
fundamental restructuring or a ‘change of culture’. It can be very
cost-effective and will be referred to as ‘performance support’,
which aims to make it easier for people to excel at difﬁcult jobs
such as those encountered by staff in demanding ‘frontline’ roles
in public services.

New public management
Quite independently of the state of public ﬁnances there is a
desire for ‘improvement’ and ‘modernisation’. The term ‘new
public management’ has been applied to a combination of
policies and initiatives introduced in a number of countries since
the 1980s to change how public services are delivered.
In the UK, the Modernising Government initiative has sought
to develop responsive, more integrated and quality public
services for the ‘information age’. However, the suggested route
to seeking greater value for money and quality involved using
four rather general tools, namely the EFQM Excellence Model,
Investors in People, Charter Mark, and the ISO 9000 quality
certiﬁcation process, rather than more direct approaches such as
performance support.
Public service managers have been encouraged to become
more concerned with the quality of services, efﬁciency,
effectiveness and value for money and to learn from experience
in the private sector. One hopes they will learn from mistakes
that have been made and initiatives that have not delivered.

Implementation experience
In various countries while initiatives have been launched by
Ministers with attendant publicity, much of the implementation
has been broad brush and disruptive. In some cases almost all
of the public sector has been targeted by new initiatives and
‘fundamental’ changes have been sought.
Many boards should question the approaches, initiatives
and programmes being adopted to create high performance
organisations. Too often these activities are general, expensive,
time consuming and disruptive. By the time they deliver,
commissioning organisations can face a very different set of
challenges and opportunities, and requirements may have
changed.
One of the handicaps of performance support is that its
introduction does not create the photo opportunities associated
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with other initiatives, and with its focus upon particular work
groups, it may seem less dramatic and newsworthy than wider
restructuring. And yet the greater focus and concentration upon
helping people rather than changing the culture or structure
within which they work can have a quicker and more signiﬁcant
impact on the relevance and quality of services.
Performance support can have a direct impact on work group
productivity, by working with the people one already has, which
differentiates it from other approaches that seek to change
attitudes and develop skills and competences in the hope that
improvements in performance will follow. Support tools can
make it easier for all members of diverse and scattered work
groups to excel.

Public service culture and values
Within the public sector there are entrenched attitudes and
importance is attached to public service values and ensuring the
right ‘culture’ is in place. Various initiatives and programmes
have been introduced to ‘reform’ or ‘modernise’ inherited
structures, processes and practices, and build more ‘responsive’
organisational cultures. It can take a long time to bring about
the required changes,
Much discussion of corporate culture is from a ‘top down’
perspective and assumes the existence of a single and relatively
homogeneous culture. Yet certain activities can require distinct
attitudes and approaches, and a number of different cultures
may in place. Public sector bodies may also need to recruit,
engage with, and serve people from a wide range of cultural
backgrounds.
In some public service contexts, efforts to ‘change’ a culture
may be unnecessary and unjustiﬁed in view of the disruption this
can cause and the much greater beneﬁts that could be obtained
from the performance support. It may make more sense to allow
relevant cultures to evolve and to take account of them and
work within them.
When setting out to ‘cut bureaucracy’ and encourage
more entrepreneurial behaviours, it does not make sense to
use approaches that focus upon bureaucratic structures and
processes. Performance support can work in a range of contexts
and need not be dependent upon any efforts to ‘change’ a
corporate culture. Its focus is on liberating and supporting
people in the front line and enabling them to innovate.

Initiative overload
A complicating factor in many areas of the public sector, can be
the sheer number of different initiatives being implemented
whose time-scales may differ. Those who are already under
pressure may resist taking on responsibility for additional
‘local projects’ that could be beneﬁcial and give priority to ‘top
down’ changes relating to the introduction of new Government
policies.
The confusion and pressures caused by overlapping initiatives
may account for the lack of attention sometimes given to
thinking through their implications, carefully planning their
implementation and assessing their impacts. Where people feel
overwhelmed, performance support can present what is relevant
and should take priority at an appropriate time. Changes can be
highlighted and explained.
Where key work-groups are already overloaded and a
system is showing signs of stress, proposals for new activities
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Much discussion of corporate
culture is from a ‘top down’
perspective and assumes the
existence of a single and relatively
homogeneous culture.
that are not mandated from the centre may be rejected. In
reality, the relatively quick paybacks and implementation times
for performance support projects mean that its use may not
adversely impact on other initiatives, while it could be a vehicle
for the more rapid realisation of some of them.
However, senior management focus on high cost areas and
other priorities such as recent departmental circulars and
Ministerial announcements can sometimes result in cost-effective
but lower budget initiatives, that could have signiﬁcant impact
on core services and deliver multiple beneﬁts being overlooked.
If this is the case, the strategic signiﬁcance of performance
support may need to be explained.

Change and continuity
Within some areas of the public sector restructuring, new
initiatives and other changes are so frequent that many
managers appear to spend more time on ‘managing change’
than ‘delivering better services’. When projects that can last
for one or more years are adopted senior people may have
moved on before results are achieved. Successors may feel less
commitment to them and to survive initiatives may need to
deliver results more quickly than has been the case in the past.
The Transforming Public Services report sets out a quicker and
less disruptive and stressful way of securing beneﬁcial impacts
that is more likely to engage and be perceived as helpful by
work groups in direct contact with the public. Its value should
not be overlooked because it may appear pragmatic and it is
portrayed as ‘bottom up’.
Many past initiatives have been associated with working
people harder, ‘command and control’ and distrust. Too
often the focus has been upon ‘leadership’ and various topdown initiatives to increase performance rather than their
consequences for those involved in delivering public services.
More attention needs to be given to helping those in the
‘front-line’. The focus of performance support is upon making it
easier for people to undertake key and stressful ‘frontline’ jobs.
Its implementation involves working with people to identify and
address sources of anxiety and pressure.

Drawbacks of prevailing approaches
A fundamental restructuring or reorganisation has implications
for continuing relationships. Opportunity costs can also be
high when people are distracted with internal organisational
concerns. Changing a corporate culture, attitudes, processes
and ways of working and learning with the approaches that
are widely adopted, can take a number of years. The high costs
involved can strain public ﬁnances.
The fact that so many public initiatives have to be
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accompanied by costly ‘internal communications’, ‘engagement’
and ‘management of change’ programmes suggests their merits
may not be immediately apparent to those who are expected to
adopt or implement them. Similarly, the efforts being devoted in
many organisations to reaching and motivating people suggest
these initiatives are incomplete.
Inﬂated terminology can lead to unrealistic expectations.
For example, a project to put in a new computer system might
now be called a ‘transformation’ programme and be run by a
‘programme management ofﬁce’ rather than a project manager.
After much time and expense the beneﬁts experienced by users
may fall short of a fundamental change in the performance of a
public service.
The status quo is supported by vested interests and there are
those who stress the complexity of what needs to be done and/
or the fact that very few people may comprehend difﬁcult areas.
However, what if there were a simpler approach and it were
possible to get many more and average people to understand?

Leading, managing and helping
Should we change the emphasis from managing, motivating
and leading people to helping them? Perhaps there should be
more emphasis upon following the changing requirements and
aspirations of citizens, customers and users, and making it easier
for them to secure the assistance they need to achieve their
objectives.
Persistent problems have been approached from a ‘senior
management’ rather than ‘frontline’ perspective, for example
driving change through an organisation rather than helping
people to cope. With more of an emphasis upon providing
support, much of the effort that has been devoted to
‘transformation’ and ‘change management’ might have been
unnecessary.
Attempting to drive a policy through an organisation, rather
than helping people to achieve the outcomes it is seeking
to bring about, can be a mistaken policy. People need to be
helped to be responsible and excel. Strengthening the roles of
managers and weakening frontline roles and professionalism
can reduce a body’s ability to innovate, cope with multiple
challenges and deliver better public services.

Tools of the job
Tools of various types are a widespread form of help and/or
support. Evidence of the use of tools can often be found at
prehistoric settlements and resorting to them is not solely the
prerogative of our species. Other creatures also use implements
of one form or another to do certain things, for example using a
stick to poke into a hole or utilising a large and ﬂat stone to act
as an anvil when breaking a shell.
Some tools are relatively simple, while others may be quite
complex. A chronometer to aid navigation can appear a work
of art in its own right. The impact of relatively simple tools can
be profound. Their very existence and use can help to raise both
ambitions and achievements, for example from wooden hut to
medieval cathedral.
Craft workers generally assume the tools of their trade will
be available before accepting a commission to undertake an
assignment. Many basic building tools have survived the test of
time and those used today would be recognised by medieval
masons. In other ﬁelds tools have rapidly evolved, although in
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Interactive support tools can
guide people through complex
healthcare processes that may
involve a number of organisations.

some cases there may still be some evident links with the past.
Thus the surgeon’s knife might today be wielded by a ‘robotic’
machine.

Supporting knowledge workers
Knowledge workers also use tools, approaches and
methodologies to help them in their work and these too
have changed and evolved over the years, for example from
abacus and slide rule, to mechanical and electronic calculators.
Assistance and support can come in many forms from tax tables
to particle accelerators.
Many professionals would not undertake assignments without
the appropriate tools for handling those aspects that might be
difﬁcult to undertake without them. Similarly, knowing when
to seek help and support, and from whom or where it might
be forthcoming, is taken as the mark of an experienced and
informed practitioner.
However, in some arenas and many organisations, appropriate
support is neither sought nor given. This is particularly so in
management and business. Achieving results is regarded as
a matter of ‘leadership’ or ‘communication’. ‘Leaders’ are
expected to exhort, inspire or motivate others to perform.
Sometimes, however much people are cajoled or ‘set alight’,
they may underperform if they lack proper tools.

Providing performance tools
League tables suggest signiﬁcant variations in performance

across public sector workgroups. The author’s investigations
suggest a relatively small proportion of people excel at most
of the activities examined, while there is a long tail of barely
adequate performance. Often, the more able are found to be
engaged on similar tasks to those occupying the time of less
competent colleagues.
Many situations have been encountered in which considerable
effort has been devoted to a combination of motivating
rhetoric, pressures, ﬁnancial bribes and other incentives, but
little has been offered by way of practical assistance to help
people to do what is required. Development, transformation
and other programmes, may fail simply because people are not
given the ‘tools of the job’.
Some tools are concerned with managing the process of
change through bureaucratic organisations rather than directly
helping people in the ‘frontline’. What has often been missing
is a cost-effective way of capturing and sharing critical success
factors and what high performers do differently. Performance
support does this and makes relevant help available in an easily
accessible form, as and when it is required.

Horses for courses
There are a number of ways of delivering performance support.
Small groups in particular places can be reached by personal
intervention. Putting missing critical success factors in place and
adopting more effective approaches can have a dramatic impact
and enable average performers to raise their game.
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Simple checklists like those issued by the WHO to cover
surgical procedures can signiﬁcantly reduce complications and
inpatient deaths. Long checklists, beloved of best practice codes,
deﬁnitions of standard competences, and some methodologies
may not do the trick, but short ones that capture the essence
of what high performers do in certain situations can be very
effective.
New technology may not be required. It is when larger
numbers of people doing more complex tasks in a variety
of locations have to be simultaneously engaged, and the
drawbacks of traditional training and dissemination are
encountered, that technology enabled performance support
may be very cost-effective.

Adopting performance support
The focus should be upon the help needed by people
undertaking key jobs that have a signiﬁcant impact upon the
public and the achievement of policy objectives. The delivery
mechanism needs to be appropriate for the situation, whether
personal intervention, a simple checklist or a more sophisticated
tool. More successful adopters choose the most relevant and
appropriate elements to deploy in a given situation.
To take an example, performance support enables doctors
to work with patients to increase their understanding of their
own health and devise options for improving it and adopting
a healthier lifestyle. Healthcare and environmental issues and
options can be explained. Tools could also help patients to make
more and better decisions about their own lifestyle and care.

Pathway support
Pathway support can help a citizen to understand whom to
contact and at what points in a public service process. It should
provide the local information required and could include
diagnostics to help users to better understand relevant needs,
issues and options. Ideally, relevant elements of what has been
captured should be made available to those later in the process,
for example to enable ‘joined up’ responses.
Interactive support tools can guide people through
complex healthcare processes that may involve a number of
organisations. They make it easier for doctors and patients, by
only providing information that is relevant to the stage they
are at within an end-to-end process from initial assessment,
through diagnosis to effective treatment and after care. At each
step suggested options may be presented according to what has
been captured about a patient’s situation and condition.

Supporting self care
To illustrate how people can be helped to help themselves, let
us consider the case of patients with long-term conditions. If
the ability of these people to self-care into older age could be
increased it would reduce pressure upon healthcare resources.
A three month feasibility study examined how performance
support could help.
The study team selected psoriasis and set about creating
a support environment for people with this condition
(approximately 2-3% of the UK population). With the help of
Julie Van Onselen, a specialist dermatology nurse, a toolkit was
designed to take users on a journey that starts with improving
understanding of their condition, through practical day to day
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management of it, and culminates in a personalised action plan.
Impact assessment was carried out by Bournemouth University.
Although many of the users were not as computer literate as
adopters in other ﬁelds, and already had some appreciation
of their condition, the University’s ﬁnal report states that they
found a signiﬁcant increase in the index used to measure ability
to self care among toolkit users. About a half of the group
reported that the information, greater understanding and
support it provided had made a difference to how they manage
their condition.

Evolution or change of direction
A succession of top down initiatives have put public sector
employees under pressure, without achieving the productivity
and other improvements needed to address the challenges
facing many areas of the public sector. Yet huge returns
on investment of over 20, 30 or 70 times have been quickly
obtained by early adopters of performance support and multiple
objectives can be simultaneously achieved.
For some public sector bodies performance support might
represent a ‘next stage’. In others it could be seen as a change
of focus or emphasis, or as a better way of addressing certain
challenges and delivering particular objectives. Its selective
use can improve the performance and effectiveness of key
work groups and contribute to the achievement of multiple
objectives. More widespread use can beneﬁt many activities.
Performance support could represent a possible ‘add on’ to
an existing transformation programme that leverages other
investments that have been made, and achieves a more visible
and quicker impact. What is being suggested is that existing
organisational initiatives be questioned and reviewed, and
an alternative and complementary route to creating a high
performance organisation explored.

Facilitating evolution
Many organisations are failing to reap the beneﬁts of providing
better support to those who are best placed to deliver a range
of policy objectives. Key decision makers should consider what
they can do to help people to excel at difﬁcult jobs, for example
by ensuring they understand complex areas, have appropriate
tools, and are enabled to emulate the approaches of high
performers in the areas concerned.

For some public sector bodies
performance support might
represent a ‘next stage’. In
others it could be seen as a
change of focus or emphasis, or
as a better way of addressing
certain challenges and delivering
particular objectives.
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Once a new performance support framework has been put in
place, appropriate links can be made with existing processes and
activities that are relevant and add value. Doing this sometimes
reveals other activities that are peripheral, or have been
developed in excess of what is actually required. The latter often
happens when organisations seek to be ‘excellent at everything’,
irrespective of the impact of the activities in question upon users
or the achievement of priority objectives.
By initially concentrating on key work groups, the
introduction of performance support can enable boards and
senior management teams to introduce new ways of excelling
at critical activities,, while less essential ones are scaled back.
As a result, it may be possible to discontinue or replace some
activities rather than devote time and effort to reforming them.

Conclusions
The acid test of change or transformation initiatives is whether
citizens can see or feel the difference. Performance support
impacts directly upon the behaviours of ‘frontline’ work groups
and its implementation can be largely independent of cultures,
values and motivations. People embrace the support provided
because it makes it easier for them to do difﬁcult and stressful
jobs, while ‘blockers’ can prevent outputs that breach policies,
guidelines and required standards.
Applications can increase understanding, boost performance,
reduce costs, speed up responses, alleviate stress and ensure
compliance. Services like healthcare, which impact upon all our
lives, can be transformed. People can be helped to take more
informed and responsible decisions.
Public services can be transformed. Performance support
is a proven, quick, focused and cost-effective alternative to
general, time consuming and disruptive initiatives and expensive
transformation programmes. Capturing and sharing critical
success factors for key activities, and what high performers do
differently, can enable 24/7 support to be provided to average
performers wherever they may be.

Further information
Transforming Public Services by Colin Coulson-Thomas which
summarises the ﬁndings of a ﬁve-year investigation into
the most cost-effective route to high performance public
organisations is published by Policy Publications and can be
obtained from www.policypublications.com

Author
Professor Colin Coulson-Thomas, has helped over 100 clients
to improve director, board and corporate performance. He
is also an experienced NED and vision holder of successful
transformation programmes. Colin is the author of over
40 books and reports, including Transforming Knowledge
Management, Talent Management 2, Transforming
Public Services, Winning Companies; Winning People and
Developing Directors. As chairman of Adaptation he has
received international recognition for his work as a change
agent and transformation leader. He has held professorial
appointments in Europe, North and South America, the

Middle East, India and China, and a variety of private board
directorships and public sector appointments at national and
local level. Formerly the world’s ﬁrst professor of corporate
transformation, he currently advises organisations at home
and abroad on transforming performance and knowledge,
talent and change management. His current roles include lay
membership of the General Osteopathic Council, and being
chair of the risk and audit committee of United Learning and
a member of the business school team at the University of
Greenwich. He can be contacted at colin@coulson-thomas.
com or via www.coulson-thomas.com and his latest books and
reports are available from www.policypublications.com.
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Work reconsidered
Increasing productivity with humaneering (part 2) by James Pepitone.

A

company’s intellectual capital includes both human
capital, the inherent potential of its employees to create
economic value; and structural capital, the non-physical
infrastructure that enables human capital to function. When we
speak of human capital we might quickly think of employees,
whereas human capital refers more speciﬁcally to the
employees’ potential to create economic value. This potential
needs to be harvested, of course, which is why structural
capital – infrastructure like an engaging organisation, efﬁcient
processes, effective systems, and a supportive culture – is so
important.
As suggested by the aphorism, ‘a rising tide lifts all boats’,
investments in structural capital tend to have a powerful
leveraging effect on a company’s investment in human
capital. The company that enables its human capital with
highly supportive structural capital, will realise higher levels
of employee productivity, thereby maximising the yield on its
human capital.
Work design is among the best investments in structural
capital. Continuous improvements in work design during
the past century have created unprecedented increases in
productivity. Most of this investment has been made to apply
engineering principles to standardise, mechanise, and automate
the physical tasks of manual workers so as to increase efﬁciency,
scale, and control, while altogether reducing dependence on
employees. It is the success of these efforts that has reduced the
number of employees who now perform predominantly manual
work to one-tenth of their number in the 1950s.
As Peter Drucker wrote in Post-Capitalist Society (1993),
“The new challenge facing the post-capitalist society is the
productivity of knowledge workers and service workers” (p.83).
He further makes the point that these workers now account for
more than 80% of the work force in developed countries and
their productivity has not improved in 50 years. “Unless we can
learn how to increase the productivity of knowledge workers
and service workers, and increase it fast, the developed countries

will face economic stagnation and severe social tension. People
can only get paid in accordance with their productivity,” (p. 84).
Knowledge and service work creates more economic value
when each individual worker adapts to each unique situation (or
opportunity) and responds with a customised effort that seeks to
maximise the economic value created. The employee transforms
this opportunity into economic value through their own unique
combination of capabilities deployed in a complex human
process utilising inspiration, empathy, creativity, persuasion, and
many other uniquely human behaviours.
Many organisations have learned through costly experience
that the methods that increase the productivity of the physical
tasks of manual workers are often counterproductive when
applied to the knowledge and service workers’ primary
responsibility of creating economic value from opportunities.
Standardising the performance of knowledge and service work
removes discretion that may be vital for employees to maximise
the value created for clients and customers.
Effective methods for improving the productivity of
knowledge and service workers will need to focus, not on
standardising tasks or replacing workers with machines, but on
supporting a company’s human capital so that employees realise
more of their human potential to create economic value. This
can be accomplished with a different approach to work design
that utilises humaneering to enable workers.

Need for a new applied science
Part 1 of this article (Autumn 2014) discussed the origin
of humaneering, an emerging applied science that utilises
the inherent biological, psychological and social nature of
employees to improve the productivity of knowledge and service
work. Next, it discussed one of humaneering’s many ﬁeld trials
within the operations of major companies, brieﬂy recounting
part of the experience and perceptions of a host-company
corporate executive and his operations manager. The article
concluded with the takeaway perceptions of the engineering-

Management Services
Winter 2014

27

In effect, humaneering closes the science-practice
gap on the human side of business operations,
both increasing the yield on human capital and
simplifying the management of human work.

Hierarchy of System Complexity*

HUMANEERING

Figure 1

ENGINEERING

Human
sciences
explain

Physical
sciences
explain

Level

Added System Characteristics

Operational Issues

7. Social

Shared value system, direction, and action
Shared meaning
Social construction (create meaning)

Collaboration, teamwork, spirit, synergy, culture,
and transformation
Development (constructivist learning)

6. Human

Self-consciousness and self-concept
Self-reﬂexive knowing
Capacity to produce, absorb and interpret
symbols (language, behaviour, culture)
Sense of passing time
Will, intention, trust, emotion, etc.

Sense-and-respond capability
Education (cognitivist learning)
Service work (perceive complex needs, then adapt
resources to deliver response that creates value)
Knowledge work (creation, discretion)
Responsibility work (able to respond)

5. Animal

Increased mobility and division of labour
Self-awareness and personality
Specialized sensory receptors
Highly developed nervous system
Knowledge structures (based on symbols)

Sense-and-react capability
Training (behaviourist learning)
Conditioning (standardization)
Incentive/threat; reward/punishment
Task work (do what when told)

4. Cell

Living system (alive and adaptive)
Self-maintaining
Self-reproducing

Adapt to environment
Workaround physical constraints
Most-elementary living system

3. Machine

Cybernetics (closed system regulation )
System control (thermostat)
Process feedback

Most-complex machine system
Autonomous control machines
Stable, self-regulating systems

2. Clockwork

Dynamic
Cyclical events
Simple motions – regular or regulated
Equilibrium (balance)

Linear cause and effect
Synchronous work
Management by objectives
Time-based work

1. Framework

Labels and terminology
Classiﬁcation systems

Foundation of organised knowledge

* Based on Boulding, K. E. (1956). General systems theory—The skeleton of science. Management Science, 2: 197-208.

educated operations manager regarding humaneering and its
application and potential.
This article builds on that picture of humaneering, ﬁrst by
discussing the importance of work design as structural capital,
with no less compelling potential for the human side of
operations than a century of work design on the physical side of
operations has demonstrated. Next, it unpacks human work into
two types of activity involved in all job roles, so as to illustrate
that humaneering is substantially different yet complementary
to engineering. Finally, this article concludes with a snapshot
of several additional ﬁeld-trial applications of humaneering,
making the point that in virtually every operation, humaneering

brings fresh perspective, new methods, new insights and new
solutions that altogether result in productivity increases not
available with engineering alone.
The perspective of humaneering through the experience of an
engineer is purposeful, because engineering is applied physical
science and the current basis for work design and management.
The achievements by organisations made possible with
engineering seem unending. And yet what can be overlooked
in our admiration for engineering are its limitations. There are
some things that engineering is not good at, not intended for,
and not capable of achieving. One such limitation is the type
of work that engineering can make more productive. Based
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largely on the physical sciences, engineering is limited in its
ability to explain, develop and apply human nature’s biological,
psychological and social capabilities.
One of the early system scientists, Kenneth Boulding, puts this
limitation of engineering into perspective. In his seminal article,
‘General Systems Theory: The skeleton of science (1956)’, he
appeals to scholars to recognise that each discipline of science
“corresponds to a certain segment of the empirical world, and
each develops theories which have particular applicability to its
own empirical segment” (p. 197).
Then to organise and more clearly relate these empirical
building blocks of nature, Boulding describes a hierarchy
based on the complexity of system behaviour (see ﬁgure 1).
This hierarchy is helpful in illustrating the limit of engineering
principles and methods to explain, develop and apply human
nature. It also suggests the needed scope for a new applied
science capable of harvesting the full productive potential of
people.
To manage companies during the industrial era, business
leaders learned how to bring people together to do things in
large scale with ever improving productivity. In meeting the
challenges of that time, what we now know of as classical or
modern management was conceived. Management pioneers
like Henri Fayol, Frederick Taylor, Henry Ford and others, applied
the operating principles of machines to workforce challenges.
By 1915, most of the methods and tools of work design and
management now utilised were developed.
History records the experiments at Western Electric’s
Hawthorne Works in the 1920s, as the ﬁrst formal application
of human science to human work. History also records that
Frederick Taylor was sensitive to worker issues and tried to
include more consideration for workers into his teachings,
yet his mechanisation-minded business-owner clients had no
interest, and the material was dropped. Even today, the better
known human-science-based practice disciplines (eg, leadership,
organisation development, organisation behaviour) are treated
by most managers as little more than good ideas to consider.
Humaneering was ﬁrst conceived in the late 1930s, as noted
in more detail in Part 1. Yet only now do we have the ability to
integrate the many relevant disciplines necessary to develop a
humaneering applied science that is sufﬁciently robust to guide
the design and management of work, performed by people to
higher levels of productivity. In effect, humaneering closes the
science-practice gap on the human side of business operations,
both increasing the yield on human capital and simplifying the
management of human work.
There is no disputing the fact that the physical sciences
are more fully developed that the human sciences, and that
engineering is more complete and robust an applied science
than humaneering will be for decades. Humaneering’s
importance is established not because it has years of effective
application and numerous high-proﬁle success stories to
share, but because it is the future of workforce productivity
improvement and will take its users to the frontier of more
productive people-dependent operations.

Managing with work design
Organisation members create economic value when they
effectively fulﬁll one or more process roles. Each such role is the
nexus of a complex work system within which individual workers

perform. Each worker’s performance is determined by two
principal forces: (1) the extent to which the worker’s motivation
and capability for the work are engaged, and (2) the extent to
which the worker’s performance is enabled and constrained by
the many work-system inﬂuences impacting the worker.
As many operations scholars have asserted (eg, Deming,
Juran), a job role’s work system has substantially greater impact
on work performance than does the worker performing in
the role. A skillfully designed job role can maximise every
incumbent’s potential for economic value creation, whereas a
casual or fragmented design inevitably results in unintended
performance constraints that limit potential. Not only does it
yield higher performance, a skillfully designed job role provokes
fewer people problems and requires substantially less time to
manage. When existing roles are skillfully redesigned, the result
is substantial improvement in performance and productivity, and
in worker and manager satisfaction.
Humaneering-based work design begins with consideration of
the worker’s opportunity and their potential to utilise discretion
to create value. Imagine that there are fundamentally two
types of work, one that prohibits worker discretion (ie,
standardised task) and another that depends on worker
discretion (ie, adaptive responsibility). The ﬁrst speciﬁes the
worker’s activity, knowing that if the instructions are followed
without variation that the desired result will be achieved.
The second speciﬁes the worker’s opportunity and leaves the
determination of appropriate behaviour up to the worker.
For simplicity, and to bridge a myriad of terms that are
used to describe work, the scholars developing humaneering
decided to call these two kinds of human work Type 1 and Type
2 respectively. Type 1 work is ideally designed for machine-like
performance and relies on engineering principles to achieve
this objective. Type 2 work is ideally designed for human
performance and relies on humaneering principles to achieve
this objective.
Type 1 work is a standardised task that requires nondiscretionary behaviour such as performing speciﬁc work as
trained, following instructions, or doing exactly as told. This
work relies on worker attributes like endurance, obedience,
diligence, and intelligence. Type 1 work was pioneered by
Frederick Taylor and others in the late 19th and early 20th
centuries, and is credited with enabling millions of people to
transition into and become quickly productive at industrial
work. Essentially, this work is designed to minimise the mostly
physical contribution of workers to essential functions that
cannot be economically mechanised or otherwise eliminated.
Type 2 work is an adaptive responsibility (ie, response-ability)
that requires discretionary behaviour such as taking initiative,
solving problems, or creating things. This work relies on worker
attributes like expertise, commitment, initiative-taking, and
creativity. Type 2 work was once limited to the roles of business
owners and managers, but within the past century has come to
be a substantial part of the work in most job roles. Essentially,
this work requires the full potential of workers to perceive a
complex situation and respond with the best possible action for
maximising the economic value created.
All job roles are a blend of these two types of work, as
illustrated in ﬁgure 2. Even a highly mechanised factory job role
includes opportunities for workers to utilise their discretion,
perhaps offering suggestions for improvement or supporting
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Role Design
Archetypes:
Core Challenge
Objective:
Solution:
Role Examples:

Type 2 Work
Requires informed discretion
Adapt and improvise for the situation
Variation is a source of value

50/50
70/30

Type 1 Work
30/70

Requires disciplined compliance
Strictly follow standard work
Variation is a source of waste

Creation

Service

Logistics

Production

Not Clear
Not Clear

Not Clear
Clear

Clear
Not Clear

Clear
Clear

Executive
Entrepreneur
Author/Artist
Researcher
Inventor

Manager/Supv
Solution Seller
Entertainer
Analyst/Engr
Doctor/Nurse

Administrator
Product Seller
Call Centre Rep
Bank Teller
Pilot/Driver

Processor
Order Taker
Labourer
Food Preparer
Assembler

a special project. Even a high-discretion client-development
job role includes standardised tasks, such as required training
or submission of required reports. It is often the proportion of
Type 1 and Type 2 work that gives a job role its character and
its appeal to individual workers. As ﬁgure 2 illustrates, this
proportion also has signiﬁcant impact on work design and on
selection of ﬁt-for-purpose workers.
One particular difference between Type 1 and Type 2 work
illustrates especially well, how the design of each requires
different work design principles. This difference is that for Type
1 work variation is a primary source of waste, whereas for Type
2 work variation is a primary source of economic value. This
one fact makes clear the potential negative impact of misusing
engineering principles to design Type 2 work, and potentially an
equally negative impact of misusing humaneering principles to
design Type 1 work. This distinction between Type 1 and Type 2
work has proven to be a critical insight that emerged from the
humaneering development process.

Increasing productivity anywhere people work
Today’s approach to work design and management strives
to treat all work as Type 1, thereby ignoring most human
potential and substantially underutilising human capital.
This approach has been remarkably effective in delivering
continuous productivity increases as the physical work of more
and more manual workers was standardised, mechanised or
eliminated. During this same period, the human potential to
create economic value has been largely under utilised, in part
contributing to the situation today where too many workers are
not engaged in their work and not inspired to perform at their
personal best.
The resulting economic and human costs weigh down today’s
organisations. Companies don’t get the productivity they pay for
and executives never see the business results their organisations
are capable of creating. Widespread organisational norms today
are under utilised human capital, human inefﬁciency and waste,
worker frustration, low engagement, and now the inevitable
result, a talent shortage, as workers seek alternatives to regular
employment.
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Figure 2.

A steady stream of insights and advocates for dealing with
this situation emerge from academia and the marketplace for
ideas, yet typically fail to arouse management or over promise
and under deliver. Academic research is by design fragmented,
and it is rarely focused on needed solutions or ﬁeld tested.
Market hype turns insights into cure-alls that fall short, leaving
executives with a choice of disappointing alternatives.
Humaneering’s guidance ﬂows from a research and
development process that is thorough, dependable, continuous
and sustainable. This process involves knowledge contributions
by hundreds of scholars, practitioners and managers to create
an easily accessible applied science for the human side of
operations. The current version of humaneering’s protocol
for human work was remarkably successful in its Phase 4 beta
application ﬁeld tests within the operations of major companies.
(See Figure 3.) The next development stage is commercialisation,
wherein more extensive application will yield a version suitable
for open public release, perhaps as early as 2020.
The application of humaneering utilises tools and techniques
from anthropology, psychology, systems science and other
disciplines that yield insights and alternatives not readily evident
with today’s management methods. The humaneering process
focuses on the work, workers, and work environment. It involves
workers directly, results in deep understanding of systemic
causes, and tests alternative solutions to enable evidencebased management decisions. Management gets more precise
understanding and more powerful options, resulting in lower
risk, faster change, and new potential.
In its current stage of development, humaneering is suitable
for application to design and improve people-dependent
operations. Preliminary work is already underway to develop
less complex ‘how to’ directions for common work and
organisation-design challenges, and to create easily accessed
management decision-support systems for managers and
support professionals.
Because each situation is unique and always changing,
humaneering is best applied with a systematic yet adaptable
process and agile style of project management. There are two
major phases. Phase one focuses on assessing the operation’s
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work performed by
people, and involves data
gathering and analysis, plus
data synthesis and system
mapping. Phase two focuses
on redesigning this work
system to make the desired
improvement, and involves
solution design, development,
testing and implementation.
The key is to start
somewhere where improved
human performance has
substantial leverage, and
to experiment with what’s
possible with humaneering.
This enables management to
learn what works best in their
organisation, while quickly
enjoying the beneﬁts of
higher productivity. In time,
as management’s conﬁdence
with humaneering develops,
it will begin to make sense
to consolidate and further
leverage improvements across
additional operations.
The good news for
management is that
higher productivity human
work is readily possible
with humaneering, plus
management will discover that
its employees already have
the essential capabilities this
requires (ie, human nature).
However, to access these
capabilities, management will
need to rethink how job roles
are designed and managed so
as to begin to enable people
to create increased economic
value based on their human
qualities. Humaneering,
the applied science of
human nature, will guide
management through this
transition.

Figure 3

Examples from Humaneering’s Phase 4 Application Field Trials*
Industry and
Operation

Management’s
Objective

Humaneering
Insight

Humaneered
Solution

Remarkable
Results

Aerospace:
Project
management

Substantially increase
management’s
effectiveness

Why best practice
development methods
were failing to advance
current management
practices

Redesigned program
around systemic
methods that
enabled and inspired
professionals to develop

Immediate change in
culture; productivity
improved by 31% in ﬁrst
6 months

Automotive:
Component
manufacturing

Increase proﬁt margins;
reduce conﬂict between
cell group manager and
engineering

Despite claims of
support, engineeringfunction goals and
incentive conﬂicted with
support for production
quality and productivity

Experimented with 100%
support to demonstrate
deﬁciency and potential
increase to proﬁt
margin; realigned
organization

Margins doubled from
7% to 14% within 60
days based on reduced
scrap and operator
efﬁciencies

Biotech:
Hazardous ﬂuid
production

New production facility
Work environment not
suffering 80% turnover in providing enough social
key operator role
psychological support
for operators to endure
challenging conditions

More precise recruiting
with exposure to
conditions and
candidate matching,
plus comprehensive
work environment
support

Turnover slowed to 20%
within 3 months, plus
50% of new vacancies
ﬁlled by prior employees

Healthcare:
Hospital nursing

Resolve nursing job
dissatisfaction and
turnover

Management system
discredited feedback
from nurses and limited
their professional-level
work

Reconceived role,
replacing tasks with
responsibilities, including
self-management and
improvement

Inspired nursing; patient
satisfaction increased to
4.7 / 5; errors reduced
62%

Industrial
Supplies:
Field sales

Increase sales volume
and customer loyalty

Pressure for results
over- shadowed support
for high- performance
human work

Guided middle
managers toward more
effective support for
human work

Engagement soared;
sales increased 62%
over prior year

Pharma:
Field sales

Increase sales
revenue and sales per
representative

Publicly ranking
employees by
performance
demotivates most
except for the highest
performers, eroding the
self-conﬁdence of lower
ranked

Provided low-cost
one-on-one coaching to
counter the demoralizing
effect of low ranking on
lowest ranked 200 reps

Sales revenue of these
reps increased by
52% over prior year for
annual increase of $68M

Plastics:
Product
production

Eliminate toxic impact of
employee performance
management system

Two-year-old bestpractice performance
management approach
was poor ﬁt for
company’s cohesive
culture

Redesigned process
around what employees
felt would work best to
achieve performance
goals

Process welcomed;
employees far exceeded
all management goals

Restaurant:
Chain table
service

Create unique
Even excellent food and
experience that compels service is not enough to
repeat visits
motivate customers with
many good alternatives

Reconceived server role
and process, focusing
on customer experience
and relationship with
server

Over 40% of ﬁrst-time
customers revisited in 90
days; 3X increase in visit
frequency

Retail:
Electronics
store sales

Increase sales volume
and margins; stabilize
salesforce

Store culture focused on
control-driven metrics
that actually undermined
effectiveness with
customers

Redesigned sales
position, reducing
standard tasks and
increasing responsibility
and customer-support
tools

Next quarter sales up
37% and margins up
26% over prior year;
turnover cut in half

Telecom:
Customer service
call centre

Reduce 120% turnover
and improve customer
service satisfaction

Recruiting excellent
candidates, yet training
was ineffective in
preparing new hires for
their work

Redesigned training
to prepare new hires
to far exceed current
performance levels

Reduced turnover to
below 30%; 70% of
graduates exceeded
best agents on ﬂoor

Resolve installer
Telecom:
Service installation resistance to new
scheduling process

Persistent antagonism in Re-opened design
culture blocking needed process to involve
improvements in service installers and include
their objectives

Process acceptance;
established model for
future improvements

* Limited data can be shared due to non-disclosure agreements that strictly protect client identity, ﬁndings, solutions, and results.
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Measuring productivity

Manufacturing productivity, and in particular UK performance when compared
to other countries, has been the subject of much attention over many years.
Introduction
Recent press articles have painted a picture of UK productivity
as well down the league table of G7 countries, and suggested
that this is an area that needs attention. A research project
was undertaken at Cranﬁeld University, as part of the 2014
National Manufacturing Debate, to analyse the development
of UK manufacturing productivity and issues associated with
improving productivity. Analysis of productivity performance
metrics and press articles on UK manufacturing productivity
over a 25 year period were analysed. To gauge current
thinking about manufacturing productivity, an online survey
of 146 organisations was conducted and supported by
face-to-face interviews with ﬁve different industrial experts
on productivity.

Productivity measurement
Generally, productivity has been understood as the efﬁciency
of production. There are many different measures to gauge
this level of efﬁciency. Choosing which one to use depends
on the purpose of productivity measurement, and in many
instances, on the availability of data. Generally productivity

measures can be classiﬁed as single factor productivity
measures (relating a measure of output to a single measure
of input) or multifactor productivity measures (relating a
measure of output to a bundle of inputs). Figure 1 shows
the most frequently used productivity measures. These are
measures of labour and capital productivity, and multifactor
productivity measures (MFP, a synonym for total factor
productivity.

There are many different measures
to gauge this level of efﬁciency.
Choosing which one to use depends
on the purpose of productivity
measurement, and in many
instances, on the availability of data.
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– TFP), either in the form
of capital-labour MFP, or in
the form of capital-labourenergy-materials MFP
(KLEMS). Labour productivity
is the most frequently
computed productivity
statistic, followed by capitallabour MFP and KLEMS MFP.
Each productivity measure
has its own strengths and
limitations. An analysis of
these different types of
productivity is shown in
table 1. When examining UK
manufacturing productivity,
there is a lack of consensus
about which measure
to use. There are also
multiple sources of data
using different approaches
for data collection. Using
labour productivity alone
does not give the full
picture of UK productivity.
High value manufacturing
in the UK could be better
judged by using total factor
productivity.

Analysis of historic
productivity data
Figure 2 (page 35) shows the
growth trend of different
types of productivity for the
UK. The two dotted lines
show the recessions of 1990
and 2008. After the 2008
recession growth became
positive only for a short
period and then started
declining.
The trend for
manufacturing value added
as a percentage of GDP
(ﬁgure 3) shows that for all
G7 countries from 1985 to
2012, there is a decline. In
2012 the UK was lower than
the USA, France, Germany
and Italy. The average of
these ﬁve countries in 2012 is
15.2%, whereas in the UK it is
10.1% and much less than the
average. This indicates that
over time, the contribution
of manufacturing to GDP
is decreasing for all the
G7 countries, but the UK’s
position is more pronounced.

Main productivity measures

Single factor
productivity
measures

Labour
Productivity

Multifactor
productivity
(MFP) measures

Capital
Productivity

Capital and
Labour MFP

KLEMS MFP

Figure 1: Overview of main productivity measures.

Type of Productivity Purpose

Strength

Weakness

1

Labour productivity Traces the labour
(based on gross
requirements per unit
output)
of (physical) output. It
reﬂects the change in
the input coefﬁcient of
labour by industry and
can help in the analysis
of labour requirements
by industry.

Ease of measurement
and readability. In
particular, it requires
only price indices on
gross output, not on
intermediate inputs as
is the case for the valueadded based measure.

It is a partial productivity
measure and reﬂects
the joint inﬂuence of
a host of factors. It is
easily misinterpreted as
technical change or as
the productivity of the
individuals in the labour
force.

2

Labour productivity Analysis of micro(based on value
macro links, such as the
added)
industry contribution
to economy-wide
labour productivity and
economic growth. It
forms a direct link to a
widely used measures
such as living standards
and income per capita.

Ease of measurement
and readability.

It is a partial productivity
measure and reﬂects the
joint inﬂuence of many
factors. It can easily
be misinterpreted as
technical change or as
the productivity of the
individuals in the labour
force.

4

Capital productivity Changes in capital
Ease of readability.
(based on value
productivity indicate the
added)
extent to which output
growth can be achieved
with lower welfare
costs in the form of
consumption.

It is a partial productivity
measure and reﬂects
the joint inﬂuence of
many factors. There is
sometimes confusion
between rates of return
on capital and capital
productivity.

6

Capital-labour MFP
(based on value
added)

Analysis of micromacro links, such as
industry contribution
to economy-wide MFP
growth and living
standards, analysis of
structural change.

Not a good measure
of technology shifts at
industry or ﬁrm level.
The measure can suffer
from conceptual and
empirical drawbacks
inherent in this process.

7

KLEMS multifactor/
Total factor
productivity

Analysis of industry-level KLEMS-MFP is the
and sectorial technical
most appropriate tool
change.
to measure technical
change by industry as
the role of intermediate
inputs in production is
fully acknowledged.

Ease of aggregation
across industries, simple
conceptual link of
industry-level MFP and
aggregate MFP growth.
Data directly available
from national accounts.

Signiﬁcant data
requirements, in particular
timely availability of
input-output tables
that are consistent
with national accounts.
Inter-industry links and
aggregation across
industries more difﬁcult to
communicate than in the
case of value-added based
MFP measures.

Table 1: Analysis of different types of productivity measures.

In 1985, manufacturing was
contributing 23% of total
GDP and even in 1994 it was
approximately 20%. During
2012 Germany was at the top

in the list of the G7 countries
and stood at 22·4%, followed
by Japan, which stood at
18·6 % (Source: World Bank
Database).

For the UK, multifactor
productivity (ﬁgure 4, page
35) for the time series 1985
to 2009 indicates that the
overall average annual
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Figure 2: Comparison of different uk manufacturing productivity measures.

Figure 3: Manufacturing value added (% of gdp).
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growth of the whole
economy is 0·5% whereas
in manufacturing it is 2·0%.
UK MFP for manufacturing is
higher than all G7 countries
except the USA (2·2%) which
is 0·2% more than that of
the UK. The average annual
growth of the G7 for the
whole economy is 0·3% and
the UK is above this at 0·5%.
Similarly the manufacturing
MFP average growth of the
G7 group is 1·3%; whereas
in the UK it is 2·0% during
this period. This indicates
that the performance of the
UK is better in terms of MFP
annual growth.
The trend of growth in
multifactor productivity for
the whole economy and
manufacturing is shown in
Figure 5. During the recession
of 1990 and 2008, there was
a decline in growth in all
the G7 countries. However,
during the 2008 recession,
the decline was lowest for
the UK compared to other G7
countries. The manufacturing
MFP for the UK started to
increase in the following
year, whereas in other G7
countries it still continued to
fall. The UK manufacturing
MFP growth is higher than
the whole economy MFP
growth, and it is better than
all other G7 countries.

Analysis of press articles

Figure 4: Comparison of multifactor productivity annual growth.

An analysis of news articles
indicates the issues in the
area of the productivity from
an external perspective. As
shown in ﬁgure 6, 25 years’
analysis indicates the major
issue is skill and education.
Skill is mainly related to
shop-ﬂoor employees,
whereas training and
education are at all levels.
Skill and education includes
issues associated with
education and skills shortage;
for example, inadequate
education and training, lack
of basic skills among
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During the
recession of
1990 and 2008
there was
a decline in
growth in all the
G7 countries.

Figure 5: Manufacturing
f
multifactor
l f
productivity
d
growth.
h

Figure 6: UK productivity root causes (news articles) 1986-2014.

adults, and poor literacy and numeracy skills. The second issue
identiﬁed is Investment. This includes low investment in R&D,
IT and technology, capital equipment, machinery, business
and the lack of higher corporate investment spending. The
third issue is policy, which has sub-groupings of external
and internal. All decisions taken within the company are
considered as internal policy in contrast to external policy,
where the decision is taken outside the business by external
agencies, such as a government. Some examples of external
policy are obstacles for enterprises, capital market failures,
increased regulation and taxation (personal, corporate) and
lower foreign direct investment. The fourth issue identiﬁed is

management. This area includes management complacency,
incompetence of managers, low use of benchmarking and
other methods, poor implementation of new practices,
poor leadership and senior managers who see productivity
as a ‘someone else´s problem’. The ﬁfth issue identiﬁed
is innovation. This can be in terms of product or process.
Introducing a new product in the market or adding some
features in the product is a part of product innovation,
whereas process innovation involves simplifying the process
and ﬁnding an easy and efﬁcient way to undertake the work.
Figure 7 shows the root causes reported during ﬁve year
blocks. Out of six blocks, investment is the primary concern
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in four, followed by skill and
education. The importance
of policy issues is increasing
in comparison with previous
years. According to published
articles it appears inefﬁcient
management is slowly
becoming a greater issue.
Figure 8 shows that after
a recession the key concern
is investment, followed by
skill and education. This
indicates that before the
recession, companies were
not investing in capital, R&D
or other activities. For a
business to be competitive,
it requires both the latest
equipment and skilled and
educated manpower to use
these resources efﬁciently.
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Figure 7 UK productivity root causes. (Five years block comparison – top ﬁve
only) 1986-2014.

Survey and interview
results
A survey of manufacturing
businesses was conducted.
146 manufacturing
professionals participated
in the survey. 80% of the
companies participating were
registered in the UK. 66 % of
responses were from family
owned businesses. Table 2
indicates the classiﬁcation of
organisation size.
The distribution of the four
company sizes responding is
noted below.
Currently, most UK
manufacturing companies
still tend to have labour
intensive production.
There are more automated
companies among large
and giant size companies
as compared to small and
medium. The top three
reasons for the root causes
of change in manufacturing
productivity in the companies
are ‘competition in the
sector’, ‘managerial skills’,
and workplace culture’.
Figure 10 displays the
comparative root-causes for
productivity change amongst
the sample organisations.
For the micro companies,
‘managerial skills’ is the
primary root cause. For

Figure 8: UK productivity root causes ﬁve years before and after recession

Company Size

Number of Employee

Micro

<10

Small & Middle

10 - 250

Large

251 - 1000

Giant

>1000

Table 2: Classiﬁcation of company size

It is however, clear that to be globally
competitive, the UK must drive further productivity
improvements. Increasing productivity leads to
economic growth and improving living standards.
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Figure 9 : The distribution of
four kinds of company.

Figure 10: Survey question: the root causes of change in manufacturing productivity.

small & middle and giant
companies, ‘competition in
the sector’ is the main root
cause. For larger companies,
‘ability to be responsive
to fast changing market’,
‘competition in the sector’
and ‘managerial skills’ are
the dominant root causes.
The planned initiatives to
improve productivity are
shown in Figure 11. For UK
manufacturing companies
the most popular activity
for planning productivity
improvement is ‘process
improvement’, followed by
‘investment in training and
development’ and ‘product
simpliﬁcation’.
For all sizes of companies,
‘process improvement’
is the main priority.
Small and middle sized
companies focus more on
‘training and development’,
large companies prefer
‘investment in automation’,
and giant companies focus
on ‘investment in R&D’.
Most UK manufacturing
companies want to improve
the process for productivity
improvement. They also
consider ‘investment in
training and development’,
and ‘investment in
automation’ as the next most
important aspects.

Actions to improve
UK manufacturing
productivity
After analysing the root
causes obtained from
historical and current
views, it was found that for
different sizes of companies
the root causes differed.
This suggests that a common
improvement strategy will
not solve the problem across
all companies. Therefore
different improvement
measures are suggested
according to the size of the
companies.

Figure 11: Survey question: do you actively plan productivity improvement.
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Micro companies (size less than 10)
•
•
•
•
•

Investment in automation
Investment in training and development
Investment in ICT
Investment in R & D
Incentive scheme

Small and medium companies (between 10 and 250)
•
•
•
•
•

Process improvement
Investment in training and development
Investment in automation
Enhancement in working environment / culture
Product simpliﬁcation

Large companies (between 251 and 1000)
•
•
•
•
•

Process improvement
Enhancement in working environment / culture
Investment in training and development
Investment in automation
Product simpliﬁcation

Giant companies (more than 1000)
•
•
•
•
•

Investment in training and development
Process improvement
Product simpliﬁcation
Investment in automation
Investment in R & D

All these recommendations are from an internal perspective,
but lower productivity is also inﬂuenced by external factors
such as government policies. It is evident from the news articles
that all improvement is not within control of the organisation,
and that government also needs to take action. It is also noted
that in R&D expenditure and education, the UK is lagging, and
these are areas that government could inﬂuence.

Conclusions
Over a period of 25 years, UK manufacturing productivity
has been a topical issue. With the variety of measurement
methods and metrics available, an author can ‘spin’ the
message in the desired direction. Simple metrics show the
UK is a poor performer. More complex metrics indicate a
high level of performance. It is however, clear that to be
globally competitive, the UK must drive further productivity
improvements. Increasing productivity leads to economic
growth and improving living standards. The areas of focus
for productivity improvement actions will vary with company
size, ownership proﬁle and level of automation. However,
relentless improvement actions are essential to drive the UK
Manufacturing sector into a more competitive position.
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Skill and education includes
issues associated with education
and skills shortage; for example,
inadequate education and
training, lack of basic skills
among adults, and poor literacy
and numeracy skills.
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Creating the service

design interface

When transacting business within service industries there are many subtle
factors to be considered, say Michael Howitt and Dr John McManus.

T

he shift away from manufacturing towards service which
has accelerated in the last decade is documented in the
literature (McManus, 2009 and Howitt and McManus,
2012). In 2013 services and service industries in the United
Kingdom accounted for 79 per cent of GDP. In order to stay
competitive ﬁrms operating within the service sector need
to develop new or improved ways of delivering services to

customers. A contemporary strand of literature in service
design suggests competency, reliability, responsiveness and
credibility are key features to take into consideration when
formulating, implementing, delivering and measuring service
output and performance. In this context this paper discusses
how services are assessed differently, from different points of
view, using the extended gaps model and associated theories to
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explore variations in service delivery and the inferences of these
differences within the model.
When transacting business within service industries, there are
many subtle factors to be considered, for instance the location
and setting in which the service is transacted or is consumed. For
many service providers the measurement of intangibility may
well depend on the resulting physical and psychological state
of the customer during the transaction process. In this context
an element of risk and effort may be warranted to mitigate
consumer risk when transacting business. Prior publications
and research (McManus and Hutchinson (1996), Botten and
McManus (1999), McManus (2010), Howitt and McManus (2012))
into service and global competitiveness identiﬁed a number
of attributes that consumers associate with satisfaction. In the
context of this paper satisfaction is deﬁned as: ‘meeting the
criteria of competency, reliability, responsiveness and credibility’ these attribute being closely related to time, cost and value.

Categorising service
Services are found in many industries. For example the arts;
banking; energy; education; food; ﬁnance; health; leisure and
recreation; retail property and transport. It is often convenient
to view services along a continuum from complex to simple. At
one extreme, there are for example, providers of energy and at
the other end, providers of express or fast food. According to
Lovelock (1983) the act of service can be examined across two
dimensions. The ﬁrst relating to who is the direct recipient of
the service and the second to what is the tangible nature of
the service provided? In essence this gives rise to at least four
considerations:
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For many service providers the
measurement of intangibility may
well depend on the resulting
physical and psychological
state of the customer during the
transaction process.
stated that services should be situated as close to the point of
sale. Over the years this has resulted in a proliferation of small,
decentralised service units, geographically dispersed across the
customer service region. It is not surprising that retail banks and
building societies have embraced the automatic teller machine
and other forms of electronic and direct banking to ease service
intensity.
Thinking strategically and creatively about the nature of the
service may identify more convenient forms of service delivery
or a product that can substitute for the service. For example,
podcasts of popular programmes and CD and DVD recordings
of artistic events represent a convenient alternative for physical
attendance, in that they also serve as permanent anthology of
the event.

Service characteristics

With respect to service characteristics the debate centres on the
fundamental difference between goods and services and began
with Regan’s (1963), attempt to deﬁne services and how we
classify them? The academic debate over the last ﬁve decades
has led to the identiﬁcation of characteristics that are now
commonly cited as the components that distinguish services
from manufactured goods. Namely: intangibility, inseparability,
heterogeneity, and perishability.
Services have been traditionally described as subtle, having
close relationships with consumers. Judd has deﬁned services
Lovelock raises a few interesting questions about the traditional
as market transactions where the object of the exchange is
way services have been managed and delivered. For example,
something other than the transfer of a tangible commodity.
does the customer need to present physically throughout the
service, only to initiate or terminate the transaction, or not at all? Such transactions involve the provision of transport systems, cash
security, and transfer (banks), public utility undertakings, tourism,
This has signiﬁcant implications for facility design and employee
legal, management consulting, express food etc. In academia,
interaction, because the impressions made will inﬂuence the
the meaning of service is described from the perspective
perceptions of the service. In many services, the design of the
service is determined by the person/persons who actually provide of organisation dynamics, marketing, operations. Excellent
descriptions of the meaning of service are to be found in Kotler
the service. The individual provider of the service must equate
(1980). Kotler’s research shares the common focus of describing
the service to the client’s needs while providing the service. In
the unique attributes of services by clarify the meaning of service
some cases, the understanding required by the service supplier
as it is provided by many contemporary organisations.
needs to be high. It could be argued that for service providers
Intangibility implies that a service is experienced; it is
such as express-food restaurants and internet services, providing
rendered; physical ownership cannot occur. Thus the conceptual
the service involves very little customer discretion.
boundaries of marketing (and operations) must be expanded
It may also be argued that understanding of service is related
to accommodate this property of services. Scholars such as
to the degree of individual customised service. Such examples
Zeithaml (1981) have identiﬁed weaknesses in the literature as
include education which requires a high degree of personal
needing adjustment to achieve this accommodation. One such
judgement, but is not customised to the individual student.
Healthcare also requires a high degree of judgement on the part adjustment arises from the consumer’s difﬁculty in evaluating a
subtle service offering. Service strategies must, therefore, make
of the clinician, but is customised to the patient as well. Public
transport, on the other hand, is low on both measures. It is often the offering more tangible, an opposite approach to the one
commonly used for physical goods. The encouragement of the
1. Tangible actions directed to the customer, such as passenger
transportation and personal care.
2. Tangible actions directed to the customer’s possessions, such as
laundry cleaning and janitorial services.
3. Subtle actions directed to the customer’s intellect.
4. Subtle actions performed on customer’s assets, such as ﬁnancial
services.
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provider-client relationship becomes increasingly important to
service companies, as interaction is very often the only impression
customers retain of the company. Gronroos (1978) has stated that
the consumer interaction process must be carefully managed
to lessen the effect of intangibility. By controlling the tangible
aspect, the delivery phase of the service in which the customer is
involved – a service company will help ensure the client retains
a favourable impression of the service, and the provider. This
increases the probability of developing a lasting relationship and
repeat business.

Inseparability of production from consumption is
another key characteristic of service
Service organisations tend to be organised differently from
manufacturing due to a greater degree of interaction between
the service provider and the customer. This interaction derives
from the fact that production and consumption occur more
simultaneous with services than with goods. The peculiarity of
inseparability in services has led to the identiﬁcation of several
problems that arise when formulating strategic plans. Very
often, a service is ﬁrst sold, then produced and consumed. This is
different to the process that occurs with goods, which are usually
produced ﬁrst, then sold and consumed. Consequently, means
must be devised to market the service successfully before the
consumer has had any experience of it. Organisations (or service
providers) must consider that in service that sales and production
personnel are one-and-the-same and that the customer of a
service may also participate in its production.
Customer contact occurs because service operations typically
depend on the customer to make a contribution in the form of
behaviour or information – the raw material to be transformed
to service output. The consumer is required to take action
when depositing money in a bank (a form of behaviour), for

Organisations (or service
providers) must consider that in
service that sales and production
personnel are one-and-thesame and that the customer of a
service may also participate in its
production.
example, and an airline requires information in order to ﬂy its
passengers. For these reasons, service customers have been called
(or referred to as) ‘partial employees’ of the ﬁrm Bowen (1988).
The customer’s participation in the production of the service,
then, adds to the already greater labour intensity of service
ﬁrms as compared to the capital intensiveness of manufacturing
ﬁrms. When customers become partial employees, it is necessary
to manage their performance. Performance is viewed as a
function of a person’s motivation, role clarity, and ability; these
determinants hold for both employees and customers. That is,
customers can be expected to perform in their roles as partial
employees to the extent that they obtain rewards through their
efforts (motivation), they understand the nature of the task (role
clarity), and they have the necessary competencies (ability). If
customers are involved in the product-design stage, for example,
the company needs to demonstrate that customers obtain higher
quality or lower cost from exerting this effort (motivation),
clarify the terms and conditions deﬁning the customers’
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inclusion in the design process (role clarity), and select or train
customers to participate effectively in product design (ability).
As a consequence, there is a need for high level attention to the
service encounter and for internally oriented strategic service
planning or internal marketing. Through these steps, greater
importance is placed on controlling the service encounter and on
the development of high standards of service quality (an aspect
we will return to later in service design) practices that have also
been identiﬁed as important in overcoming the intangibility
problem.
Services are often described as acts or experiences directed
toward consumers; products are objects that are possessed.
Moreover, services tend to be more non-standardised,
heterogeneous, and customised at the point of sale than
products.
Lack of Homogeneity in services creates difﬁculties throughout
the entire product development process, including the design,
production and service delivery stages. This makes it harder to
control the output of service organisations than it is to control
the output of those producing tangible products. As with
intangibility and inseparability, one approach to minimising the
effect of heterogeneity is controlling the service encounter. One
means of control is adopting uniform production procedures and
increasing the amount of automation. This approach has been
repeatedly advocated by Levitt (1981) as a means of reducing the
degree of variability in each service offering, thus, gaining more
consistency.
Services have been described as being perishable in nature that
is they cannot be stored for use at a later date. They therefore,
must be consumed when produced or be lost. For example,
a hotel cannot store a room, if it is not rented, then the lost
revenue is forfeited forever. Without the ability to stockpile
and achieve the ﬂexibility to ﬂuctuating demand that physical
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goods allow, service organisations are more seriously affected
by changes in demand. For example, peak-loads, excess demand
and scheduling difﬁculties need to be addressed in strategies
for services. Sasser (1979), suggests that demand and capacity
be managed to better meet the needs of service organisations.
Possibilities include using peak period and off-peak pricing,
developing non-peak demand developing complementary
services, creating reservation systems and using part-time
employees. Matching supply and demand is an important
aspect of developing strategies for services. A word of caution
is however, offered by Nicouland (1989) who points out that in
international global economy these techniques cannot always
be applied, due to the legal cultural differences that might not
allow some procedures to be used.
Distribution channels are also affected by the perishable
nature of services. This has been cited as one of the reasons
for the development of short distribution channels in service
industries. However, not all service channels are short - indeed it
could be argued that service channel management is necessary,
although approaches are required that differ from traditional
channel management. The inability of many service ﬁrms to
develop effective barriers to entry from competition, because of
the difﬁculty in obtaining patents has also been attributed to the
perishability of services.

Service design
According to Voss (1985), Botten and McManus (1999), Howitt
and McManus, 2012 a service can be split into two parts, the
physical items and the service subtle elements. The physical items
can be directly speciﬁed in terms of attributes such as sound or
taste, or variables such as size and volume. Service elements can
be sub-divided into service attributes such as responsiveness and
reliability which are soft measures and service variables which
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are hard measures. It is errors between elements, especially
where they make up a complicated process, which can give rise
to service performance issues. Schonberger (1990) identiﬁes
the variation pile-up problem, where errors between stages in
a process may ﬁt within the tolerances deﬁned for that stage,
but when added up, creates a ﬁnal offering which is outside the
tolerance. Whilst it is easier to set and measure standards within
the manufacturing processes, techniques are now becoming
available to allow similar functions to be measured in service
industries, for example key performance indicators or activity
based service levels.
Service design assumes a signiﬁcant importance in the pursuit
of quality. According to Schonberger: quality of service was
traditionally considered too hard to pin down, was poorly
deﬁned and thought to be manageable more by art than by
principles. This perception is changing Zeithaml (1981) McManus
and Hutchinson (1996) have examined and applied mechanisms
which can be used to measure service performance, see ﬁgure 1.
As can be seen, ﬁve gaps can exist between the perceptions of
the parties involved. Gap Five is the combination of gaps 1-4 and
represents the overall differences between the perceptions of the
service provider and the customer. The remainder of the gaps are
described in detail.

Extended gaps model
Gap one occurs as a result of service providers not knowing their
customers’ requirements. The key contributing factors to the
existence of this gap are: lack of marketing research orientation
that is the extent to which managers make efforts to understand
customers’ needs and expectations through formal and informal

•
•
•
•

Service
Design

information gathering activities. Strategies for resolving the
problems created by these factors include using information from
customer complaints, researching customers desires in similar
industries, research on intermediate customers, key client studies,
customer panels transaction-based studies and comprehensive
customer expectation studies. The discrepancy between
managers’ perceptions of customer’s expectations and actual
speciﬁcations they establish for service delivery deﬁnes Gap two,
and is wide in many organisations.
The key factors contributing to the existence of Gap two are:
• Inadequate commitment to service quality is the extent to
which management views service quality as a key strategic goal.
• Perception of feasibility that is the extent to which managers
believe customer expectations are to be met.
• Task standardisation, that is the extent to which hard and soft
technology are used to standardise service tasks.
• Goal setting that is the extent to which service quality goals
are based on customer standards and expectations rather then
company standards.
Resolution of the ﬁrst two factors requires senior management
commitment to provide necessary resources and leadership in
promoting and driving the necessary change. Issues of change
management and leadership are covered more fully below. The
second two factors should be a natural part of the change process
frequently required to solve the ﬁrst two. On their own, they can
and should be developed as part of the service provision process.
A service-performance gap may exist between service

Competency
Reliability
Responsiveness
Credibility

Figure 1 Summary Extended Gaps Model

GAP 5
Perception

GAP 1
Market

GAP 2
Process

GAP 3
Systems

Summary:
GAP1: Market oriented communication and inward/outward levels of management.
GAP2: Commitment to service quality, goal setting, and standardisation of process.
GAP3: Team work, job roles, quality of internal systems.
GAP4: Ability or propensity to meet customer expectations.
GAP5: Perception between customer and provider.

GAP 4
Capability
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The importance of leadership is
heavily emphasised in virtually all
texts on strategy and associated
subjects, such as quality and
service design.
speciﬁcation and actual delivery. This is gap three of the model
and arises for the following reasons stated below. Solutions to
these issues include training, both technical and interpersonal,
feedback on performance, deﬁning roles standards generating
applicable recruitment and remuneration polices.
The ﬁnal gap results from the difference between what a
company promises and what it actually delivers. Factors affecting
Gap four include: horizontal communications, (communication
occurring both within and between different departments) and
a propensity to over promise. The ﬁrst factor is inﬂuenced by
corporate culture and forms a signiﬁcant part of any strategic
programme. The second factor requires a clear understanding
of what is possible on the part of people who deal directly
with the customer. As Peters (1987) identiﬁes, it is better to
under promise and then deliver a better service than the other
way round. Accurate communications are therefore vital to
avoid misrepresentation or over-promising, and to educate the
customer about the overall aspects of the service provided and
effort involved. Some care must be taken in the methods used
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to measure customer satisfaction. The importance of leadership
is heavily emphasised in virtually all texts on strategy and
associated subjects, such as quality and service design.
Zeithaml, Parasuraman and Berry (1990) consider it important
that top management exercise service leadership by replacing
incomplete, incorrect, superﬁcial criteria with leadership-based
criteria and a willingness to promote the right people to middle
management positions. Smith (1989) emphasises the dual
aspect. Firstly, management are seen as the catalysts with power
to improve key business processes, set policy and objectives,
and set a style which other staff adopt. Secondly, leadership is
required to set clear direction; that is to set priorities and apply
disciplined, organised improvement; to lead by example and
set standards; to remove waste and excess that inhibits express
responses to customers’ needs; to create an environment where
staff feel encouraged to improve and are given space to do so.
Pugh in Mayon-white (1986) deﬁnes an effective manager as
someone who: anticipates the need for change; diagnoses the
nature of the change required and carefully considers the options
available; manages the change over a period of time so that
it is both effective and accepted. The last factor is reﬂected by
Pettigrew and Whipp (1991) who consider that leading change
involves action by people at every level of the business. Two
factors which contribute to two different gaps in the service
model developed by Zeithaml, Parasuraman and Berry (1990)
relate to organisational structure (Botten and McManus, 1999).
They argue that a ﬂat hierarchy, broad span organisation built on
a network basis is more ﬂexible at handling the changes required
by customer orientation and quality. They consider it necessary to
eliminate levels of management to allow managers to be closer
to customers, to understand their needs and expectations.

Some examples
Studies by Veloutsou, Gilbert and Moutinho (2005) examine
customer responses in the express food sector regarding their
views on customer satisfaction. From the data it can be shown
that pace is important in the express food sector, a slightly
higher price but more speed would still yield more customers
than lower price, lower speed. However this would not be
the case for dining out at a restaurant. Express service may be
required to some extent, though often customers would not like
to be rushed so as to ruin the ambiance. Therefore even in the
consumption there may be different requirements depending
on the time, location and ambiance, this case further illustrates
the problems in measuring satisfaction in services even when the
product is similar. In addition, people from different nationalities
may have their own traditions in food consumption, for example
central European customers have often liked to take their time
in order to more fully enjoy their meal. Franchising in this sector
would very much depend on how well local suppliers understand
the cultural requirements of the ﬁrm in question. Firms like Pret
a Manger, Subway, KFC and McDonalds have also had to adapt
their offerings and customer practices to take into account
different cultures, creative menu choices has proved a viable
strategy for operating in these markets.
According to the extended gaps model discussed earlier the
factors in this case can be linked. Firstly reliability was seen as
the second most important factor in the 3000 sample express
food survey of Veloutsou (2005), competence was the third
most important factor. Response and ease of help ﬁgured next
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Service attribute
Type of Industry

Outline conditions
Competency

Outline conditions
Reliability

Outline conditions
Responsiveness

Outline conditions
Credibility

Health

Business knowledge
related to service
requirements is
considered a key success
factor. Operational
support during service
provision is deemed
critical.

Maturity and level
of service provision
pre and post sales is
considered critical.

Flexibility in meeting
client expectations able
to respond to changing
requirements and sea
changes in policy.

Able to demonstrate
good governance and
empathy with patients
and other stakeholders.

Transport

Operational support
and technical capability
were considered high
priorities.

Ability to understand
custom and practice
and to implement
service strategy and
governance considered
critical.

Critical success factors
include response to
stakeholders and
propensity to changing
customer demands.

Empathy with multiple
stakeholders and ability
to demonstrate good
housekeeping.

Financial Services

Knowledge of back
ofﬁce procedures and
operational knowledge
related to product types
are regarded as key
attributes.

Ability to provide value
added and reliable
service provision. Access
to information and data
on service agreements is
important.

Giving prompt frontline
service – ensuring errors
in service design are
corrected without loss
of service.

Able to demonstrate
good governance
and empathy with
stakeholders.

Retail

Ability to transfer
knowledge between
service, customer and
provider seen as critical.

Ability to deliver on
promises important
– able to provide
accurate statements
relating to design
and requirements
important.

Response to service
level requirements and
changes in design are
considered important
benchmarks.

Able to maintain good
client relationships and
build on relationships
both external and
internal.

Figure 2 Examples of key service attributes.

important in the survey courtesy was also shown to be important as
well as approachability, credibility did not ﬁgure in the Veloutsou
survey this suggests that for food people may like to try new places
prior to making a judgement, but for other services this factor
may be different. Another factor of the ten point model includes
security this was found to be important also in the express food
sector. Having an individual approach and listening to customers
has seen to be important in both the model and express food case
though more individuality may be more possible for a restaurant
rather than the express food case. Finally, on the extended gaps
model form is seen to be important, McDonald’s success in the
express food sector has been predominantly based in providing a
clean service, though of late McDonald’s customers are demanding
more healthy products as witnessed by their latest TV campaigns
in 2014. Costs also need to be reasonable but are not the most
important factor as in the case of some manufacturing industries,
the extended gaps model could also suggest offering a reasonable
price. Convenient operating hours ideally 24/7 is also particularly
important in the express food sector.
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Summary
While many of the measures from operations management and
marketing research are necessary and useful for service design,
many represent a limited view. Although the information given
in ﬁgure 2 is based on a small number of industries a rather
basic critique has been raised into how ﬁrms really characterise
and measure consumer satisfaction – for example in the
emerging internet service industries. A recent contribution to
the literature (McManus, 2010, Howitt and McManus, 2012) is
the notion of service value, which aims to identify and manage
customer value in addition to cost. Service value is based on
stakeholder analysis and expands the scope of the purchaser
provider relationship model (Howitt and McManus, 2012).
Analysis of a variety of service types attempts to show there
to be differences and similarities in how we view satisfaction.
For example, in express food speed is important, for software
services it is a question of quality and credibility of the service.
For transport services support systems are seen as very important
for example, up-to-date travel and fares information and for
internet banking and ﬁnancial services value added, security and
reliability are crucial factors. However, all types of service need
to be cost effective and offer value for money when compared
with competitors. Contrasting services in a variety of different
industries as well as widening the range of services gives
additional insight into whether these assertions have credibility
in a wider market context.
Please email editorial@msjournal.org.uk for the author’s
bibliography.
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Management education
I have always been troubled by the fact that many people
who become team leaders or managers in the UK do so
with little formal education or training in the subject.

W

e cannot drive a car on the road without a lot of
instruction, some home study and an examination, so
why do we think that someone can manage people,
companies, budgets, projects, clients, partnerships and so on,
without a signiﬁcant level of management education? And yet
we do.
Ask managers and team leaders whether they are qualiﬁed
in their profession, and be prepared to hear “it’s just common
sense” and “it’s an art, not a science” from those who are not
qualiﬁed. Is it any wonder that we see such high levels of stress
among managers, often underpinned by feelings of not coping.
To say nothing of the stresses that can be inﬂicted on others
through poor management.
Despite the potential downsides of being a manager (stress,

long hours etc), it is also an incredibly rewarding and fulﬁlling
career. I have seen how receiving good management education
up front and enhancing that with continuous professional
development, can make the difference between being a happy
and effective manager with contented and productive employees,
and being one who appears to have the weight of the world on
their shoulders. It’s not guaranteed of course – there are a lot of
other factors that contribute to well-being in the workplace – but
being under-prepared can never help. Have you been educated
in being a leader and are you on a continuous programme of
management development? If you are, then I think the chances
of you being successful and respected are higher and the chances
of you suffering stress through feelings of not coping are lower.
The best people I ever worked for had undertaken a lot of
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management education, training and mentoring – and I don’t
think that was a coincidence.

Bring back employer funded education
Though we have more people in the UK than ever before who are
participating in higher education through the full-time university
route, there has been a decline in companies paying for their
employees to undertake work related part-time study through
evening, day and block release. I worry that this may be resulting
in fewer team leaders and managers with the required skills and
knowledge. When I started out in industry, it was taken for granted
that your employer would be sending you on day release and
evening courses – usually through the ubiquitous ONC/HNC/OND/
HND routes (the higher national diploma being examined to the
same academic standard as second year bachelor degrees). I suspect
that the easy availability of combined work and study was one
of the (many) reasons why university attendance was more of a
minority sport back in the 1970s. When employer funded education
at technical colleges was at its peak in the 1970’s, only 14% of
school-leavers were attending university (compared to almost 50%
these days). The assumption that employers will automatically
fund day release study no longer applies – and there are many
reasons for that (too many for this article). Personally, I found that
part-time education delivered by lecturers with previous or current
careers in management (ie not life-long professional academics)
to people already in the workplace, meant that those courses had
a very practical focus. And many courses included management
topics in their syllabuses – not just business administration
courses. Though I subsequently went on to study at university, it
was my initial day release from work to study at diploma level
that introduced me to the concepts, theories and practices of
management. Later on, having studied an engineering subject
at university and making a move into industrial engineering, it
was the Institute of Management Services Diploma that really
taught me about leadership and motivation, organisational
design, ﬁnancial management, personnel management, industrial
relations, productivity, logistics and more. I have always regarded
the part-time two year IMS course as the best education in
management that I ever had, and I include post-graduate study at
business school in that assessment. I doubt that I ever thanked my
employers sufﬁciently for paying the fees and giving me the time
off. I certainly do not believe that I would have picked it all up
along the way if I had not enrolled in formal study.

Management is not just common sense
So why and when isn’t management ‘just common sense’? For
a start, formal management education often teaches us that
things that seem like they will work at an intuitive level can
have unexpected negative consequences when put into practice.
A good example being the role of pay in motivation at work. I
have watched many untrained managers and even executives
try and fail to motivate their staff with money. There was no
good reason for them to discover for themselves that this
approach often doesn’t work when Fred Herzberg’s two-factor
theory of motivation (based on workplace research) argues
that pay is a ‘hygiene factor’ rather than a motivating factor.
Its absence can lead to demotivation, but its presence is not a
motivator (motivation coming from factors such as recognition
for doing challenging work). Similarly, Deci & Ryan’s (1983)

cognitive evaluation theory (CET) argues that more pay can even
act as a demotivator. That is deﬁnitely counter-intuitive! Their
argument can be demonstrated by thinking of someone given an
unexpected bonus for doing a piece of work that they particularly
loved doing. This can result in them becoming demotivated when
their creation is effectively reduced to the status of a commodity.
This knowledge provided by academic research presents us with
an argument against performance related pay because people
(according to Herzberg, Deci and Ryan etc) do good work for
reasons other than money.
Another example of a lack of management education causing
problems is seen when psychometric assessments are used at
work to classify people by personality ‘type’ (NB the validity
of the construct of personality – let alone personality type – is
much disputed and debated in psychology). The notiﬁcation of
‘type’ to the individual can result in them spending the next few
years trying to behave to type and using certain stereotypical
characteristics of their alleged type to explain their failures and
less helpful behaviours. It’s not quite Sherlock Holmes and his “I
can’t help it, I’m a high functioning sociopath,” but you get the
point!

Maximising potential
Another example of an intuitive management idea intended to
increase motivation, but doing the exact opposite is the ‘high
potential’ staff development scheme. There is plenty of research
showing how those not selected for development become
demotivated by the (barely) subliminal negative message about
how they are regarded. Research also shows some participants
asking to be taken off schemes in an attempt to repair damaged
relationships with colleagues. Despite the research, companies
keep on ﬂogging the dead horse that is the ‘high potential’
scheme when they should really be trying to develop all of their
staff to their maximum potential (if nothing else it is a very good
approach to retention).

Recommended approaches to management education
and development
So what type of management education works best? The
ﬁrst thing to say is that though I have been a lucky and
happy recipient of management development and education
throughout my career, I am not a professional educator. For that
reason, I usually consult higher education professionals such as
Carrie Foster at Glyndwr University, Julie Dickinson at Birkbeck,
and Jim Handley at Glamorgan and The Open University when
asked to recommend courses. The typical choices for management
development include formal courses, bespoke training, coaching,
and mentoring. These should combine to enhance knowledge,
skills and behaviours. I know some people prefer the mentoring
end of the spectrum and don’t like formal courses, but they risk
a form of learning that may not always be grounded in theory
(back to the ‘intuitive but wrong’ issue described earlier). People
should not assume that theory will be of little use in real life.
As the father of organisation development, Kurt Lewin said
famously: “Nothing is so practical as a good theory.” (Lewin,
1945). One of the above named HE professionals (who is also
an organisation development coach) has said to me on several
occasions: “If we just applied the theory in the workplace we
wouldn’t get half the issues we get currently.”
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If you are looking to develop ﬁrst time team leaders in the
UK (or are one yourself), it is worth looking at a Level 3 to Level
5 Foundation in Business and Management, eg a Foundation
Degree (HNC Level) which you can then top up to a BA if you
wish. Alongside this level of formal education, it is worth adding
soft skills training in things such as personal impact, prioritisation,
performance management, effective listening, giving feedback,
presentation skills, delegation and setting SMART objectives.
For those who have progressed to a managerial position, I
would recommend a BA in Business and Management (or similar)
with a ﬁnancial module to help get to grips with proﬁt & loss,
balance sheets, cashﬂow, cost control, forecasting, and budgeting.
I would also recommend that you undertake specialised courses to
match your career path (if you haven’t done so already). Project
managers can do courses in PRINCE2, Agile, PMP etc; HR managers
can do a CIPD level 5 course; sales people a sales management
qualiﬁcation etc. Again, this can be supplemented with more
soft skills training in things such as building self conﬁdence;
coaching skills for managers; increasing individual motivation
for performance; managing virtual teams; inﬂuencing skills for
managers; managing change. At this point in your development,
having a mentor is very helpful.
For those who wish to be as effective as they can be in senior
management roles, an MBA or other post graduate education
is essential. Among the many beneﬁts is an emphasis on
critical thinking skills, business strategy, corporate citizenship,
globalisation, leadership etc. These skills will help you enhance
your focus beyond just ‘doing tasks’ Once again, specialisation in
areas such as ﬁnance, HR, organisational behaviour/psychology,
project management etc is an option. Soft skills training at this
level could include developing emotional intelligence; managing
for sustainable performance; managing talent potential;
succession planning; and, managing remote teams. By this stage,
having a one-to-one coach on a long term basis is an asset.
Don’t assume that soft skills training only comes from private
training companies. Most schools of management in higher
education establishments will be happy to organise this for you,
as part of a bespoke qualiﬁcation tailored to the management
development requirements of your organisation.
Finally, membership of an institute such as the IMS or the
Chartered Management Institute, can help give structure to
your professional development as a team leader, manager and
executive. Both of these institutes run their own education and
certiﬁcation. I strongly recommend that you join one or both of
these if you are serious about a career in management.
To summarise, experience is a wonderful thing but I do not
believe that you will ever be everything you could be as a
manager if you do not combine it with a parallel path of formal
management education and development. And why would you
want to miss out on all that can be learned when it is such a
fascinating subject?
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Why Don’t YOU

Join the IMS
With the advent of life membership
we are attracting new members. There
are still people who are engaged in
management services who are not
members and we would like them to join
the Institute.
We can use our ‘direct entry’ route to fast
track this and information is available
from Brooke House.
We very much hope that our existing
members will make potential members
aware of this option.

• Actively promoting the IMS in your place of work
• Encourage colleagues at work as well as
professional and social contacts to join
the Institute
• Refer potential new members to the Journal
as an example of what the IMS is about

What Next?
Contact the IMS for an application form
W: www.ims-productivity.com
E: admin@ims-stowe.fsnet.co.uk
T: 01543 266909
Brooke House, 24 Dam Street,
Lichﬁeld, Staffs WS13 6AA

• Remind potential members of the beneﬁts of IMS
membership, eg, education system, regional structure,
recognised professional qualiﬁcation
• Up to the minute information via the IMS Journal and
website professional support
• Undertaking contract/consultancy work

